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INTROCOUCTION

Focus of this study:

The Government of Bgngladesh, in recent years, has been experimenting
with ways and means of reaching the people. A major stride in this direction
has been the creation of upazilas. With the professed motive of administrative
decentralizagtion, democratization of local bodies and empowerment of the people,
460 police stations of the country have been upgraded, and officials from
important government agéncies have been stationed at these upazilas. Notably,
these government officials have been sent on deputation anc they are to work
under the supervision and guidance of respective upazila parishads(Sub-District
Council). The chief executive of the upazila parishad is the chairman who assumss
office through direct election. Since the chairmen are serving their first term,
many of them lack knewledge and skill of administraticn, Interdepartment rivalry
and mutual suspicion between officials and the political leariership hsve made
their job all the more difricult. Consequently, smooth and uninhibited develepe
ment work at thne upazila is not taking place. Against the background referred to
above, tnis research project seeks to explore at length the issue of coordina-

tion, its significance and bottlenecks at the upazila level.

Raticnale of tnis study:

As nted earlier, the present research project seeks to highlight
the upazila s, tem with particular emphasis on coordination. After coming to
power in March, 1582 GCeneral Ershad launched a massive proyramme of edministra-

tive decentralization. The upazila system was introduced to bring reform in the
administrztive system and strengthen local government institutions with the
objective of asccelerating the pace of socio-economic development through people's
participatic... The yovernment, the political parties and people at large have

closely been monitoring tre functioning of this system. The efficiency of the



upazila system has got two dimensions: i) the level of expertise, knowledge
and commitment of the individuals involved, and ii) the coordinative mechanism$

developed through which all units work well so as to deliver goods and servic992

Upazilas5have been at work for about five years. During the initial
days, in-depth studies on ‘strengths and weaknesses of the system werenot deemed
proper., Any new programme deserves at least a gestation period for subjecting it t
to critical examination. Now that upazilas are older by half a decade, it may
not be too early to wundertake a& reseerch effort to determine the soundness of

-

the system,

It may further be clarified at this point that the present study has
not attempted to make a comprehensive analysis of the whole upczila system.
Owing to time constraint and also to ensure depth of treatment, the scope of

elaboration has been narrowed down to the vital question of coordination only,



METHODOLOGY

Two Upazilas were selected for this case study. From various
reports, Savar Upazila of Dhaka District has been considered as one of
the best examples oﬁﬁtell coordinated system, Similarly, Palashbari Upazila
of Caibendha district has been considered to be an upazila where coordinagtion
has been the most difficult to accomplish, Moreover, the location of these
two Upazilas is quite different, Savar belongs to Ohaka Division and enjoys
some situational advantages of being close to the capital. Palashbari is
located in Rajshahi Division and is a typical rural upazila, Palashbari is
situated in the northern part of the country —— generally deemed to be
less developed in terms of economic growth, trade, literacy, mode of
communication etc. Savar on the other nhand, being near to the capital enjoys
many facilities and 1t  is also an industrially developed area. we have
therefore consciously selected these two contrasting Upazilas to bring out
the various implications about coordination and these may in all likelihood

give a typical picture of coordination as practised in Upazilas.
Sources of Data :

In the present case study, data have been collected from primary
and secondary sources, Secondary source comprises various government
circulars, published research reports and journal articles, Primary sources
include structured and unstructured interviews, discussions with related

individuals, agencies and observation,



Number and qroup of Respondents:

Eignht types of respondents were selected for interview through
aight sets of guestionneirg. These groups of respondents are categorised as
A,B,C,0,E,F G and H from éuo Upazilas. Two Upazila bhairmen,‘Z Upazila
nirbahi gfficers (UNCG), 26 Upaziia Parishad members, 26 transferred
officers, 16 retained officers, two Deputy Commissioners and 40 members
of the public were examined, The two joint secretaries who are assigned to
inspect these two Upazilaswerae consulted., Table below shows numter and

categories of respondents;

-

Table: 1,1

Classification of Respondents and their Numbers

! ' ' Savar '"alashbari ! Total
S.'C" 1 5 ] i ]
Né.{ lussl PGy ! Upazila WUpazila ! Respondent
1. A Upazila Chairman 1 1 2 persons
2l 8 Officers of transferrasd
subjects " 15 L
e B O0fficers of retained
subjects . L L
4, D Members of Upazila
Parishad 13 13 26 v
Ble E Members of the Public 20 20 40 "
(Upazila Elite)
6. F Upazila Nirbahi Officer, 1 1 2
(UND)
7. G Oeputy Commissioner 1 1 "
Dhaka Oistrict Gaibandha
‘ District

114 persons




Sampliny Prccedure:

Except the 'E' category, no sampling method was used to interview the
other respondents. The period of data collection spanned from 27th June to
20th July 1987 and all the government officials and members of the upazila

parishad present were interviewed during this period.

For respondents belonying to Croup't' purposive sampling method was
used, Of course in this case a list of local politicians, lawyers, school
and college teachers, NGO personnel, rencwned farmers, retired officials and
local elites was prepared with the help of the UNOs and Upazila Chairman and

out of this list individuals were examined.

Instruments of Data Collection:

In order to collect data and information, 8 types of questionnaire
were prepared in Bengali«Oraft questionnaire of each type was pre-tested at
Savar and was administered to the interviewees consequent upon its approval
by the evaluation committee, Two research assistants were temporarily engaged = .
for administering the data collections They were M.As and had previeous experience
in }esearch work. Before sending them to Upazilas they were trained to conduct
were

interviews, administer questionnaires and/briefed about the aims, objectives

of the research project and procedures of data ceollection.

Classification and Tabulation:

Collected data were presented in Uni and Bivariate tables, Necessary

statistical data and graphs were used for easy intelligibility.



Limitations:

During this study a few problems were fiaced for which it was not -

possible to submit the report within time limit. Those limitations are:

1) Government officials at upazilas did net come forward spontaneously
to furnish us with the needed:information. Many of them were under
the apprehension that their views might offend the public representasi.:
tiueqépecially upazila chairman. This they wanted to avoid.

Consequently, a great deal of data would not be collected.

2) Ouring the period o6f field study, the two concerned M.Ps were out
of station and so their opinipns on related issues could not be

gathered,

3) Ire term "Coordination" and "Coordinative mechanisms" and fts other
related expressions were unknown to the respondents who perceived
these phenomena differently from one another. As a result correct

replics were hard to be elicited,



COORDIMATION : A CONCEPTUAL FRAMEWORK

- - -

Man a8 a social being cannot function properly without a group, He participates
and eryanized
in one way or/otner, in different group activities. Such sctivities need to be/
for accomplishing common goals. It is in this organization of group activities
towards comnon goel that the necessity of coordination becomes apparent, The
purpose of organization is to sacure unity of efforts of the individuals whose
labours are divided, The process of securing this unity is coordination. In fact,
one of tne basic purposes of organization is to promote coordination. Organization
18 an impersonal system of coordinated efforts? Coordination is difficult to
achleve becawse gecople In an organization come from diverse béckground, orientation,
vilues and lceas ; tnese preclude easy communication betyeen them., Having personnel
from a similar bLackgroud eases communicstion process and creates more harmonious
gperation which facilitates coordination? Howsver, acnieving effective coordination
is one of the most sensitive and complex management processes, It require both the
zbility to diagnose the nature of the coordination problem and the skill to devise
and implement tne most effective strategy for coping with thet challenge. Mponey
defines coordination saying, "Coordination is the orderly arrangement of group
effort to provide unity of action in the pursuit of a common purpose"? Organizations
naveé two objectives - the internal and the eaxternal, The internal objective is to
achieve andmaintain coordination; external objective refers to the purpose or
interest that binds the individuals into @ group. It is the process of achdeving
‘organized efficiency' which is a constant necessity in@P prganizatione. It is

essential to the existence of the organization itselfy

The first and foremost element necessary to achieve coordination is clarification
of goal. The functionaries of the organization need to be clear about their
respective goals and responsibilities. ln the absence of this conflicts and
duplication will arise. Unless goal is defined, there will be little significance

of communication between the functionariss because functionaries will not know wha
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to communicate with and for what..Jhusc.coordinatdion demands clarity of goals on

the one hend and assessing of the capacity of the organization to implement

6
them.

Rationale of Coordination -

Any organization, private or public, is a goale-oriented association of
individuals or subunits, The total work of the organization is divided into tasks
and activities which aré.to be carried gut by individuals or subunits., Overall
organizational goals will be achieved as individuals accomplish their assigned
Lasks and activitiss, These tasks are performed not in an isolated or dis jointed
way but in a coordinated way. Thig coordination is achieved through creation of
interdependency betueen goals and >subgoalaz If there is no congruity betwsen the
goals of the subunits, coordination between individuals or agencies will not take
place. Coordination thus calls for establishing linkages creating interdependency
betweer goals and subgoals. If gverall goals are to be reasonably achieved, the
efforts of the various individuals or units must be coordinated, As organizational
Subunits become more highly interdependent through division of work or breaking

goals 1into subgoals, the need for effective coordination becomes greater?

Information-sharing through meetings or other interpersonal or inter-unit
interactions is another reason for which coordination becomee neceseary. It is

said that information 1s power. This powsr needs to be shared to enable the
participants to put their energies, time and resources in the right direction.
Cocrdination is necessary because ".nformation could be used to the advantage of the

ST . 2 9
individual or his a.sociates?

Resources are zlways Scarce. tconomy and efficlency are the common concerns of
effective manayers of today. In order that resources are not 'misused eneryies are
not dupliceted or waosted,interpersonal and inter-departmental coordination become

essential, In the absence of coordination between interdependent subunits, there

remains the possibility of duplication and wastage of resources including time and
energies,



Interoraanizational Linkaqge and Coordination:

All organizations are incomplete in the sense that they cannot function in .
isolation, because they have to cxchange information and resources constantly to
maintain dynamic equitibrium., In other words, organizations, big or small, have

Lo interect witn other organizations for acquisition end exchange of information,
respurces and energies for which they survive and thrive. These other'organizationg
constitute the environment which influence the focal organization., The interdepen-
dence or interrelationship also workd here, une organization has to establish
linkage with the other and in doing so, it has to perform coordinative functions
through exchange of resources and information. As Ahmed says, "The need for
coordination, gylobua' y,is collective.....elt is unlikely that it could be achieved
through fragmented, distrustful activity, rather it is more likely to be attained
through positive reinforcement of each other?1u Uespite the diversities and
differences, interagency coordination amony organizatllons is necessary because they
need to have mutual cooperation for sharing a common yoal which is survival, The
relationship between organizations is based on mutuality of interests which is
another basis of cocrdination. Setting up of a coordinating agency among the
inﬁeractin@ organizations is one of the ways of maintaining coordinative link,
Interdependence, awareress . and standardization are the three dominant variables
that help in carrying out coordination tasks, As kitwak and Hylton say.
"Coordinating ayencies will develop and continue in existence if formal
oryanizetions are partly interdependent ; agencies are aware of this interdepen - ..i
dence and it can be defined in standardized units of actiorf'z1 By interdependency

is meant that two or more oryanizations must take each other into account, if they
are to accomplish their goals. By awareness is meant that the agency recognizes that
a state of interdependency exists, By standardisation is meant behaviour which is
reliably ascertained and repetitive in character, The need for a coordination agency
arises yhere there is a moderate amount of stendardization, a high awareness, and

a medium number of orcanizations to bea coordinated. When there aic few
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organizations to be coordinated, conferences between staff from the organizations
or informal communication over telephone or luncheen engagement may be the form

of coordination.
Mlechanisms of Ccordination:

Mintzberg suggests five mechanisms to achieve coordination amony the components
of the orgunization. These are mutual adjustment, direct supervision, standardiza-
tion of work process, standardization of work outputs, and standardization of

worker skills, These he considers to be " the glue that holds the organizations

togetner]2

Mutual Adjustment: Mutual Adjustment is pursuing the process of informal communicae:.
tion which has been discussed ®arlier. Coordination of work through mutual

ad justment can be achieved in the simple, small and ‘open' organization; for
example, two people on a boat or five people in a pottery studio. The task of
coordination can be easily and speedily carried out through informal interpersonal
communication or interaction which is possible if the organization is not complex

and big,

Direc§ Supervision: Direct supervision achieves coordination by having one
individual responsibility for the work of others by issuing instructions to them
and monitoring their actions. In fact,one individual coordinates the activities
of several individuals. for exanple, work of esleven players of a football team are
coordinated by a field leader or captain. Here mutual adjuétment does not work
well,
Standardiza;ion: As the organization beccmes more complex in size and functions,
the mechanisms of mutual adjustment or direct supervison become ineffective in
performing coordinative functions, Consequently, work of the organization needs
standardization. In standardization, activities are programmed, individuals know
exactly what is expected of them and thus organization functions accordingly.This
standardizaticn has been described by Litterar as 'program', which has already

been discussed. In standardization of work processes, the contents of the job are
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specified or programmed, In standardization of outputs, the results of the

work are specified, Standasrdization of 8kill coordinates work indirectly

through training required to perform the specified work. ﬁere individuals hardly
need’ to communicate because through Lhe process of irainin;, they become cognizant
of what to expect of one another, Yo coordination of work takes plece in a natural
process]3 According to Litterar, two basic elements are required if one is to
provide for coordination- communication and programmesj4 By programmes he means
the formalized prescriptions for organizational behaviour., A programme of an
employee or member identifies the job elements for his position and indicates

how they are to be performed, But coordination can be done effectively by
proéfamme, if only circumstances and conditions are static and stable.txperience
suggests that situations and jobs often become complex and thus programmes alone

are not sufficient for providing coordination.

Communication - Formal and Informal: Communiczstion is a prerequisite and one
of the aims of coordination. If there is no communication, there gannot be any
coordination, Coordination cannot take place unless those who make interrelated
decisions can or do communicate with each other and those who are to carry out

the decisions know what is required of them., Coordination implies planning,'and
communication is the aim of coordination beceuse systematic planning is usually
required to ensure that communication among individuals or agencies actuaslly takes
place; Coordination involves the provision of needed information at varioue points
in the oryanization, It is the responsibility of managers to see that needed
information are communicated to the right persons or levels and the proper
relationships are maintained, Thus communication of information becomes critical to

the coordinative effort.

Broadly speaking, coordination is generally provided by two types of communication,
These are formal communication and informsl communication. formal and informal

communication are based on formal and informal system of which an oryanization is -
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the mixture, A portion of orgagizational communicetion 1is preplanned and

required by the formal system and the balance of the communicstion is ‘'‘permitted!
to emerge as part of the informal system. Informal communication is mostly
unuritten and non-documentary. It is mostly of the‘Face-to-Face or telephone

variety. Communication in this system is not usually planned or documented,

Organogram: Organization which is self-contained and which does not face
uncertainty in respect of task and environment end which has an interpersonal-
relationgclimate can best implement an organization format that emphasises the
external system. This typet of organization will have a relatively tight structure
with ilittle scope of deviation from requirements and will go for the formal

communication pattern, Here coordination can be accomplisned through the formal
hierarchical system, In this system individual activities and interactions are
reflected in the organogram.Bureaucratic organizations have a high degree of
formalism, rules and regulations and here coordination is provided through formal
channels. Written correspondence is formel in naturees But the flow of farmal
communication is often impaired by a number of factors which can be either

structural or interpersonal in nature, Where the disruption of formal communi-

cation is too great, coordination will be difficult to achieve.

Coal Perception: The lack of a clear undarstanding of 'who does what! aFten leads

to poor coordination. This situation is known 8s goal ambiguity, Creation of
awareness of individual responsibility can improve the situation, Coordination

is affected when more than one individual or department feel thaﬁ they are
responsible for the samc activity., As Newman puts it, " occasionally when such fuzzy
organization leaves overlapping responsibility, the confusion is confoundedlby
jurisdictional jealousy end these jealousies, in turn, seriously interfere with

: ; 6
voluntary coordmatlon."1
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Planning and Scheduling: To secure consistency among plans, a manager must
first check one againét the other to see whether they all add up to a unified
programme, whether they are linked with the organizational goals. "Two aspects
of planning are particularly important in achieving coordination in such a review:
consistency among the plans and timing of the at:tivit:ies."‘l7 Coordinated-activities
must not only be consistent with each other, but also be performed at the proper
time, Timiny is one of the cardinal foatures of coordination. Delayed or premature .
action may cause confusion that will yield negative results. Therefore, each

operation assigned to each department or subunit needs to be properly timed.

There is no disagreement that voluntary coordination is the best form of

: . . i . g . ’
coordination. A wise executive will do what he can to promote voluntary coordination
and should seek to imbue his subordinates with a sense of importence and dignity

as a vehicle for voluntary cooperation."18

Personzl Contact and Committees; Personal contact also enhances coordination to a
great extent, fFollet recommends,'coordination by direct contect of the respaonsible
people concerned919 Committees provide an opportunity for direct interaction and
informal communication of ideas and views. Committees are created for tne purpose
of unifying the individuals whose activities need to be coordinated in order to
accomplish crganizational goals.Being on the committees, tﬁe members find scope

to build personal relationship which, also facilitates voluntary coordination.
Organizations which face an inpstable and uncertain environment mustfrely on
methods for achieving coordination and inteyration. In some cases specific

individuals or units or departments are assigned the responsibility for performing

the integrative function,

Meetinys: Meetings are also useful mechanisms for bringing about coordinstion.
Meetings create scope for the sharing of all information and ideas that can be
useful for the accomplishment of the common objectives . Through information-

sharing, roles and responsibilities can be specified and all confusions and

contradictions, discrepancis and deficiencies can be reduced, But meetings should
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not be too frequent. Too much of meetings will simply consume time. Drucker warns
as saying, "Meetings are by definition a concession to deficient organization.

. . . 20
For one either meets or one works. One cannot do both at the same timel

Inspection: Inspection is also one of the mechanisms by which task of

coordination can belachieved. Inspection is in fact a form of internal check.
Inspection has two purposes - to find out faults of the subordinates and to check
whether there is any communication gap, contradiction or misunderstandiny for which f
the overall objectives of the organization are found toc be difficult to achieve.

This inspection task can be accomplished by sending a representative without

formal authority. The purpose is to marshal facts, exchange information and take

stock of problems faced by tnhe concerned agency or individuals.

Interdepartmental/Interagency Committees: A committee is a group of persons
specifically designated to perform some acts. Committees are set up to take care
that the coordinative functions are carried out without confusion, misunderstanding
or communication gap, Such committees include representatives from the concerned
departments agencies who may contribute to the solution of a problem having
commonality. Interdepartmental committees enable the people to take joint action.
So these committees serve as the instrument of coordination and a device to
diagnose areas of conflict and contradiction and find out ways and means to work

jointly to achieve common specific goals.
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THE UPAZILA SYSTEM : A HISTURICAL PERSPECTIVL

A brief History:

The Government, in pursult of its policy of Administrative reform and decentraw
lization of zdministration, has brought about a notable change in the old colonial
system of local government inherited from the British., The promulgation of Local
Government Crdinance 1982 is significant in the centext of decentralised administra-
tion as it marked the beginning of a new system by replacing the two hundred year old
Thena system. The upazila is a local government institution. This study of upazila
will remain incomplete if the various stages of evolution of local government

institutions in this part of the subcontinent are not briefly discussed.
Pre British Period:

A study of tre origin of locul government institutions in Bengal reveals
that the indigenous local government institutions had been in existence from time
immemorial. Tnese traditional institutions grew up in ancient and medieval periods
since villages of Benyal were left to themselves cwing to lack of communicstion and
transport facilities, Village affeirs were aduinistered in tne villoge itself,
Ouring the medieval period, urban communities grew under the Mughals. The office
of the kotuwzl was developed as cornerstone df high status and nis first and
foremost duty was to maintain law and order. The administration of village uwas
left to the panchayets under the overall charge of the village headman, Each
village had its council or panchayet. It appointed or elected its own headman
who served a3 a link between the village and the centrsl government. The panchayet
was comprised of five members chosen from the respectable and renowned persons of
the village. The panchayet wused to look after education, irrigation and religous
and moral conduct of the village., lMaintenance of law end order, holding of fairs and
festivals werc also within the charter of duties and responsibilities of the

panchayet.
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The OBritish Feriod:

The British East India Company came to this sub-continent for trade,
but gradually they yot entangled with political affairs and ultimately became
our masters till 1947. Tney ruled tha sub-continent for abuut two hundred years,
During the early period of their rule, the British did not realise the ilmportance
of local government institutions in administration. They introduced new Zamindary
system known as Fermanent Settlement in 1793 and thereby the indigenous local
gogernment institutions which were in existence }rom time immemorial became
extinct., But socon they realised that the existence of local institutions in
administration was necessary for serving their own interest. Consequently, the
Villaye Chowkidary Act, 1870 was passed. The Act provided for appointment of
panchayet consisting of five nominated members at the village level by the
District Magistrate. The main function of this pancliayet was to maintain law and
order by appointing villaye watchman called chowkider. Tne panchayet was authorised

to collect tax from the villagers for payment of salaries to the chouwkidars,
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Then the Bengal Lecal Self Ggvernment Act 1885 was passed whare
provisions were mede for creation ef lscal self gsvernment institutiens
at three levels namely Union, Subdivisisn and District, with 5 = 9
members at Unian Beard, 6 members at subdivision Bsard and 9 members

at District Bsard,The members of all three beards were neminated by

the gevernment,

Thereafter the Bengal Village Self Gevernment Act ef 1919 was passad
meking provision fer inclusion e@f elected members along with neminated
members at lecal bedies. This Act retained the subdivisien Besard and
Oistrict Beard es befere, but replaced Panchayet and Unign Committee by
Unien Besard, Tha bodies were hierarchically structured. The higher bady
used te exercise its control ever tha leswer body., As a raesult thess

bodies ceuld net grew up a8 independent and effective lecal gouerngant

institutisns,

Pakistan Period; .

The lecal gevernment system introduced by tha British centinued in
Pakistan peried with the fellswing medificatiens in its cempesitisn.
1) The British system of nemination ef members to the District Bsard
waé abslished. Universal adult franchise forelectien ef chairman and

vice-chairman to the unisn beard thraugh secret ballet was introduced,

Itluas Ayub Khan whe brsught substantial changes in the British system
by promulgating the Basic Demecracies Ordar (800) in 1959, The BOO
previded fer fsur tier system ef lecal governmemt viz, (i) Union
Council, (ii) Thana Csuncil, (iii} District Csuncil aend (iv) Divisienal

Ceuncil, The Order changed the names ef Unisn Beard as Unisn Csuncil
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and Oistrict Beard as Oistrict Council. It alse intreduced twe new
local gevernment institutions namely Thana Ceuncil and Divisisnal

Csuncil.

The Unien Csuncil was the lewest tier ef lecal government. It had an
elected Chairman. All Chairmen sf UnisnCauncils were ex-officie membaers
@f Thana Caeuncil. Thana Agricultural 0fficer,Thana Education Officer,
Thana Health Officer, Thana Fishery Officer and Thana Ce-apeérative
Officar were neminated membexg sf Thana Councile But the number ef
neminated members could net exceed the number sf gx-officle members.
The Subdivisienal Officer(SD0) was ex-sfficia chairman and £ne Circle
Officer Davelopment (CD) was eéx-gfficis vice-chairman ef Thana Csuncil.
In practice, the (0(Dev.) acted as the head ef Thena Ceuncil as the SO0
could not regularly attend the meeting because ef his sther preeccupa-
tions. The Thana Council could not levy tax. Carrying out the task ef
Co-ardination was its main function., Thana Training and Develspment

Centre(TTOC) was set up in each thana te focus its develepmental role.

Befere promulgation ef BDO by the gevernment, tha rele ef thana uaa'
confined to maintenance ef law and order and preventien of crimes. .

But the BOQ introduced development circle in each thana and fer the
first time Thana was recegnised @s the pivet aof development and

economic activities. The pest of Circle Officer(Dev.) was created fer
each circle and TTDC became the narve-centre fer promoting ce-agrdination
among nationbuilding departments and lecal government institutions. All
thana level effices were suppesad to be located at the TTOC., But all

these measures failed te ensurs active and sffective participatisn and
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rapresentation sf peeple because autharity ef ce-ardinatisn lay in
the hands sf the bureaucrats having linkage with the Previncial

Cevernment,

District Csuncil was cemposed ef efficials and nominated members and
Deputy Cemmissioner was its ex~officis Chairman., Later tha system ef
@lecting sne vice-chairman in the District Ceouncil was introduced.
The District Council was entrustad with develspment and welfars

activities, It used te ca-srdinate the activities ef lscal bsdies.

Oivisienal Ceuncil tee was compesad sf efficial and nen-sfficial
members, Divisional Commissisner was its ex-sfficis chairman, The main
functien ef the Divisional Ceuncil was te co-erdinate the activities

of various departments, lecel bedies and wmunicipalitiss,

The Bangladesh Perind; (1972-1962)

Aftar independsnce ef Bangladesh, bDasic damecracy system was abslishad
by Presidential Order Ne.7,1972 and the nemenclsture ef Union Ceuncil,
Thana Cguncil and District Cauncil was changed as Unisn Panchayet, Thana

Dgveleopment Cemmittee and District Beard respectively.

By PrEﬁidential Order Ne. 22, 1972, the name ef Unien Panchayet was

further changed éa Unisn Parishad.

By promulyation of Lecal Gevernment Ordinance 1976, three tier system
ef lecal gevernment cemprising ef unien parishad, Thana parishad and

zial parishad wae intreduced.
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The parishad at thana level uas composed of official and non-afficial
members. S.0.C. and C.0.(Bev.) were ex-officic chairman and Vice-Chairman
respectively of the Thana parishad. The main functicn of the Thana parishad was
to coordinate development activities at Thana level. Side by side there was
another local body known as Thana Development Committee and all chairman of
Union parishads were members of this Thana development committee, (ne
chairman of Union Parishad was elected chairman and anolher chazirman Secretary-
cum-cashier of the Thana develapment committee from amongst the members. The

)
main task of this committee: was preparation and implementation of develop-
ment projects known as Works Prmgramme)Thana Irrigation Programme(TIP) and
fFood for UWworks programme, The sub-divisional officer had supervisory and
financial control over the Thana Development Committee., The fund was released
in instalments and tlie countersignature of the SDU was necessary in the bill
submitted by chairman of Thana Development Committee. SO0 generally used to

countersign such bills on receipt of report on the progress of work by the

Project Implementation Ufficer(PIO).

The Periad fram 1982 Onward:

Lieutenant General Ershad came to power on 24th March, 1982 and gave
serious thought on decentralization of authority and administrative reoryanisa-
tion, With this end in view, government formed a Committee for Administrative
Reorganization/Reform under the Chairmanship of late Rear Admiral.lM.A.Khan. To
implement the recommendations of this Committee, a National Implementation

Committee for Administrative Reform(NICAR) was constituted,
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In pursuance of the decisiens ®f the NICAR, the Lecal Gevernment

Ordinance, 1982 was pregulgated faer upgradation sf thanas - imto

Upazila,s .

The process ef upgradatien ef Thena later called Upazila was completad

in ten phases: (Annexure - 1 )

On completien ef the tenth phase eof upgradation ef eld Thanas &s
Upazile en 1,2.1984, the upgradation ef sutlying_ subdivisisns a8

districts as per decisien ef NICAR wes taken up en the same day.

(_Annexure - 2 ),
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Functional Structure of Upazila Administration:

with the creation of the upazila, the structure of upazila administration
has undergone a radical change to suit the new .system. Government has published
Manual of Upazila Administration Volume I,II & III where details of upazila

system have been given for necessary guidance.

An organization chart shtowing strength of officers and staff of trans-
ferrec ‘and retsined subjects in each upazila is appended hereto (Annexure-3).
The duties and responsibilities of officers of transferred and retained subjects

have also been clearly defined in the Manual.

The Upazila Parishad;:

An Upazila Parishad (the Parishad) consists of :

1. Chairman - (To be elected on the basis of direct adult franchise)

Z, Representative members - All Chairmen of Union Parishad under the Upazila.
3. Three female members - To be nominated by the Government.

4. 0fficial members - Having no boting right.

Ee Chairman of TCCA

6. One member to be numinsted by the Government.
Disposal of Business:

All business of a Parishad shall to the extent and in the manner
prescribed, be disposed of at its meeting or at the meeting of its committees
or by the Chairman of Upazila Parishad or the Upazila Nirbahi 0fficer (UND)

or any other officer or employee of the parishad.



All meetings shall be presided over by the chairman and in his absence by
a representative member, chosen fram among themselves. For a meeting, the

quorum shall be at least one half of the total number of representative members.

According to section 24 of Musnual on Thana Administration Volume 1, a

Parishad shall undertake all or any other functicn. Annexure - 4).

'

Section 25 of the Upazila Parishad Manual provides that the Upazila
Parishad shall coordinate the activities of all Union Parishads and Pouroshavas

within the Upazila.

The regulabory and major development functions retained by government

are shown in Annexure- S .

The services af the officers of the transferred subject have been placed
at the disposzl of Upazila Parishad and the UNO acts as staff officer to the
Upazila Parishad (UZF) chairman who is the executive head of the parisnad. The
organization chart of Upazila Parishad shows the overall structure of upazila

system,

The Upazila has been given a completely new shape throuyh administrative
reform and recrganization. It has been made nucleus uof the transferred activities.
It is for the first time that an elected representalive heads the upazila adminis-
tration and acts as chief coordinator in all development activities at the local
level, The list of transferred subjects to the upazila parishad is shown in

annexure- 6,
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SIGNIFICANCE OF COORDINATION IN UPAZILA ADMINISTRATION

Coordination is one of the most important administrative functions of a
public enterprise, Its success depends on how it's multifarions activities are
contreolled and coordinated for achievement of a common goal. The dictionary
meaning of the word coordination is'bringiny intu harmony or proper relations.

In public administraticn, the term is used to mean hafmonisiagguiverse activities
of various departments or of the sane department committed to the same goal or
objective., Demock and Oemock defined coardination as 'placing the many aspects
of an enterprise in proper position relative to each other and to the programme

of which they are a part. It is harmonisingly combining agents and functions

toward achievement of a desired goal!.

e have brizfly narrated the background to the creation of upazila. We
noticed that government took rapid steps for decentralisaticn of administration,
The thanas were upgraded into upazilas and subdivisions into districts almost in
quick succession. Through these changes government wanted to bring administratinn to
the door-step of common man and to enéure pecple's fartiCipation in administration,

also

With this end in view not only the nomenclature, but/ the shape of Thana administration
now called upazila administration has been chanued, We have already described the
composition of upazila parishad and the subjects transferred tc it. The Functions of
upazila parishad have also been shown in annexure- 4. As:many. as 17 specific
functions have been assigned to upazila porishad including supervision, control
and coordination of functiunsof officers serving in the upazila except munsif, trying
Magistrate and officcrs enygayed in regulatory furnctions. Thus coordinction is part
and parcel of upazila administration and lack of couordination will bring anarchy in
the system, In other words, the key to the success of an upazila parishad lies

in tre effective coordination of its administration. So long the role of chief



coordinatdr was played by the bureaucrats. But with the changing circumstances,

there was conflict between the beneralist and the specialist and even among the
bureaucrats themselves. In the new system, the role of chief coordinator has been
shifted from the bureaucrats to the elected local leaders, The step is bold no

doubt; but the mere thrusting of great responsibilities on the shesulder of elected
upazila chairman without considerinQ his capability is not enoughs To play the role
of chief ccordinator effectively one must have ed;cation, experience and kﬁouledge of
the subjects one will be dealing with., Since tne post of Chief Coordinator is to be
filled up through election on expiry of fixed term, all the requisite qualifications
of an efficient coordinator may not be available in the elected representativé and as
such therc way be some yop for which the upazila admir istration will always suffer.

By pointing cut the inhercnt weakness, we do not decry the entire system as no system:
is perfect and flawless. Although it 1s too early to comment aon the futugf of upazila,
there is no dénying the fact that uwith the decentralisation of adwinistration tne
upazila has becone the nerve centre of actis/ities. uwhich need proper guidance and
coordination, Moreover in making elected representative the chief coordinator in
upzzila administration, yovernment cluims to have democratised the system and time

will judge if such democratised instituticn will survive or not.
Various dimenaions of Coordinatien;

There are two types coordinativn in upazila administration, namely, vertical
coordination and horizontal coordination, Vertical coordination may extend fromthe
union parishads which have re’ztion with upazila to the zils and. the centre,
Horizontal coordination may be difined as coordinatiun between the local leaders
and the government officials and it muy also include coordinaticn between the
generalist and the specialist. Let us turn to verticsl coordinations . we

start with upazili's relation with union purishad. It may be pointed out that

section 25 of Locasl government (Upazila Parishad and Ugoazile Administration
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Reorganization) Ordinance, 1982 authorises the upazila parishad to coordinate the
activities of union parishad and pourashabas within the local limits of its
Jurisdiction. Again Section 47 of the Local government (Union Parishad) Ordinance
1983 requires tlat annuaol budyet of union parished shall have to be approved by

Ithe upazila parishad, The chairman of union parishads aru the representative members
of upazila parishad having votiég power and two-thirds majority cf representative
memuers can remove the chairman of upazila parishad from office. So the chairmen

of upazila parishads have to bevery skillful in maintaining effective inter~
personal relationship with the union parishad chairman. flere accomplishing the taks
of coordination is not eusy. It is more difficult because union parishads are not
controlled by upzzila parishad alone, Section 77 of Local government (Union Parishad)
Ordinance 1983 lays douwn that the government may. by notif%cation in the official

~a

gazette, delegate any of its authority under this Ordinance of the rules tn a
Commissianer, UEputyICommiasioner (bC) or any other officer subordinate to him
or to any other person or authority. Section 85 further adds that all regulations

made by the union parishad shall be subject to tie approvel of the Ueputy

Commissioner,

The Central government can issue standing orders to union perishad
(Section 76), hold enquiry (Section 63) or supersede union parishad (Section 064).
Moreover, it hzs supreme control over the activities of union parishad (Section 61)
such as ——
a) (Quash the proceeding

b) Suspend the execution of any resolution pasced or order made by the

union parishad.



G) Prohibit the doing of anythiny proposed to be done ; and

d) Require the union parishad to taoke such action as may be specified.

Thus central government has wide ranging control over the activities of
unicn parisnad and under such circumstances chairmen of upazila parishad shall
have to avoid cunflict with the central government, Commissioner and Deputy

Commissioner 1n coordinating the getivities of union parishads,

An upazila has to maintain its linkage with the Oistrict headed by DC. The
UZP chairmen is en elected local leader wnile the head of district is a brueaucrat,
The propesed zila parishad is yet to take its shape. Freyuently, it is asked in
the field that the 0.C. has very little role to pley in the upzzila administration.
This was true at the initiul state wnen‘rolc of the functiunaries was not defined,
As a matter of fact, D.C, has been given soume leveraye tu oversee the upazila
administration. Upazila parishad has to send a copy cf the minutes of meetings
to the respective D.C, within- 14 days of such meeting, The parishad is further
required to send a copy of budyet, audit report, annual administration report to
the 0,C. The D.C, can inspect and review the project implementation activities of
works programme. Annual Upazila Development Proyrarme (AUDP) cannot be utilized
for undertaking any earthwork. If an wuxception is to be made on ground of local

or veagraphicuel necessity, this can bue done with the concurrence of the D.C,

An upazila has toc maintain its relation with the central government as
well i,e, with ihe Cabinet Division, the Local Covernment Uivisionof "[iinistry of
LGRD, the Egtablishment Ministry and the Finance flinistry. It is also required to

follow the guidelines of the Planniny Commission for execution of develapment
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projects. Extract from upaZila parishad manual VYolume Il is given in Annexure- 7 '
Sets of government instructions and fuidelines on tmg:parishad's functions and
responsibilities are contribution much to effective ;uordination in the upazila.

As mentioned earlier, the upazila parishad has replaced former Thana
Parishad. Now upazila administration has & new structure which consists of
officials and staff of transferred and retained subjects. Ensuring effective
coordination is such a set-up is not an easy task. Cabinet Bivision's mema
No. DA-12(26)/82-449 dated Dhaka, the 23rd October, 1982 at Annexure-§ .
indicates the differentiation of activities of the central government and the local

government,

The above mentioned circular was followed by some opther circulars making
further amendments in response to the demand of the situation vide Annexure- 9,
Now an elected chairman heads upazila administration and the conflict between
the yeneralist and the specilist seems to heve subsided for the time being. An

as

UZP chairman though not/ trained as bureaucrat has to coordinate their activities
for achievement of desired goals, The upazila chairman's sphere of horizontal
coordination may include administrative coordination, functional coordination
and financial coordination. Administrative coordination includes upazila parishad
Ehairman's exercise of executive powers which extend to tne doing of all acts for
the due discharge of functicns of the parishad. Section 27(2) of local Government
(Upazila Parishad and Upazila Administration ﬂ%organization) ordinance 1982 lays
down that the executive powers of a parishad shall vest in and be exercised by its
chairman either directly or through the UNO or any other officer or person

authorised by him in accordance with this Ordinance and Rules. Section 28 of thue

Ordinance further lays down that all business of a parishad shall be disposed of
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at its meeting or at the meeting of its committee and that all meetings of a
parishad shall be presided by the chairman and in his absence by any representa-
tive member chosen from amongst themselves, All those functions of UZP chairman

come ‘within the purvieuw of administrative coordination,

The organegram of the upazila administration shows that the services of a
large number of officers of tramsferred subjects have been placed at the disposal
of upazila parishad.The supervision,control and coordination of the functions of
.;hs deputed officers may be called functional coordination., The activities of
deputed officers may be diverse but proper coordination and harmonisation of such
activities are essential for aﬁkaininu the guals of trne Parishad. The degree ef

the success of Upazila Parishad largely depends on the degree of achieveiny

coardination among the deputed officers,

An Upazila receives financial allocation from the central government for

formulation, implementation, mohitoring and evaluation of upazila level development

plans and programmes, The responsibility of an UZP chairman is to reallocate the
fund and to see that the funds are utilized in accorc'ance with governmentlrules
and PTOCEAUTeSer i ig pocause he has been made accountable to the Parichad as well
as to the gocuvermment for proper management of fund received from the government.,
Thus prop:y&inantial management in the upazila parishad is one of the main
responsibilities ci an UZP chairman. wnpart from administrative and functional
coordination, an UZP chairman is required to ensure discipline in financial
matters which may be termed as financial coordination. Beiny a public servent

as defined in penal code he is accountable to the parishad as well as to the
governmert, Section 27(2) of Local Covernment (Upazila Parishad and Upazila
Administr.tion Reorganization) Ordinance 1982 requires the UZP chairman to

submit an annual statement of accounts of the parishad to the government and



to the Deputy Commissioner. Section 27(3) of the sazid Urdinance further requires
the UZP chalrman to display a copy of the stutement of accounts at a conspicuous
place of the parishad for public inspection and all public objections and
suggestions covering the accounts are tolbe considered by barishad and brouyht
to the notice of audit. A responsible UZP chairman shoulders this responsibiiity.
with utmost care as financial coordination contributes much to the effectiveness

of the upazila administration.

Upazila Parishad and Retained subijects:

G?vernment have retained regulatory and major
development functions over which the UZP has little control. Without control,
supervision and coordination of retained subjects, the UZP chairman can not play
his role as chi;F coordinator - in upazila administrcetion effectively. But it is
also fact that if UZP chairman is authorised to poke nis nose in regulatory
matters, there may be misuse of power as he is an elected local leader and as
he is not completely free from partizan polities., Tre major development functions
at upazila level - . have been retained by government for
obvious reason. The Upazila parishad is not capable of planning, designing,
implemention and monitoring major development projects at upazila level as it

lacks in expertise and knowledge,
Upszila Parishad & lLocal M.P.:

Although the Member of Barliament has no assigned function in upazila
administration, he exerciscs considerable influence in it by virture of the

public post he holds. The local Miember of parliament can always make suggestions



und request measures Lo be  taken and the upazila parishad is expected to
honour the request of the M.P, But here there is enough scope for personal
clash and misunderstanding, Where there is no political affinity. between the
UZP chairman and the M.P., upazila administraticn Qill not have a smooth
salling. Absence of cooperation und coordination between UZP chairman and the

M.P. may not be healthy for upazila adminictration.

Upazile administration, Lhus, faces some yenulne problems in effecting
coordination in various spheres and if these problems can be overcome, coordination

may produce good result in such a system,
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CCORDINATION IN ™JC UPAZILAS

In the foregoing chapters the concept of coordination
has been discussed at length theoretically in its wvarious
facets, alongside 1ts role and importance in upazila adminis-
tration. It 1s understood that coordination is nothing like an
electronic gadget which automaticaly starts working whenever
someone pushes a buttor. Neither 1s 1t a sort of fixed mecha-
nism which can be perceived like any other material object.
ln its relation with phenomena like econowmiz development,
building of infrastructure, maintenance of law and order,
production of food etc, it cannot be measured in concrete
terms. Our experience shows that the success of coordination
depends, among other factors,upon effective leadership and so
the role of chairman in any upazila administration is very
important. In this respect coordination is very much a living
phenomenon and it is at once individualistic and collective.
an UZFP chairman even if he knows all the mechanisms of coordi-
nation cannot ensure it in his administration if he has
deficiencies in his leadership. kxperience suggests that people
sometime ~ccept leadership of someone unqﬁestionably and
sometime they cannot accept another person as their leader for
reasons which cannot be explained precisely. The leadership
i.e. the ability to command others is very often innate in some
persons. In the backdrop of what have been said so far, we now
undertake to discuss the impact of coordination in two upazilas:

Savar(Dhaka District) and Palashbari(Gaibandha District).
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in this regard we have interviewed two upazila chairmen,
other upazila.officers, Deputy Commissioners, two concerned
joint secrsgtaries, members of the public and also two upazila
nirbahi officers in an etffort to form a better idea as to how
the task of coordination is being carried out in exécuting

developuent activities in upazilas.
A brief description o two upgzilas:

vavar upagzila under Dhaka District is about 18 miles
away rrom Dhaka city. Recently it has come under the functional

Jurisdiction of Rajahani Unnayan EKartripakha.

ralashbari upazila on the otherhand is about 120 miles
away rrow Dhaka city and it is situated beside Dhaka Rangpur
High Way. lt is one of the oft-discussed upazilas of Gaibandha
District. Lhe particulars of the two upazilas are shown in

Lable 5.1 and the maps of two upazila are appended at annexurce ‘10

Basic information about two upazilas

Sub ject : Savar Upagzila : Palashbari Upazila
ATea : 108.8 Bquaremiles : 75 Squaremiles
Total population : 2,617,904 persons : 1,72,247 persons
Male ' 1,39,002 " . 86,809 “
¥emale 7 1,224,902 " E 85,348 g
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Table 1 Cont.

Subject Savar Upazila [Palashbari Upazila
Total Nos. of u.ps. 12 09

Total Nos. of village 576 161
Fercentage of Literacy 23% 15.38%
Govt. & Non Govt. Frimary g5 112
Schools

Junior High bchool: 4 6

High School 19 21
Private College 2 1
Madrasha(excluding kbtedai) 5 7
Kinder garten school 5 Nil
University 1 Nil
Health Cowplex 1 1

Rural Health Centre 2 5

Nos. of eligible couples 424%4 50501
o
SR A LR L SR 5,050 "
.15
Metalled road 31 miles 25 miles
Kucha road 455 " %0 *
Voluntary organisations 8 2
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From the above Table it 1s evident that bSavar upazila is bigger
than Palashbari in terms of population and land. ln Savar upazile
the rate of literacy is 23%% and that in Palashbari upazila is
15.%8% though the number of Madrashas, Government Primary,Junicr
and High Schools is more in Palashbari. There is only one Colleg
in Palastbari while avar has got two Colleges. The rate of
literacy is higher at vavar. The location of Jahangirnager
University and other national training institutes like Bangladesl
Public Administration Training Centre, National Sports Complex,
Livestock Training Institute and other offices might have

contributed to its higher percentage of literacy.

Upazila Parishaa:

savar Upazila Parishad is composed of 18 members =12 Unicn
Parishad (UP) chairmen, Y nominated members (2 male and 5 female,
and one Upazila Parishad chairman. Palashbari Upgzila is consti-
tuted or 15 mémbers namely 9 UP chairmen, 5 nominated members
and one UZP chairman. Mr. Ashratudadin Ehan and Mr. Azizur Rahman
Sarker are the chairmen of Savar upazila and Palashbari upazila
respectively. Mr. Ashraruddin Khan studied upto lntermediate.
He is comparatively young - %8 years old. He has been involved
in politics since loag but actively so fer the last three years.
He was elected in June'85. Of the two chairmen, Mr. Khan has an
easy sailing in his role as chief coordinator. He discusses his
administrative and other related problems with concerned official
He does not hesitate to seekg advice from officers deputed to the
Parishad, So far there is no report of conflict between him and

other elected or deputed members of the Parishad. On the other
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hand, Mr. Azizur Rahman tarker, the chairman of Palashbari
upazila, stands on the other end of the rope. He i1s an experienced
politician of about 58 years. He is a science graduate and has
been involved in politics trom early lire. He was elected M.P.
on three occasions from his own constituency; He has been
holding his present position since May‘85 and has been known

in his area as a noted social-worker. He is also respected by
local people for his honesty. But so far coordination in his
upazila administration is concerned, it is in a very bad shape,
Plcrs and prograzmmes which the chairman wants to implement for
long lasting results in the areas of euployment generation and
self-sufficiency achievement are not well received by elected
members l1.e. UP chairmen. Whenever development-oriented works -
such as building of roads, culverts etc are not properly done
in strict compliance with rules, it }s Mr. Sarker who steps

in to get the works done rightly. But UP chairmen want to get
the jobs done in a slipshod manner and by inappropriately
expending the tund. Gradually the relationship between Mr..
Sarker and UP chairmen became strained. They in fact tried to
thwart every work undertaken or proposed by him. Ultimately
they i1nitiated a “no-éonfiaence“ motion against the chairman
but the M/0, LG & RD quashed the proposal. This happened

in 1985. Again 1n 1986 another fresh proposal of “no-confidence®
against the chairman went upto the Ministry.After proper inguiry
the said proposal was turned down. Undaunted the UP chairmen
filed a writ petition with the High Court against the decision

of the Ministry. This unhappy relation between them naturally



cast an ill impact on all officials both transferred and
retained. The officials are also divided on this issue.
Under these circumstances it can be well imagined how far
and how deep the structure of coordination, the centrepiece
of administration has been mauled and impaired. So thése

two upazilas are on two ends of theceordination yardstick.

General opinion of members of Upazila Eliter

About forty members of elite class of two upazilas were
asked to apprise the actual benefit derived by the common
people following the introduction of the upazila system. The
sixty five percent of them opined that people are benefitted
'to some extent'. 12.50% of them is of the opinion that people
are "adequately benefitted". 22.50% expressed that people are

"not at all benefitted". Table-5.2 shows their opinion.

Table - 5.2

Assescment ~ of the benefit of the upazila system
made by Upazila Elite

Extent of benefit Upazila Elite(N-40) Percentage

Adequately benefitted 5 12D

To some extent benefitted 26 65.00

Not at all benefitted g 22.50
Total 40 100%

* Upazila Elite includes lawyers,teachers,politicians,social
workers, businessuen, retired government officials,etc.
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'he above table when furthcr analysed and linked up with the
causes of success and railire of the upazila system, we get

the rollowing two tables (1.e. ''able 5.3 and 5.4) which clarity
the position further. According to some elite the creation of
the post of UZP chairman has impaired the strength of local
adninistration. But as per opinion of.the rest the new syctem

has ushered in more benetit to the area.

Table-9.3

Reasons of deriving benetit from the upazila systen
as assessed by upagzila elite

i 2
Percentage

Reasons of benefit . WUpazila Eklite.
}  (N=31) :

'he duties are performed quickly and
systematically by government officials 8 25.81
under the supervision of public
rapresentatives
More projects are being iumplemented 5 16.1%
at interior areas of upazila
Upazila parishad can 1itself select any 5 16.13
aevelopment project .
The people's role in administration :
has been enhanced it , 970
The people's communication with 9 29.03
government officials is more frequent EiN
411 areas of upazila are getting equal 10 52.26
attention
Better coordination is ensured under
the supervision of public represen- 1 S4.84
tatives
Local people have more employment .

: 2 045
opportunity

(Multiple answer was possible)



Tabl,b"S “‘I‘b'

Reasons of not being benetfitted by upazila system as assessed
by uragzila elite '

i ¥
Reasons of not being benef-tted y Upazila JPercentage
' Klite(N-9) !

*Thana Parishad was impartial, but 3
upazila parishad is completely partial
and political

233

)

The control and coordination of thana n oy
parishad administration was better i
than that of present administration

There was no conflict in thana parishad 5 55«56
administration but now conflict arises

The upazila administration is now
completely dominated by the whim of 2 2222
upazila chairman

The rublic money is badly used by
upazila chairman, but this was absent 5 11,11
in thana parishud administration

( Multiple answer was possible)

* Thana Parishad was then under the leadership of circle

officer and sub-divisionsal officer.
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According to Savar UZP chairman, coordination between
officialé of transferred and retained subjects is needed
and it is more so among Livestock, Family Planning and
Education Departments. Polashbari UZP chairman is of the same
opinion b as he finds lack of coordination between these
two groups of officials. According to him lack of definite
government instfuctions and non-cooperative attitude of the
government officials are the two important factors contributing

to the improper coordination in this area.

Coordination among ©6fficials of Transferred Subjects

The proper supervision of transferred subjects for
over all development of upazila is all the more required.
The UZP chairman has to coordinate all development activities.
In Savar upazila the chairman gets the required cooperation
from other departments through his personal tact. But the \
picture of coordination in Palashbari upazila is altogether
different as has already been discussed. The chairman wahts
to undertake long term projects for creation of ﬁore employment
and achievement of self-sufficiency in food and also other
development programmes. But the UP chairmen are interested
to undertake short term programmes even without caring much
for observance of financial rules. Unfortunately, officials

of transferred subjects are also divided on the issue and

this hampers coordination sometime.
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Coordination among Ofticials of Retained Subjects:

Both the UZP chairmen have no'direct control over the
retained subjects. 5o they cannot play any coordinative role
among the various departments of retained subjects. It is found
that there is lack of proper coordination between judiciary and
pnlice depar“ment in Saver upazila whereas in Palashbari there
is want of proper understand iing between ansar and V.D.P. d rtment
and police department. Both the UZP chairmen complained that
the officials of the retained subjects generally do not comply

with their request.

Coordination oetween Government Officials and the Parishad:

Both the Government Officials and UZP members hold the
view opposed to each other. According to government otficials:
i) most of the members of the Parishad are elected persons from
their own Unions.So they have to take up such dewslopment
project which satisry the immeaiate needs of the local people.
The elected representatives do not care to consider the technical
impact of the projects which métters & great deal in the 1on5 Tun.
svometime they express annoyanceWIth*he government off1c1als/offer
technical advices as these contradict with their ill-conceived
projects; ii) development projects and other proposals are
undertaken after being passed by majerity votes in sfphe Pabishad
where the officials have no voting right. Therefore, the advice
of the officials can easily be ignored; iii) on many occasions,
government oftficials are approached with illegal requests and
tadbirs from the parishad members. This consequently creates

problems for the officials to discharge their duties properlye.
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But on the otherside of the coin, we see a quite dirferent
picture. i) The elected representatives couplain that the
sovernment officials do not behave properly with UZP members
and that tuey considcr themselves as more educated and skilltul
than public representatives and this hinders proper cooperation
and coordination between them. 11) From time immemorial orficials
have been accustomed to rule over the members of the public.
But now at the local level they are very much, for the first
time, under the contrcl of a public representative and this
they find hard to accept; iii) Government otficials do nct
belong to the local area. So it is unlikely that they would
share the culferings of the local people. They disdnarge their

duties casually and insincerely.
Knowledage of Coordinative Mechanisms;

lt would not be out of place here to know what the officials
and UZP members actually understand. On aifferent occasions
government sent several instructions to the Parishaa asking it
to form committees through which various types of works could
be executed. lMany of such committees were however inheritea irom
the former thana administration. ''wenty such committees through
which upazila administration is supposed to bring coordination
among the government officials and the UZP members and among the
UZP meubers theuwselves and between the central gowernment and
the parishad have been named at annex -13 Government otficials
(of both transferred and retained sub;:éts), two UNOs, members
of both Upazila Farishads were asked w .ether they knéw of the

existence ol these twenty committees.C.dy 14% of them told that
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they were aware of these committees, %4% of them have heard of
such comuittees and 86% of UNOs said they were not aware of

the existence of the twenty committees(Table-5.5).

Table - 5.5

Knowleage of 20 methods of coordination

i |

Knowledge of 20 methods of Classification of Responaents

coordination ‘Officers of «+ Officers of | Members of
‘transterred ' retained  upazila
lsubject ' subject y Parishaa
'(N=26) ' (N=-16) ' (N=26)

Well-informed ) 7.69 25.00 15.38

Informed to some extent 80./8 “0+25H 53 .86

Not at all ainformed 11.53% 18.75 30.'/6

Total l100% 100% 100%

Coordinatic. between Upazila and Districts:

Though there are instructions from the govefnment that
the minutes of upazila parishad meeting, project implementation
reports, copies of the Budget, Annual Administrative reports etc.
should be sent to respective Deputy Commissioners regularly, iﬁ
most cases, these are not complied with. D.C. Gaibandha told

that he got some reports through‘his personal erfort.
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The ofricers of transrerred subjects are at the diéposal
of upazila parishad. Theretore the comwunication between these
officials and the L.C. is very rare. 'he D,C. Gaibandha is of
the opinion that haraly 50% of the reguired coordination is
maintvained with Palashbari upazila, Almost similar opinion is
held by D.C.Dhaka. The D.C. Gaibanaha wants direct control over
upazila parishad for better coordination. According to him
frequent inspections by aistrict level officials of their own
subordinate offices at upazila should be ensured. He also
maintains that no turther allotment of development fund be
released unless satisfactory progress reports of development
works are received by the appropriate authority.

Coordination betweeﬂ the Upazila Parishad and the Centre;

1

Though the upazila system has been introduced in an efrort
to decentralize administration down to the grassroot level, some
authority and power have still been retained at the hands of the
centre. In case of upazila, the centre inciude“ Cabinet Division,
Ministry of Local Government and Rural Development and Cooperative,
the kstablishment Ministry, the Finance Ministry and the Planning
Commission. 411 these Ministries control and guide the activities
of the upazila parishiad. The Cabinet Division determines the
policy of upazila administration and issues instructions from
time to time. The Cabinet Division also controls the posting
and transfer of UNOs. Besides these, the Division has also
directed top officials down to Joint Secretary(JS) to inspect

the activities of upazila.



The LGED & Cocpefative Ministry sanctions fund with the
concurrence of the Ministry of TFinance for upazila and receives
various reports such as Annual Administrative Report,Budget,
Minutes of the meeting, Project Ilmplementation Report etc. from
the upazila, This Ministry also receives complaints against
chairmen and takes appropriate astions after enquiry. It evaluates
the activities of upazilas and sends instructions as and when
necessary. & lMonitoring and kvaluation Cell under Local Governument
Division of this Ministry was constituted on 30.5.85 to coordinate
the activities of upazila and other local government agencies.
This Cell is headed by a Joint Secretary and assisted by a Deputy
Secretary and other officers and staff.

The Mir.stry J.f Finance as in other cases is the final

authority for allocation of fund for upazilas. The Ministry of

Establishment conducts transfer and posting of 2ll officers

(

deputed to upazpla parishad except UNOs. & Comptroller and
Auditor General (CAG) is responsible for conduct of audit in

upazilas.

1hus not only the LGRD and Cooperatives Ministry but also
other ﬁinistries afe inveolved in regulating the functions of
upazilas, We also found lack of proper coordination among the
Ministries themselves. Audit is the vital mechanism to ensure
financial discipline in any organization. But this audit respon-
sibility is shouldered by CAG. Ministry of LGRD releases fund on
the basis of annual progress report suhmitted by upazilas. Since
1t does not itself audit the expenditure and examine the actual
progress of work of upazilas it remains in the dark about the

actual state of atfairs prevaili in upazilas.



So fa» no audit has been done in Palashbari Upazila.
But in Bavar Upazila it has been aone only once since its
inception. Though there  is arrangement for internal audit
which is generally conducted by one Assistant Commissioner but

for his lack of skill and appropriate necessary.technical knowledge

in this field, better result is-yet to be achieved.

There are instances of improper use of Government fund
owing to lack of mechanisms tor proper financial control in
upazilas. Upazila Parishad is alsoc not very happy with the
role of the centre. iccording to the Chairmen, in many
cases, when instructions are sought ftrom the concerned Ministry,
answers generally reach them atter a lapse of five to six months

thus causing dislocation of work.

Coordination between Upazila and Union Farishad:

Ihe linkage between upazila and union parishad is not as
strong as it was in the past. Before the upazila system, Circle
Cfficer(Dev.) used to inspect the union parishad and had a direct
supervisory control over it. But now the situation is altogether
difterert. Doth the UZP chairman and UP chairman are public
representatives. 5o its chairman aoes not'feel encouraged to
oversee the activities of UPs lest this might lead to urfriendly
relation between them. Notably, the UP chairmen can unseat the
upaiila chairman if they cén muster the 4/5th majority. Naturally,
the upazila parishad chairman wants to maintain a good relation
even at the cost of public interest. Where the chairman wants to
get the work done honestly and properly as per government instruce
tions he faces difficulties as is evident from the strained

relation that exists at Palashbari Upazila,
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Mhe UZP Chairmen otten grumble that they have no mechanism
to control union parishad, but this is not true. Goveranment has
instructed the union parishaa to send their audit Report,Project
Jmplementation Report, Budget etc. to the upazila parishad for
approval. This has surely enabled the upazila to oversee and

exercise contrcl over ths union parishads.

At present many of the subjects ror .levying taxes by
union parishad have been withdrawn and given to the upazila
parishad. This has created problems for union parishad in
generuting its own resources. Moreover, UP chairmen now hang
around the upazila pariéhad office to get bigger allocation
of fund and wheat for development works in their area. One
resident of a local urion parishad under Savar upazila described
the present state of affairs in his union saying... "For the last
three months the union parishad office has been under lock and
key, because most of the time chairman stays in upazila head

quarters'.

'wenty six upazila members were asked to point‘ouxr whether
there was any bottleneck in the union parishad administration
as a result of creation of upazila system. ln reply 61.5%4%
stated that there was no problem and only 11.54 answered that
there was problem. 'hey further clarified that autonomy of
union parishad had been curtailed by the new system of adminis-

tration.(l'able 5.6)
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Table~5.6

1he obstacles created in the activities of union
parishad as a result of creation of upazila administration

[ i

Any obstacle created or not: 'Members of : .
lupazila parishad}Percentabe

Obstacle is crecated in the 3 11,54

activities of union parishaa

Obstacle 1s not created in the 16 61.54

activities of union parishad

Does not respona (Nominated

mewbers of upazila parishad) 4 26.92

TCTAL 26 100%

The nature of obstacles stated by 5 members of upazila parishad

is as follows:

The autonomy of union parishad has been curtailed
* The projects of the U.P. are left incomplete.
' The independence of .the Union Parishad to conduct its own
affairs has been lost to upazila parishad
* The union parishad has jgﬁﬁttle power to collect taxes.
fThe Union Parishad does not get any project unless the upazila
chairman so desires.
These difficulties ultimately hinder the smooth functioning

of co-ordination between UP snd UZP.

Impact of socic-economic factors on co-ordination:-

Socio-kconomic Aspect of Coordinatvion: Upazila Member's opinion.

Only two UZF members.iwave noticed no ‘sign-of improvement’

in developuent activities arising out of coordination in local
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administration. The rest are of the opinion that coordination
has expedited the development - .17% of the members said that
the pace of development has been accelerated due to coordination

(Lable 5.9)

Positive impact of coordination in aevelopment activities
as viewea 'by members of upazila parishad

bcope created out of development Members of | Percentage
activities upazila
parishad
(N-2€)
Development projects are executed
speedily . % 12438
Supply of agricultural inputs has
increased _ 5 1925
Progress of famidy planning 5 19.23
activities has been made i F
Communication between cultivators 1 3.85
and agricultural -officers has
increased -
Food for Works Programme has been q 3,85
intensified i
No good effect is noticed 2 ?.69
No response 8 30.77
Total 20 100%
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Views of two UZP chairmen on the impact of coordination

Suvar Upagzila Parishad Chairman has expressed that
coordination has played a very vital and effective role in the
development activities inm his area. Falashbari upazila parishad
chairman has told that in a limited sense this coordination
1s effective in'his area. lt is however khown trom earlier

discussion why the situation is so in his upagzila.

As regards the impact of coordination on local politics,
both the chairmen stated that time is not ripe yet to pass any
remark on this. Some more time is required for them to comment

on this issue.
suthority and Responsibility of the Upazila ehairman:

An UZP chairman is voted to office by the electorate of
his constitutency. To run the administration he is assisted
by toth public representatives and government officials.
Though it appears that there should not be much problem in
running the administration, in practice it is found that
upazila chairman at times fraces hindrance in carrying out
his responsitility. The chairmen in some cases are not allowed
to undertake long term projects in their areas owing to
opposition by UP chairmen. Projects undertaken for creation
ol better job opportunity and internal resources take time
for fruition. But UP chairmen want projects to be completed

immediatelye.



Both the UZFP chairmen are.of the opinion that more
authority should be vested in them to effect better coordinatione.
Falashberi UZP chairman mentioned a few points in this regard.
According to him:=-
1) 4An UZP chairman should have more power and control over UP
chairmen so that they can be debarred from taking up uneco=-

nomic and nonviable projects;

ii) 4An UZP chairman should be authoriseda to take action against

the corrupt UP chairuman;
iii) Authority for appointing and transfering srd and 4Fh class
employees should be given to the UZP chairman;

iv) Government oftricials should be agreeable to comply with

the cecisions of the Parishad.

For the sake of malntaining better coordination and good
relation, UZP chairman sometime has to yield to illogical and

improper demands of the electea members of the parishad.

When the other members (Union Parishadlchairmen) were asked
about the power of the UZP chairman, 3% of them remarkea that
they have sufficient authority. Only 2% of them felt that
authority vested with them is not adequate. The latter opinion
is held by the nominated members of the Parishad. According to
them, an upazila parishad chairman should have more control over
UP chairmen, more authority to curb corruption and to undertake

better projects. According to these nominated members, most of

ot

he ceclsions taken in the parishad serve individual interest

more than real welfare of the people(Table-b-ﬂO)
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Table 5.10

The spheres in which the powers of the upazila chairman
requirc to be increased for better coordination as held

by nominated members.,

Recommendation for increase of power

Members of

of Upazila Chairman Upazila Percentage
Parishad
(Nominated)
(N="/)
Education Vepartment is to be fully
placed urder the control of upazila 1 14,28
chairman(specially inrespect of )
establishment of schools and their
repairs)
Upazila Chairman is to be vested with 4 14.28
power of eradication of corruption l
lore power - ig to be given to upazila
chairman ror control of Health and 1 14.28
Framily Plauning Uepartment
Food Uepartment 1s to be placed under
Upazila Chairman as transferred 4 14.28
subject
Sufficiert power to be given to Upazila )
Chairman for taking up various activities/ 1 14.28
project '
More power is required to be.given to > 28.57
Upazila Chairman to.control UP Chairmen )
TOTAL 7 100%
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'he role of the chiet coordinator:

Twently five percent officers of retalned subjects and
twelve percent officers of transferred subjects cgonsider
the role of chiefl coordinuslor as appropriate. But the most
of the officials considercd the activities of the two chairmen
as appropriate to some extent. he details of their opinion

may be scen in table .17,

Table 5.11

Government officials' perception about the
appropriate role of chief coordinator

Cfficers of Officers of

bvaluation of the role of chief fasp ittt e Sol it f piolid

REOBALEAEDR subject (N-26) subject(N-16)
Kole of chiet coordinator 1s 11 .54 250U
appropriate

Role of chief coordinator 1is to

some extent appropriate 50.00 57«50
Role of chiet coordinator is not 58,46 25.00
appropriate

No response - 1< .50

TOraL : 100% . 100%

some of the officials mentioned indicators that suggest
the inappropriate role of the chief'coordinator. These indicators
and percentage of officials who expressed their opilnion are

detailed in table 5.12.



Table - 5,12

Inappropriate role of the chiet coordinator

lnaicuators of inappropriate role

Officers of

Officers of

transterred | retained
subject subject
(N=10) (N=4)
Chier coordinator behaves autocrati- 70.00 50.4 00
cally 1n decision making
Chief coordinator always preters 30.00 »
his relatives,groups,party and y
his locality »
Does not pay due respect to the
govt. ofricials 20.00 20.00
Ignorance obout administration and 30.00 50.00
coordination E *
Interteres in retained subjects 3 15.00
(specially in judicial matter) K
Does not think about long term 40.00
development of the upazila : £
Makes unilateral decision to take
up development projects and their ©0.00 -
1mplementation
Does not like to accept any
i - - 40,00 -
departmental suggestion
Tries to avoid all govt. officials of | _
the upazila except F.I.0, and ©0.00 -

upazila engineer

( Multiple answer was possible )



Officials also spelled out the activities that were

construed os i1ndicators of appropriate role. ''able .13 shows

those activities.

Table 5.15

appropriate role of chiet coordinator

Officers of fficers of
Ilndicutors of appropriute role transferred [retained
subject(N-16) Subject(¥=-10)

Chief coordinator continuously
communicates with all officers ana #ll 50.00 5000
sections of upazila administration
Discusses all problems with all =
sections 1n upazila parishud mecting 51«50 50.00
Convenes upazila parishad meeting & 25 N
whenever any problem arises =
Attaches iwportance to logical opinion 6.25 $0.00
and takes decision accordingly i o
Takes decision on the suggestion of a5 r
aistrict level officials, when it is .
necessary

Sincerely tries to coordinzte at all 18.%5 -
time
Motivates all povernment officials )
for coordination . 20.00
Initiatcs coordination among all the 31.25 1]
subsystcms of the upazila administration A

( Multiple answer was possible )
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According to government officials and members of upazila

parishad, the desired role of chief cocordinator should be as

focused at table-=-H.14

Tuble -

5

The desired role of chief coordinator
Cfticers of [Officers Members
The desired role transterred |of retai- of
subject ned sub- upazila
ject(N=9) |parishad
(N=18)
l'very problem should be discu- - 2 R
ssed 1n the meeting ¢f upazila 16,67 22.22 2777
parishad
Views of all members be consider- ]
ed and given due importance 2HE + 16.67
Personal contact to be maintained 4
with each officer B35 Go'ohil} 3
''he work of each department is to 25.00 - o
be supervised at least once a Kk
week
Should influence other officials ; 35
to work together 22.00 e2.22 -
To render social service self- 22,02 1.1
lessly
Should avoid conflict with U/P ol - 11 .11
chairman
Give 1mportance to decision of
upazila parishaa while taking - - 556
up projects
To inspect each U/F at least once ‘
a month l
To pay due respect to U/P chairman ;
Ao drde - - 11.11
and govt. otficials
To impart training to U/P chairman i . 5,56
and other members of upazila *
parishad on co-ordination |
Total ﬁ 100% 100% 100%
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UBSTACLES TO COUROINATIUNS

The officers of both transferred and retained subjects of Palashbori
and Sgvar upazila cited many causes that hinder the process of coordination
in upazila administration. According to them, government officials have no
votiny power in the UZ parishad. This has enobled the public representatives to
pay little heed to the experiepced and technical suggestions of tie officials.
Thus they can undertake such projects wnich have little or no susta jngbility

in the long run.

Both the upazila chairmen and upazila members are locals., Many of them
contestud for UZFP chairmanship. The defested candidates in some cases are
the members of upazila parishad. In some cases there are ill-feelings and
malice emong the members on purely perseonal grounds, This continual unhappy

interpersonal relaticn amcng them is one of the main obstacles to coordination.

The accountability of chairman to the parishad and the centre is not
being emphasized through inspection and internal and external audit. As a

result the chairmén go on acting on whims and caprices.

Alsu there is lack of conceptual clarity about the role and importance
of coordination among both the officials and public reprusentetives. There
is ubvious lack of training and orientation about tie process,procedures
and skills of management, Table 6.1 show, the detailed causes of obstacles

te coordinabicn,
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Table - 6.1

n

lmpediments to coordin@tion{upazila administration.
(Opinion of the govt. oftficers of Savar and Palashbari

upazila)

Impediments to the present

IOfficers of

Officers of

system of coordination transferred |retained

sub ject subiect,
(N=26) (N=15)
| 4

Govt. ofticials have no voting power 15,58 3750

Lack of accountability on the part - 27.50

of upazila chairman

conflicting  orders by upazila chairman, o

UNO and other divisional authorities 2 F

Lack of coordinating attitude of 11.54 625

members of upazila parishad and govt. * *

officials

Frequent absence of members of

upazila parishad in parishad 769 -

meeting

Lack of communication of upazila

parishad with district and central 3.85 -

governument

Non-receipt ot ADF fund by upazila 5.85 _

in time :

Lack of scope for discussion in _ 6.25

parishad meeting by govt. officials

(Multiple answer was possible )



Two Joint secretaries who are assigned to inspect these two upazilas
report that chairmgn are lacking in proper administrative capacity. Moreover,
government officials lack . proper training on coordination and they are
yet to show the appropriate mentality to accept the newly-introduced upazila
system. They further opined that Deputy Commis;ioner should inspect tDe
activities of the parishad officials more frequently and exercise authority
properly 1in respect of upazila administration, They obgerved that on many
occasions government circulars/instructions reach the upazila ‘too late and
sometifes they do not reach at all and this creates information gap and
hindrance in proper discharge of duties. Audit Of upazila parishad should
be carried out regularly to correct faults and restricg the evil desire of any-
body empowered to incur expenditure., They also streSsed the need for mobilisa;

tion of internal resources and undertaking of more income generatinyg projects.
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COORDINATIVE MECHAN1SMS IN PRACTICE:

Meeting of upazila parishad;

One of the mechanisms of effective coordination is holdiny of upazila
parishad meetings regularly. In Savar upazila, generally one particular date
between 2oth and

/25th of each month is fixed for monthly coordination meeting. Sometimes

speclial meetings are also convened, The minutes of these special meetings

are however not kept regularly. In Palashbari Qpazila, gvery Zunday in the
second week of each month is fixed for monthly meeting. This upazila also

holds special mectings as and when considered necessary. Here the minutes

of special muetings are maintained properly. In this upazila eleven general
monthly meetings and five special meetings were convened during July'B6 to Jany-

ary' 87, In Savar upazila twelve general monthly meetings and two special

meetings were held during the same period,

the
It was found during the study of both the upazilas that some of/officials

were. not at all invited to these meetings. Some of the officials and upazilas
members do not receive the minutes of tne meetings regularly. This may be under-

stoud from Table 7.1 and Table 7.2

Invitation to officials to attend monthly meeting of upazila parishad

, . ¢ thl 0fficials of ! O0fficials of
%2;{&2510” Cali Y transferred | retained
subjects(N-26) ! subjects(N-16)

Invited 84,62 75.00

Not invited 15438 25,00

Total : 100% 100%
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Tabie 2:942

Maintenance of the minutes of monthly meeting

Maintenance of Lthe minutes | UFficials of ! (Ufficials of | Members cf
i transferred | rctained ! upazila
subjects(N-26) ! subjects(N-16)] parishad(N=26)
Minutes are received 84,62 75.00 96,15
Minutes are not received 15,38 2500 J3.85
Total : 100% 100% 100%

The two UNOs are of the opinion that minutes are not sent to Deputy
Commissioners regularly. They also camplained that the transmission of minutes
of the meetings are unnecessarily delayed owing to negligeénce on the part of
the chairm2n., It was alsa observed by them that scme of the UZP members did
not atteng meetingSpunctually and some of them were of the habit to leave the
meeting in the midst of discussion. 1t was also found that in Savar upazila
about 90% of parishad members and in palashbari about 75% of members generally

attend the parishad meetings,
Inspection of upazila offices by District level officials:

Inspuaction of offices by higher officials is one of the impeftant means
of maintaining vertical coordination., But the routine inspections as enjoined
by government instr;ctions registered a dramatic fall since the inception of
upazila system, This is primarily because most of the Uistrict level officials
were under the impression that chairman ot upazila would wield all the authority
over all the offices in upazila and transferred offices in particular.Table 7.4

and 7.5 show the frequency of inspection of varicus offlices located in these two

upazilas durinyg July'86 to June'87.



Table 7.4

Inspection of retained offices by District officials(July'66 - Juyne'87)

subJects it:mu E tiies E tiics {tiﬁes:tiiesitiges: f.‘ ggnggs-!TOtali 5:;280-
Uffice Work 2 1 1 - - 1 5 - 10 62,50
Accounts 1 1 6,25
Food godown 1 1 6.25
.Fileld work 2 2 12,50
Ne response 2 2 12,50
(Munsif)
Total | 2 1 1 1 1 8 . 16 100%
Percentage ( 12.50 | 6.25| 6.25 - 6.25tI 6.26 150.04 12.50 100%

)| L !

In examining.

inspectiun books and inspection notes are recorded therein,

no inspection book at all.

T

16 retained officials,

»

Two other officials

notes are never recorded therein.

Table 7

oS

it is learnt that 8 of them have

Two officials have

Inspection of transferred offices by District officials(July'86-June'8?)

have inspection books but inspection

- Not at - 7+ |No res- Total| percen-
f 5 2 o

Subjects all tl&ﬂ times ti%us tiées times tiges ponse tage
Offices

and oo == —_ i) 1 = 2 12 1 16 61.54
projects ’

Schaool - = N o - - 2 Y 2 7.69
Relief e = ]

1 a7 .

wa £k 1 2 7.69
N? Inspec- 1 _— _ - =, 21 = = 1 3.B85
tion

No res-

ponse - - e = = — - 5 5 19,23
_iDoctors) i

Total | S - e 1 2 - 2 15 26 100,
Percentage| 3.8 & 385 768 _ 7 469 .69119.23 100%
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In the abouve case out of 26 officials, 17 officials had no inspection book
at all. Only three officials had inspection books but inspection notes were not
recorded therein. One official had inspection book but no inspection note U

recorded in. it,
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RE COMMENDATIONS

The suggestions, views, opinions put forwwrd by different categories of
officials (2 UNOs, 2 Deputy Commissioners, 2 Joint Secretaries, 42 retained and
transferred officials), both elected and nominated members and scme upazila
elite (2 Chairmen, 33 Upazila Parishad members, 40 elite) and few officials of
LCRD & Cooperative lMinistry have duly been explained in previous chapters, Out
of these suggestions and in conjunction with our own realisation we have arrived at

the following recommendations that may be considered and accepted if deemed fit,

The coordination between public representatives and government officials

is considered most vital, If this can bte attained to anoptimum extent,
plish
nation in uther areas can be reldtively easy to accom/ It is found from the earlier

, coordi-

discussion and 1is supported.by our own experierte that at the initial stage of
upazila system there was a greater number of unhappy incidents between Chairmen

and UNOs. In scme cases matter went even upﬁo police and court., Though the initial
agitation has apparently died down still there is unhappy relation between them in
many cases. This is also quite evident when we examine the opinions of both the
groups., The officisls claim that they are not properly treated by public represen-
tatives and even their technical advice is ignored by a sheer force of majority in

the Upazila Parishad meeting.

Scme officials maintain that they should also have voting power. Public
representatives equally complain that they are rot shown proper respect by the

government officials who always work with a non-cooperative attitude,

The 1evel of educ:tion, mental maturity, honesty,proper behaviour,
tactfulrness etc, are the prerequisites of an ideal Chairman. Unfortunately

these are rarely found, There are few hundred corruption cases filed so far
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against the UZP chairmen all ove} the country and instances of mishbehaviour by
chairmen are Trampantgn the other side, officials should be prepared to accept
the leadership of a public representative, They should behave properly and
honestly in collaboration with the public representatives to build the country.
In few cases there are reports of excellent relation between the government

officials and elected representatives as we found in case of Savar Upazila.

Same government officlials opined that tihe post of UND should be abolished
anc it should be replaced by a junior magistrate,. There may be some truth in it,
Formerly UNOs were at the helm of affairs and all on a sudcen they were divested of
all pouwers and trappings. Though some time has elapsed and scme of the newly-posted
UNOs have never tasted the posiéion as it was before, still in their back of mind
there lingers those pompws pictures of the past and this may hinder the achievement of
coordimation, Now the job of UNOs has been boiled down to that of a staff officer to -
Chairman. So in the fitness of things a young magistrate should be posted and if
necessary the post may be redesignated as secretary to Upazila Parishad, Moreover,
before sending nhim to Upazila he should get proper training and be caonversant with
relevant rules and regulations so that whims and caprices and illogical desire of

Chairman and other elected members can be trimmed as demanded by law.

Training of the Upazila Chairman is a must because they haed no previous
exposure to management of such a high office. They should also learn that when
they become a chairman their responsibility does not peg down to their own locality
only but includes the whole: upazila. " . They should be impartial, fair
and just in their ofF;cial disposition. They should remcmber that they are bound
by law and rules and that the yovernment officlials are not their adversary but

partners of development efforts,

As regards the coordinution between transferred and retained officers

and amony the officers of the same group, the cheairman as non-official person can
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effectively improve the situation. In necessary cases concerned district level
officers should come to Upazila and settle misunderstanding or conflicts,if any,

amnong the officials.

In this connection a vital question has been raised by both the chairmen
: the disposal of the

and some of the officials;uhether all the retained subjects can be placed at/Upazila
Parishad. This issue needs to be re-examined from the point of view of coordination
alsc. We believe that except Magistracy and Police including Ansar and VDP all other
officials of retuined subjects may be transferred to Upazila Farishad. Ard in due
course transfer .of finsars and VUP to Upazila Parishad may alsec Le considered. This
will enable the chairman to know his officials more closely and Lhiergy bridge the
chasm of relation among the officials by keeping mostluF them under a single

umbrella of command,

By a rvcent order twenty three out of twenty eight subjects formerly taxed
on by Union Parichad has been withdrawn and glven toc Upazila Porishad without caring
to know the difficulties that would arise for colicction of taxes. [Many taxable
items/Suhjecté are difficult to reach considering the distance frum Upazils head-
quarters and the shortage of hands for collection duties, Union Parishads could

in
have done the job of tax collection better and it is also/keeping with the spirit
and policy of decentrslization. This withdrawdlhas also impaired further the
meagre sgurce of resourgqs_For Union Parishad. Moreover,since all the sources
of fund has been accumulated: to . Upazila Parishad tiere is cccasion of misunder-
standing and ultimately possibility of malcoordinationbetween UZP chairman and UP
chairman at the time of allocation of fund between them, This could,haue been
minimised if sowie sources of fund would have been given at the disposal of Urnion

Parishad, Covernment should reconsider this ppint and revert it to earlier position.
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Government has introduced the system of inspection of Upazila b}y higher
officials from Joint Secretaries to Secretaries of different Ministries. This
system needs to be : reviewed to decide whether this could be kept as such
for future. Senior officials are already encumbered.” yith their usual work
Many a time- they could not be spared by respective higher guthorities to visit
Upazilas owing to exigencies at the centre, Infrequent visits once or twice a
year in particular ULpazila by senior officials can hardly bear any fruit if this
is not followed up in a regular manner. Job of them could be safely vested in
Assistant Director, Local Government; Deputy Director, Lgcal Government; Commi-
ssloner and Zila Parishad Chairman who are at field level and thereby they cun

afford more time to do the needful.

Oistrict level officers should regularly inspect the activities of their
cwn line officials at the Upazila. Tne constant inspection would also bring the
Chairman to senses uhere they appear to take up irregular, biased, illogical
and non-viable projects, This will also enhance and boost up the morale of the
official- who due to pressure and other extraneous influence hesitate to evoke the

lauful instructions of the government,

From the very inception of Upazila system almost every one and officials
in particular laboured under the misconception that this sys tem is the exclusive
batly of the chairman. And this realisation was further avymented by the typical
behavicur of the upazila chairman, In many places Deputy Commissioners and othgr
Departmental Heads washed their hands off the Upazila Administration under‘the
apprehension that their visit/inspection of upazila offices would engender not only
misunderstandinyg but also illfeeling. This Feeling,houever ill-found it may sound,
has been corroburated by a plethora of glaring exanples, we shall not allude to
mény such unhappy incidents of the past wilch sometlmes even nade headlines in

the newspapers but refer to a particular case where one A,U.L.C. was deni€d . the



right to inspect the Upazila Parisnad office and the .said parishad made a

resolution not to allow such inspection in future which decision ultimately

had to be qusshed by Locel povernment Division of the Ministry. And this happened
that

curiously enough in the month of April, 1987 - when all thought Ahe situation has

improved than before.

Though the Monitoring and Evaluation Cell has been established on May 30,1985
it has keyed up its activities from early part of 1987. It has circulated instruc-
tions urging Deputy Commissicners, Departmenéal Heads, D.D.L.G. and A.D.L.G. in
particular to inspect various offices of Upazila Parishad and gfferadvice to
chairman whenever so deemed, PMuch depends on how effectively this eell functions
and how faithfully its imstructions are carried out and implemented by D.D.L.G;,

4.0.L.C and of course uazila parishad chairman,

UZP chairman should be made accountable primarily to the upazila parishad.
Minutes of all meeting complaints, if any, should be promptly attended to by the
A.D.L.C. who may seek instructions whenever necessary from.the 0.8.L.G/Ministry's

Monitoriny & Evaluation Cell,

Annual financial report commensurate with Lhe actual proyress of work

should be tne basis of further release of government fund for each Upazila.

UZP chairmen, Parishad members and all government officials should be
given short training and orientation to let them be conceptually clear about

the role of cocrdination in local development,

Election to ZillaParishad should be held as early as possible and Zilla

Parishad Chairman should have authority over Upazila Chairman,
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In Savar and Palashbari Upazila, there are twelve and seven cogordination
Committees respectively in practice. Out of these committees only the Education
Committee, Ngriculture Loan Committee, Tender Committee, Relief Committee, Project
Committee for fFood for works have been in action. In fact all other Committees
whenever necessary should be reactivated to ensure the participation of other

officials in decisionmaking .

Ooth the Upazilas have officers' Clubs, 9t in both places, UNOs and
chiairmen -~ reportedly, visit the clubs rarely. The club is also one of the
places to develop healtny snd hagppy interpersonsl relation between officials and
non-officials, which ultimately results in better coordination, The chairman and

UNO should avail of this opportunity.

The creation c¢f the Monitoring and Evaluation Cell should not be construed
as a wmechanism to negate the fruits of decentralization programme. Moreover, we
should not be blind to tne quality of the people available at the Upazila level
in particular. The constant supervision, inspection and coordination by all authorised
officials arc¢ bound to usher in the desired result.. Une shcould keep in mind that

" an organization which lack&a centralized structure has a potential weakness?
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(ANNEXURE - F )

Date Fhases Total Nusber of Thana upgradx
2¢11.1982 18t phase 45
15.12.1982 2nd phase 55
24,5.1983 5rd phase 55
15.4.198% 4tn phase 57
2.7.1985 5th phase 51
1.8.1983 6th phase 4/
14.9.19835 7th phase 50
71115985 - 8th phase 27
1.12.1983 9th phase 18 =
1.2.15984 10th phase 45

460
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(ANNEXURE =% )

The following is the table of upgrsaation of subaivisions

a8 districts:i=-

0ld District New District ' Dated
1. Mymenshingh 1. Kishoregon] 1.2.1984
2. Netrokona 1.2.1984
2. Sylhet 3. Sunamgon] 1.3.1984
4. Hsbigon] 1.5.1984
5. Moulivibazar 22.2.,1984
3. Rajshahi 6. Naogoan 1.3.1984
7. MNators 1631984
8. Nowabgon! 1.5.1984
4, Rangpur 9. Kurigram 1.2.1984
10. Gaibandha 15.2.j984
11. Nilphanmary 1.2.1984
12 Lulmonirhat 1.2.1984
5. Dinajpur 1%3. Thakurgaon 1.2.ﬂ984
14. Panchagur 1.2.1984
6. Bogra 15. Joypurhat 26.2.5984
‘Y« Pabna 16. Serajgon] 40.,6.1984
8. Kustia 17. Chuaciagh 26.2.1984
18. Meherpun, 25.2.1984
9. Khulna 19. Bagerhat 23.2.1984
20. Sathkhira 25.2.1984
10. Barisal 21. Perojpur 131984
| 22, Zhalokati 1.2,1984
23, Bhela

1.2.,1984
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0ld District New District Datea
11. Dhaka 24. Nufsyangon) 19.c.1984
2. Manikgon] 1.3.1984
26, Munshigonj 1.3.1984
27. Narshindi 1542,1984
28. Gazipur 1431984
1¢. Comilla ¢9. Brahamanbaria 15.2.1984
30. Chandpur 15.2.1984
15. Chittagong 31. Cox's Bazar 1.5.1984
(Patiya not yet upgraaed as District
remains with Chittagong District)
14. Noakhali 42. Feni ' 1,3.1984
35+ Lakshmipur 28;2.1984
15. Fariapur 34, shariatpur 1.3.1984
' 35. Gopalgon] 1.2.1984
36, Madaripur 1.5.1984
37. Rajbari 1,3.1984
16. Patuakhali 38. Barguna 28+2.1984
17. Jamalpur 39. Sherpur 22.1.1984
18, Zessore 40, Magura 1.3.1984
41, Norial 1.3.1984%
42, Jeenidah 23,2.1984
19. Tangail Nil Nil
20, Chittagong Hill Rangamati
Tract

21, Bandhorban
22, Khagrachari

Kaptai, Lama and Ramgarh have not yet been upgraded as

districts. Av present Keptia remains with Rengamati,lame with

Bangharban and Ramgarh with EKhagpachara.
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(annexure-4%)

All development activities at the upazila level:Formation

of thana level aevelopment plans and programme and implementa-
tion, mbnitoring and evaluation thereol.

Preparation of upazila development plans on the basis of
union development plan.

Giving assistgnce and encouragement to union parishads 1in
their activities.

Pormations of family planning and family welfare.

Provision for management of environment.

Training of Chairman, Members and Secretaries of union
parishad.

Inplementation of govt. policies and programme within the
upazila.

Supervision,Control, and €@o-ordination of function of officers
serving in the upazila except Munsit,Pryiug Magistrate and
Otfricers engaged iu reguletory tunctions.

Fromotion of socio-cultureal activiries.

Promotiou and encouragement #f employment gener: ting
activities

Such other functions as may be speciried by the gevt. from
time to time.

12) Promotion and extension of co-opeative movement is fn the

13)
14)

upazila. '
Asistance to zills parishad in development activities.

Planning and exsecution of all rural public workds. programme.

15) Promotion of agricultural activities for meximising production.

16) Promotion of educational and vocational actitivities.

1?7) Promotion of livestock,fisherivs and forest.



10.

11.
12.
,‘3.

14,
15.
16.
19

The .regulatury and major develcpment Functions Anne xure-9
retained by central government:

Civil and cirminal judiciary.
administration and management of central revenue like
income tax,custom and excise, land revenue, land develop-

ment tax etce.

Maintenance of law and order.

Registration;

Maintenance of essential supplies including food.
Generation and distribution of electric power.
Irrigation schemes involving more than one district.
Technical education and education above primary level,
viz, agricultural, engineering, medical éducation,
high school, college and university education.
Modernised district nospitals and hospitals attached
to the Medical College.

Research Organisations like Council of Scientitic and
Industrial Research.

Large scale seed multiplication and dairy farms.
Large scale industries. |
Inter-district and inter-upazila means of communication
viz. posts, telegraph, telephones,railways,mechanically
propelled road and inland water transport, highways,
civil aviation, ports and shipping.

Flood control and development of water resources.
Marine fishing.

Mining and mineral development.

Compilation of national statistics.
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Subjects transferred to the upazila parishad:

Agriculture
Primary education.
Health and Familyvplanning.
Rural Qater Supply and Public Health Engineering.
Rural Works Programme.
food for Works,
Relief in natural aalami}ies.
Co-operatives,
Fisheries Development,

Livestock,

6
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Extract from upazila Manual Volume I1I

Planning, designing, implementation and monitocring of development
projects at the upazila level at a scale as is envissaged following the |
devolution'of these activities to the upazila parishads, will require Consider;ble
expertise and knouledge..sut currently these being limited at the local level, |
the Committee tp determine a system of Financial alleocation and Management for |
the Upgraded Thana-recommended that the Planning”™ Commission, in consultation
with the Ministries, will proyide guidelines indicating thn.areas of investment,
the sectors of ewphasis and the broad objectives of the schemes and programmes
to be undertaken with the block allocation. Paragraph A (vi) of the Cabinet
Division's drcular No. CO/DA-1(21)/83-140, issued on 10th April; 1983 nay
also be referred to in this connection, In the light of this recommendation,a
set of guidelines has been prepared and it is e xpected that the upazila parishads

will adhere to these guidelines in administerinyg their development activities.
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Subject ; Raorganisation of Ad'miniatration at the Thana Lavnli

Covernment has decided to reorganise the Administration at the Thena

lavel, Under this reorgsnised set up esch Thsna -will bs the focal point of

all sdministration ectivities, Responsibility for all davelopnen; activities
st the local level shall be trensferred to the Thana Parisbed, for the present
Covernment will retain.the direct responsibility for regulstory functions and

@gjor davelopment activities of national and regionsl coverage as illustrastad

. at Anexure-J,

2 The servicese of officers deling with subjects transferred to the Thaena
Parishad will be deemeéd to have bsen plsced at the disposel of ths Thenas

Parishad snd they will be sccountable to the respective Thana Parishade.Govt.

i

and respective Depsertments however will continue to be responsible for  the

appointmeat, trenafer,promation, dispipline snd remunsretion of these officers.

Je The officers deling with tha subjects retaina dby the government will

be snswersbls to the Thana Parishad, The Thana Parishad will be compatent to

call for report from Thana Officers on their sctivitiss snd also summon them

for hsaring, Thang, perished will also be entitled to csuse inspection of their,
offices snd report to Government on any lspse in the discherges of thelir duties
which may come to the notice of the parikhad. Thens  parished will also
pruvide the nacesszary sselstance to enable these officers to function sffectively -

in tha Thanas

4 The organizationsl chart of the reorganised Thens Adainistration and the

cherter of dutiss of the offiiers nesad in tha chart msy be seen at Anex-]l.

Contdees p/z
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5% The recrganised gdministrative set up will be introduced in phasa.

In the first phase 45 thanss will be brought under the reorganised administrativ
a8t up with effect from 7th of November, 1982. The list of these is at Anex-]II
These thangé will cesse to ba part of sub-divisional sdministrstion and will

function directly under district administration,

)

Se Till such timg, “hairman of Thena tarishsds are slscted, the Thana
Nirbahi officer will sct es the Chaeirmen of the Thana Parishade Necessary

amendment in the leglsiation is being meds,

8y order of Lhe
Chief martisl Lew Administrators

Sd/. ﬂoﬂ- Z-U\.
Cabinet Becretary.



Anne xure- 9

List of Transferred Subjects:

Pursuant to the Resolution on "Reoryanisaticn of the Administration

|
|

at the Thana Level" and Upgradation of Thanas, a question has been raised |
regarding the subjects which stand transferred to the Thana Parishad. Because,f
inthe Resoluticon only an-illustratiue list of “regulatory and major developmenf
functions retained by the Government" has been provided but no list of "transferred
subjects" has been shown. In order to remove any doubt in this regard following

clarificztion is issued.

2, A careful examination bf the illustrative list would indicate that

though the "transferred scbjects" have not been specified it is not difficult

to idenity them by the method of simple exclusion. This means that firstly, the
subjects which are regulatory in nature are to be treated as retained by the
government, Secondly, all the development subjects which haove not been retained
specifically by the government should be treated to have been transferred to the-

Thana Parishad,

3 In the gbove view of the matter a look at the Qrganogram will further
facilitate identification of transferred subjects, Accordingly, the set up
and the offices shown under the Thana Parishad in the Drganogram very clearly

indicate the specific subjects that come under the "transferred list",

4, A question however remains that creatin offices like Sccial welfare
have not yet been created in all Upgraded Thanas. In such thanas the Thana

Parishad will be fully competent to undertake development activities COUB D ing T s—mias!
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these matiers, in the spirit of the concept of "transferred subjects",
Similarly there may be some other development activities which may nat s

clearly fall under any particular Thana Officer of the transferred subjects

and in such cases the Thans Parishad will be competent to undertake

development schemes in respect thereto provided such activities do not fall
|
in the cutegory of regulatory functions cr do not come within the purview (

of the retained subjects.

I
|
|
|

|
&l All concerned are requested to csrefully follow the above clarificatiaon

in respect of functioning of the Upgraded Thana Parishad, particularly in the
matters of preparation of Budyet and Development plan of the Parishad,

Sd/-
Mohammad Faizullah

Joing Secretary.
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