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CH!IPTER ONE 

INTRODUCTION 

Inefficiency, delay and wastage are part of the folklore 

of ~evelop~ent administration. This situation is contrasted with 

an idealise~ notion of efficiency and economy in public adnini­ 

stration and the maladies are cenerally conceived in terms of 

deficiencies in the orqanisation of the Government. In Pan~ladesh 

also, a nu~ber of ad~inistrative reform/reorqanisation co~n1ittees 

were set ur in tre past with the overall aim of iITprovin0 effi­ 

cienc~, in administration and their terms of reference were res- 

1 tricted to structural issues mostly. 

t:ETHCDOI,OGICP_L ISSUES 

Conceivin0 adffiinistrative maladies as lack of effi~iency 

is a qross over~eneralisation and rencers dia0nosis of snecific 

causes for specific types of maladies virtually i~possible. Lon~ 

tirre back Christopher Hood hae briefly dealt ~ith the many 

1. Terrr.s of reference of the three im~ortant Cor~ittees for 
ad~inistrative ir-proveITents constituted at different tiDes 
after the liberation of Bangladesh may be seen 1n RePO!! 
of the Jlcwin1strative and Services Reoraanisation Comrittee. 
Part II. The P~~inistratio~. Dhaka:GovernGent of the reople's 
Renublic of Banoladesh,1973; The rav an{ ServJces Co~r1ssion 
:Report. Dhaka : -Government of the Pearle's Fepublic- of Banq­ 
~esh,1977 and Feport of the Coro~ittee for Ff~inistrative 
Reoraanisation/ReforIT. rhaka : Governwent of the People's 
Republic of Eanglacesh, 1984. 
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diroensions of adITinistrative inefficiencies.2 He classified adrri­ 

nistrative dysfunctions in terms of their basic nacure and oricin. 

Soroe adroinistrative problems emerge on the scene as dilerrFas; 

there are others which are externally generated; while a further 

category of dysfunctions can be explained in terms of internally 

generated factors. Unless the nature of adrrinistrative dysfunctions 

are clearly identified and understood,the suggested remedies will 

merely tinker v i t.h the symptoms rather than the causes or adminis­ 

trative answers will be sought to non-administrative probleros. 

Linking administrative malfunctioning with lack of efficiency 

creates the further necessity of an explanation of the terro effi­ 

ciency in the context of public adrrinistration. Wh3t is the ~efi­ 

nition of the term administrative efficiency? Is it the same as 

economic efficiency? If not, what are its attribuces and measures? 

What types of administrative operations are arrenable to a test 

of efficiency and wh a t types are not ? 1·;i thou t these c lar if a c a t. i on s 

and delineations, studies on administrative efficiency will lack 

the focus and the sharpness needed for the operationalisation of 

the suggested remedies. 

If conceptualisation of adroinistrative rraladies as lack of 

efficiency is an over-generalisation,seeking their rerredies in 

structural terms only is equally restrictive and partial. Delay 

as a bureaucratic phenomenon has innurrerable sourc~s of its 

2. Christopher Hood, "Adrr i n i s t r a t i vs, Diseases : Sorre Types of 
Disfunctionality in Administration," Public Adm1n1strat1on 
(Winter 1974): 439-454. 



' occurrence,though it is prifilarily manifested in organisational 

outcomes. 

Administration does not operate in a vacuum: Jt operates 

through a cluster of organisations with upward and downward link­ 

ages. Governmental syste~ is a functionally differentiated sub­ 

system of a lar~er social system. Similarly, various units of 

governmental system also perfor~ differentiated functional roles 

but are related to each other for the achievement of overall 

purposes of the state. The larger system thus constitutes the 

environment for a particular orRanisation in which it operates. 

The mode of operation of a particular sub-system is influenced 

by its task environment. The question of efficiency of a systen' 

is,therefore, not lirrited within the confines of its o~n domain 

3 but necessarily extends far beyond. 

The structure and processes of an organisational system can 

be further clarified through the three subsystems in the structure 

4 of every organisation elaborated by Pasons. Every organisation 

consists of a technical,a managerial and an institutional sub­ 

system. The first sub-system provides the basic fra~ework through 

which organisational activities are carried out. These activities 

contribute directly to the achievement of organisational ~oal.In 

the case of a Governmental unit,the function of the technical 

sub-system will be,for example,processing and interpreting 

information for decision-making. The managerial sub-system is 

3. Talcott Parsons, ''A Sociological Approach to the Theory of 
Organisations'' in Talcott Parsons, Structure and Process in 
Modern Societies. Glencoe,II:The Free Press, 1964. 

4. Ibid, p 65. 



4 

responsible for administering the maintenance functions of the 

organisation and mediating between the technical sub-system and 

its task environment for procuring the necessary inputs and deli­ 

vering the processed outputs. The institutional subsystem has 

the difficult task of engendering enduring values for the sur­ 

vival of the system by seeking support from and adJustment with 

the larger environment. 

Structure is the anatomy of a system; it is infused with 

life through the process. An organisation is not an agglomeration of 

rules and procedures : in the last analysis, it is run by people. 

It needs a kind of people who have the capacity, the willingness 

and the environrrent to pursue the needed activi~ies for the 

achievement of the organisational goals. None of the three fac­ 

tors is given in an organisation nor can it be taken for granted. 

The sarre conditionalities apply to all sub-systems and at all 

levels. Structure is the basic starting-point but it cannot pro­ 

vide the final answer to all organisational ills. 

Tl ~re is a reduct1on1sttendency to explain or0anisational 

ills in structural ter~s. However, such an atterrpt shoulc follo~ 

a well-articulated conceftual framework that will clearly iden­ 

tify the relevant factors for explaining a particular phenome­ 

non. Once the broad frarrework is given, the scope and ]irrita­ 

tions of focusing on a set of variables become clear. Structural 

mocifications can indeed lead to vast adrrinistrative irrprovements 



but these must be cast within a frarrework for underscoring 

their relevance towards the purported outcorre of tbe suggested 

roodifications. 

PAST REFORM EFFORTS 

AND TP.EIF LI~ITATIONS 

The concern for increasing administratjve efficiency has 

occupied the attention of all successive Governments in Banqla­ 

desh. Indeed, a fe~ revolutionary steps have also been taken 

towards that end. The creation of a unified civil service with 

30 sub-cacres and the introduction of the Upazila systerr are 

two such noteworthy examples. Unfortunately, under the shadov' 

of these maJor initiatives looms large the rrany details of acrri­ 

nistration that remain neglected. These details are eitber taken 

for granted or are not rrade part of the reform analysis. 

Previous works on administrative reform are found to suffer 

from a nurrber of major lirritations. The first li~itation relates 

to their failure to develop an appropriate frame of analysis. 

Their terms of reference are restricted to structural issues gen­ 

erally. If the target is structural improverrent, there has to be 

an overall analysis of all the factors bearing on efficiency.The 

frame will then provide guidance as to what irrprovements can be 

expected through structural wodifications and what else WJll need 

to be done for achieving the best results. Wit~out this analysis, 
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.. 
the rec0~mendations are liable to be looked upon as either too 

general or too narrow depenoinr on the rierspective of the concerned people. 

As a consequence of the indeterminate scope of previous 

works, the focus has always been on big issues at macro level. 

There has been over-concentration on such issues as the structure 

of the service, organisation of Government and orr,anisation of 

field administration. There has been an implict assumption that 

organisa .ons are structurally determined , self-contained and 

orfanic and structural improvements at the macro level will have 

its impact at other levels of the organisation. 

The second limitation is a general lack of attention towards 

clarifying the notion of efficiency so far as it relates to public 

administration. So~e description of the correlates of the term 

efficiency, if not its precise definition, is essential to any 

study of efficiency in public administration.The ter~ is used 

in a ritualistic and stereotyped fashion without taking the 

trouble to explicate its attributes and implications for public 
5 

adm1n1strat1on. There is a tendency to measure the performance 

of public administration by using the criteria of business effici­ 

ency. However, the notion that public administration is fundamen­ 

tall different from business administration has also been 

5. Attention is drawn to the follo~ing recommendation made in 
the Re ort of the Administrative and Services ReorganJsat1on 
Committee, op cit.: "Keeping in view the cultural orientation 
and traditional values, the basic principles of administrative 
efficiency and economy should be appJied to the existing 
system." (p 253). Nowhere in the Report,however, the terms 
'economy' and 1eff1c1ency1 are defined. 
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gaining more acceptance now than at any other time before. Accep­ 

tance of that notion will call for very different set of criteria 

for measuring efficiency of certain kind of pub1Jc organisations. 

What criterion should apply to what kinds of public organisation 

is a matter of coherent and logical analysis and cannot be left 

to the wish or whim of concerned individuals. Elucidation of 

that notion is also crucial towards defining the scope of admi­ 

nistrative reforms. 

Yet another limitation of these studies is the excessive 

reliance on personal intuition and Judgement of the Committee 

members and on opinions sought from the so-called concerned 

members of the public. Stories of rr.aladministration do indeed 

make up a popular image of the failures of adminJstration but 

these cannot tell us in precise terms as to what are the processes 

that give rise to such phenomenon as delay and wastage. The outcorr.e 

of these Committee work is a set of conclusions which are at best 

inferences and in no way should be labelled as explanations. An 

investigation of the purported administrative maladies will require 

e~pirical data to verify the many stories of maladministration, 

augmented further by suitable case studies. Without these rein­ 

forcements,there are dangers that broad policy changes may be 

suggested without any serious consideration of internal adminis­ 

trative functioning. In such cases, refor~ takes the form of 

tokenism where minor alterations are made in such a way that 

little or nothing is achieved in the end. 
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OBJECTIVE AND SCOPE 

OF THE STUDY 

We are conscious that a large measure of the above mentioned 

limitations may be part of the contrivances emanating from what 

is called the "politics of administrative reform. 
11 

It is,however, 

possible to achieve some success with genuine reform efforts if 

an eye is kept on their implementability. There is evidence that 

well-diagnosed administrative problems have been successfully 

resolved by incremental doses of improvements initiated by parti- 

6 
cipants themselves. Chances of success of reforms for increasing 

administrative efficiency are great ~hen they relate to structure 

of organisations and modifications can be made without seriously 

affecting the power relationships of the various part~cipants. 

Reform attempts on a grand scale involving the entire govern­ 

mental system affect too many interests and engender insurmount­ 

able opposition. For these reasons, it is imperative that studies 

on increasing administrative efficiency develop a fran,e of analy­ 

sis that will clearly specify the unit of analysis, the nature 

of the problem to be studied and the various structures and pro­ 

cesses that relate them within the unit and outside. This frame 

6. Instances of this type of administrative improvement may 
be seen in Malavsian Administrative Modernization Unit, One­ 
stop Bill Payme~t Centres.Kualalumpur : Asian and Pacific 
Development Centre(APDC),1967; Civil Service Institute, 
Singapore, Work Improvement Teams.Kualaluwpur : APDC,1987 
and Office of the Civil Service Commis~1on, Thailand, Sara­ 
kham Develop~ent ProJect. Kualalumpur: APDC,1987. 



then pru,1des an 1nd1cat1on as to what kind of interventions can 

be 1n1tiated that are w1th1n the capacity of the system to ven­ 

ture and what are the others that need to be handled through 

the pol1t1cal process. 

T~ present study owes its origin to a belief in the effi­ 

cacy of incremental reform. There is a continuing criticism 

against delay caused in the Bangladesh Secretariat in the dispo­ 

sal of its business. The perceived delay not onJy affects the 

v1ab1l1ty of the Secretariat as a mechanism for decision-making 

but also sets 111 ~ot1on an adverse chain reaction 111 the entire 

governmental system leading to poor performance of public adm1- 

n1strat1on. The present study seeks to understa~d the causes of 

delay 1n the disposal of public business by concentrating on 

the Bangladesh Secretariat as its unit of analysis. 

The Bangladesh Secretariat 1s part of the governmental 

system with higher and lower subsystems above and below 1t. It 

has many backward and forward linkages. Structurally,d~lay may 

have many causes of occurrence at any oi the sub-system level 

having ram1f1cat1ons for other sub-systems. Some of these causes 

will be internal to the system while others will be external 

over which the Secretariat has little or no control. 

Beyond structures are the many 1ntang1ble variables conve­ 

niently labelled by some as processes. These arP the determinants 

of bchnv1our cf pecplc ~tc run the organ1sat1ons. A sound 
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organisational structure will be meaningless if the organisation 

members are not motivated to perform well. What motivates people 

to work, what kind of people are required for specific types of 

organisation,how should they be oriented towards the goal of the 

organisation and what should be the strategy of an organisation 

to obtain continuous support from its environment are all very 

important factors bearing on its performance. A co~prehensive 

study of delay has to contend with all these factors. 

It is, ho~ever, argued in this study that it is neither 

possible nor desirable to measure performance of all kinds of 

~overnmental operations by the criterion of effi~iency as con­ 

ventionally understood. For a large part of governmental activi­ 

ties such an attewpt will not only be futile but counterproduc­ 

tive. Judgement about much of what happens in the institutional 

and technical sub-systerrs of an organisation is a matter of 

perception of the general public. However, such a perception 

is heavily influenced by what people see happening in the mana­ 

gerial sub-system. It is at this level that people's demands 

are processed and delivered and delay in delivering the goods 

and services have in~lications not only for their expected good 

life but even for their survival. 

In the Bangladesh Secretariat, the managerial sub-system 

is geared towards the rr.ost efficient use of techniques. The 

Rules of Business and the Secretariat Instructions have detailed 



cumbersowe and obstructive procedures. However, this requirement 

presupposes the existence of an orderly state of affairs within 

which these can be carried out. 

An important part of disposal is the quality of decisions 

made. Do these decisions satisfy the needs of the clients? Are 

they complete ,final, unambiguous and clear? Is disposal treated 

as a ritual to get rid of files by the officers to avoid bad 

names and look good to their superiors? Does disposal result 

in substantive outcome? There are many qualitative dimensions 

of decisions relating to equity, equality, econowy ~nd efficiency. 

This is another part of the efficiency equation of the disposal 

of business at the Secretariat. These are important ~uestions 

and need to be studied thoroughly.This study, however, has not 

ventured into that domain and has remained contented with the 

techniques only. It is our expectation that on the basis of the 

findings of the present study, it would be possible to explore 

the qualitative aspects of decision-making through appropriately 

designed case studies. 

PLAN OF PRESENTATION 

The design of the study and its findings are presented in 

six chapters. In chapter I we bring out the maJor methodological 

issues involved in this kind of work and the scope and limita­ 

tions of the present study. Chapter II is devoted to the deve­ 

lopment of a conceptual framework of analysis wherein an attempt 
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is made to bring out the rr.any causes of the occurrence of delay 

and its measures. In Chapter III a static analysis oi the Bangla­ 

desh Secretariat is ~ade with a view to identifying the maJor 

criteria against which the speed of disposal in the Secretariat 

can be measured. Chapter IV delineates the processes of finding 

a suitable methodology for carrying out the survey while Chapter 

V presents the survey f1ndings. In Chapter VI, on the basis of 

the survey findings some recommendations are made for improving 

the rate of disposal of business at the Bangladesh Secretariat. 



CHAPTER TWO 

ADMINISTRATIVE DELAY: CAUSES AND MEASURES 

Bangladesh is predominantly an administered polity. There 

1s hardly any sphere of life where the public can avoid direct 

contact with the Government and its functionaries. In this inter­ 

face, people hold unique expectations about the role and perfor­ 

mance of the Government and deviations from that expected role 

naturally create irustrat1ons. Public organisations are perceived 

as being owned by the state and citizens: the publ1c,therefore, 

think that they have more claims to attention and service from 

these organisations than they do have from the others 1n the pr1- 

l vate or non-Governmental sectors. They even expect more of public 

servants 1n terms of their respons1veness,integr1ty,fa1rness and 

2 a c cou n t a.b 1 l 1 ty. De lay r s undoubtedly vexat rous a n d annoy r ng : wh e n 

it occurs at the hand of the public servants it becomes all the 

more unbearable. The public organisation 1s there to serve and 

perceived delay naturally hurts the most sensitive chord of the 

c1t1z.ens. 

1. hlany authors have highlighted this issue to bring out the 
unique nature of public organisations as compared to the 
private ones. See, among others, Paul H. Appleby,B1g Democracy. 
New York: Alfred A. Knopf, 1945; Lewis C. ~a1n~2r, Political 
Bureaucracy. Glenview, III: Scott, Foresrnan, 1973 and Gary 
L. Wamsley and May e r N. Zald, The P o La t r c a I Economy of Public 
Organ iz_§._:!: ions. L, -x i ng t on , }:ass : D .C. H< .. h, 1973. 

2. Gerald E. Ca1den, The Dvnam1cs of Public 1dm1n1strat1on. 
H a n s da Le , I I I: Dryden Press, 19', l . 
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Delay in the disposal of business at various levels of the 

Bangladesh Government is widely criticized by members of the 

public and also in the journalistic literature. Many people asc­ 

ribe the causes of delay to downright inefficiency, some to corru­ 

ption and still others to failure to run Government in a "busi­ 

ness like" manner. There is also a growing concern about the qua­ 

lity of manpower at various bureaucratic levels. The intensity 

of popular criticism, however, has not been followed by any sig­ 

nificant attempt to diagnose and analyse the causes of delay in 

3 a systematic and obJective manner. We have largely contented 

ourselves by levelling the allegations at a broad and general 

level. Needless to mention that meaningful remedial action can 

hardly be derived from accusations. The prerequisite for any 

worthwhile improvement 111 speeding up disposal of government busi­ 

ness needs a careful diagnosis of the causes of delay. Such an 

analysis will then lead to discovering various options for add­ 

ressing the ills of delay. Without this, the issue of delay will 

continue to remain an elephantine problem with every person sugg­ 

esting his own prescription which may not be very relevant to the 

issue. 

3. The only two studies that have come to our attention are: 
Saadat Hussain and Mosharraf Hossain, "The Speed of Case 
Disposal 111 Public Organ1sat1ons 1n Bangladesh'', COTA 
Bulletin 6(January - June,1983) : 98-115 and S.A.-t'.aqsood 
Recor~s Management 111 the ~1n1stry of Agriculture. The 
~in1stry of Agriculture, Dhaka : 1987. 



16 

Ever~ affected citizen in Bangladesh has suffered the 111 

consequences of delay. At organisational and national levels 

also, the existence of the problem is well-recognised. This has 

truly become a problem of national dimension. Then why has it 

not been systematically explored and studied? There are many 

reasons for this. First, we are so much afflicted with delay at 

every walk of our life that it is too obvious to be studied, 

requiring little or no empirical support for substantiation. 

Secondly, the detachment and secrecy of ~overnment operations 

make it difficult to collect relevant data from public offices. 

However, even if one has the will and the wit to undertake such 

a study, the conceptual and methodological problems surrounding 

the issue of delay would appear to be enormous. Delay lacks 

precision as to its meaning and ambiguity as to its measure. 

DELAY AS A BUREAUCRATIC PHENOMENON 

We would like to comprehend the nature of delay and the 

various causes of its occurrence within an organisational frame­ 

work. One reason for taking this approach 1s that all adm1n1s­ 

trat1on, whether public or private, is run through organisations. 

Delay is primarily a phenomenon connected with adm1n1strat1ve 

process and the best way to look for it would be organis~tions 

themselves.Secondly, organi~ations are cons~ious contrivances 

for the achievement of goals. For that purpose, all organis~tions 

are intendedly rational ensuring precision, speed, impartiality 
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4 
and pr e_d 1 ct ab 1 l 1 t y . De 1 a y 1 s an ant 1 - the s 1 s of organ 1 sat 1 on a J 

rat1onal1ty h1ghl1ght1ng the unintended consequences of other­ 

wise sound purposes and practices. An analysJs of organ1sat1onal 

design will provide us the ideal attr1buiu~ against which the 

way an organ1sat1on dctually operates could be compared. This 

"111 help us in 1dent1fy1ng the dynamic~ that gives rise to the 

instances of delay. Last but not the least, despite many cri­ 

ticisms against the classical organ1sat1on theor} 1n the ~est, 

it continues to provide the solid foundation for our organ1sa­ 

t1onal design. We are now at a level of societal development 

"here structural issues in vovernment organ1sat1ons are ~till 

the dominant factors 111 determ1n1ng eft1c1ency.5 It 1s our as::,u- 

mpt1on that the classical approach prov1des the be::,t ~lue towara~ 

4. See, Ma~ ~eber, From Max Weber: Essay~ i11 S0c1olog\. Tran::,­ 
lated and edited by H.H. Gerth .i n d C. Wright \!ills. New York. 

"Ox f o r d Un i v e r s i t y Press, 1946. pp 196-244. A n r c e s urrrna r y 
of the literature on or g a n r s a t 1011 t h eo r v focusing t.h « 1s~uc-' 
of rat1onal1ty 111 its continuous development i11 the Amer1ca0 
c o n t ex t may b e s e e n 1 n W 1 I 1 1 am G . S c o L t , 11 0 r g c'l1 i ,, .i 1 1 o n T 11 t o r \ 
A Re a s s es s men t 11 

, A. cad em v o i 111 an ,;, gem en t Jou r n a 1 . ( J u n e H)7 ,J ) 

5. The criteri·· of relevance of o i g a n r s a t i o n theory 111 the 
context of developing countries are d i s.cu s s e d in A.T.~~- 
Shamsul Huda, ''The S0c10Jogy ol O'rg a n i s a t a o n Theory I mp l a >- 
c a t i o n s tor its Teaching and Pr a c t i c e i n Deve:op111g Cuuntr1cs', 
Bangladebh Journal of Public Adm1nistrat1on J(Januarv 1987) 
3 6 - 5 8 . A 1 so see , Peter Se 1 f , A cl mi n J st rat 1 v e Tl 1 c~ o r H:' s and 
Politics. London : George AlJen and Un~1n, 1982.rSrcond 
Edition). 
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our understanding ot various administrative issues.6 It is fur­ 

ther assumed that modifications in formal structure w1ll have 

predictable impact upon administrative processes including the 

phenomenon of delay. 

ATTRIBUTES OF BUREAUCRATIC ORGANISATION 

Modern administration is increasingly and inevi~ably bureau­ 

cratic. By definition, an organisation is a consciously created 

social unit for the purpose of attaining specific goals. Bureau­ 

cracy is also a kind of organisation which is formally established 

for dealing with complex and large-scale operations of modern 

7 societies. The n:ain outlines of a bureaucratic organ1sat1on 1s 

given by classical theory. Interestingly enough,classical theory 

developed in three streams:bureaucracy,administrative theory 

an~ scientific manage~ent. The basic postulates and the assumptions 

of the three streams are strikingly similar, although they deve­ 

loped, more or less, independently. The fundamental assumption of 

6. Despite academic criticisms against the classical theory, 
it played a s1vn1f1cant role in the formulation of such 
maJor administrative reform reports as the Hoover Commission 
and the Fulton Committee. See,Co~~ission on Organisation 
of the Executive Branch of the Government.Personnel and 
Civil Service.Washington,D.C.,1955 and Report of the 
Committee on the Civil Service,1966-68. Lord Fulton Committee 
Report,Cmnd 3638. Vol.I. 

7. Peter M. Blau and ¥arshal W.Meyer, Bureaucracy in Modern 
Society. New York:Random House,1971.(Second Edition) p 4. 
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all the three streams was that bureaucratic organ1sat1ons try 

to maximise efficiency. A number of propositions are advanced 

as orig1national attributes that will typically have this effect. 

We will present below a list of those attributes drawing from 

all three sources. 

Departmentalisation: Given a ge11eral purpose of an organisation, 

tasks are to be identified for achieving its purpose. The central 

problem here is to group these tasks into individual Jobs,the 

individual Jobs into administrative units and the basic ~dminib­ 

trative units into higher admin1strat1ve units until the or?<lDl­ 

s at ion t. a k es t h e sh ape o f a p y r .i rn 1 d \, 11 h on e s u p re in e o 1: 1 1 c r a I 

at its apex. Luther Gulick p r o pciu n d e d four p r i n c t p Le-. Lo r group- 

l n g t a S k ~ 1 11 d. ll o l" g a 11 1 bat 1 0 II 1 0 I U J) l ] m J. l 'c 1 I 1 C ] t? l l l~ :, cl J) d t · v. 0 I l< JI ') 

8 
by process, by purpose, by cl r e n t and b y place. 

Grouping of tasks on these principles poses several problems 

1n practice. Thompbon has pointed out that while the Gulick scheme 

1s based on un1d1mensionality,positions in complex organisatio11s 

are not unidimens1onal.11Homogenizing them on one dimension doE:s 

9 not ho111ogen1ze them on all dimensions." The fact is that large 

8. Luther Gulick, "Notes on the Theory of Organization" in Luther 
Gulick and Lyndall Urwick(eds), Papers on the Science of 
Arl~1n1stration. New York: Institute of Public Adwinistration, 
lS,3, pp l-116. 

9. James D. Thompson, Organizations in Action. New York 
McGraw Hill, 1967. p. 27. 
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organisations perform functions relating to each one of the 

classificatory principles. The important issue here 1s not the 

question of making an absolute choice of the alternatives but 

of assigning priority to one according to which activities can 

be grouped. 

If it is a question of assigning priority,organisation by 

client and by place need not be discussed here. The reasons why 
10 

they are not very useful have been discussed by others. Grouping 

by process and by purpose are the two competing alternatives that 

need to be discussed. 

Grouping tasks by process means that each unit is assigned 

to perform one of the maJor activities of an organisation. Thus 

for each of the maJor functions of an organisation like adminis­ 

tration,planning,budgeting and research,there would be an exclu­ 

sive unit of the organisation. The maJor advantage of grouping 

by process is the economies of scale that can be achieved. It 

also facilitates high specialisation. The disadvantage of this 

type of organisation is the strong interdependence that 1t engen­ 

ders. The economies of scale achieved may be wiped out by the 

need for heavy co-ordination. 

Organisation by purpose is an arrangement of work into self- 

contained units. Under this arrangement, each unit of an orga­ 

nisation is entrusted with completing specific tasks. The maJor 

10. Peter Self, Op Cit,pp 55-56 and James G. March and Herbert 
A Simon,Organizations. New York: John Wiley,1958. p.27 



21 

advantage of this tvpe of organization is self-conta1nment. March 

and Simon have defined this term as follows: ''A unit is self- 

contained to the e~tent and degree that the conditions for carry­ 

ing out 1ts activities are independent of what is done in the 

11 other organization unit.'' A maJ01 shortcoming of organization 

by purpose i~ that public organizations cannot divide work into 

~elf-contained units. ~oreover,it cannot achieve economies of 

~cale nor can it ensure unifo1mity of standard and adm1nisLration. 

The two grouping principles present a maJor administrative 

dilemma : no one principle is more advantageous over the other 1n 

absolute terms. In this situation, the choice of any pr1nc1ple 

could be made on the basis of net efficiency gains that accrue 

by con1par1son of the costs and benefits of the two alternatives. 

Clear Delineation of Jobs: As a corollary to the attribute of 

departmentalisation, the classical theory also emphasized a clear 

delineation oi Jobs to be performed by each individual oificial. 

The classicists firmly believed 1n the virtues of division of 

labour in fost8ri~g specialisation and in increasing productivity. 

The classical approact thus made the division of labour its cen­ 

tral tenet. It was assumed that the more the work can be div1ded 

into simple tasks, the more specialised and skilled an official 

will become.
12 

The division of Jobs into simple tasks make it 

11. March and Simon, Op Cit, p 28. 

12. Gulick and Urwick, Op Cit. 
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possible to allocate them to positions,each of which requires 

routine or repetitive movements of a single official. Authority 

to discharge the duties of each Job can then be distributed to 

each Jobholder. This also helps to frame laws and regulations 

under which the Jurisdictional area of each official is clearly 

separated. Upon delineation,personnel assignments can be made 

on the basis of the requirements of the Job and each individual's 

ability to perform the tasks. 

Unity of Command: As organizations become differentiated,they 

are required to manage more internal and external interdependen­ 

cies for the achievement of goals. Lawrence and Lorsch have called 

this phenomenon the process of integration: 11 a process of achi­ 

eving unity of effort among the various sub-systems in the accom- 

13 plishment of organization task.'' Internal interdependencies 

become more and more complex corresponding to the increase in 

14 15 size of organization and variability of technology. This inte- 

gration is sought to be achieved through unity of command in an 

16 
organization. It facilitates control because it charges every 

official with an area of responsibility and establishes a chain 

of command whereby every organization member knows to whom he 

13. Paul R. Lawrence and J.W. Lorsch, Organization and Environment. 
Boston : Harvard Business School, 1967. p.4 

14. Peter M. Blau,1'A Formal Theory of Differentiation in Organi­ 
zations," American Sociological Review(April 1970) : 20-18. 

15. Joan Wood~ard, Industrial Organisation :Theory and Prac~ice, 
London: Oxford University Press,- 1965. 

16. Gulick and Urwick, Op Cit. 



reports and who reports to him. There is no confusion over who 

is responsible for organizational activities and who gives orders 

and who carries them out. 

Hierarchy of Authority: From unity of command logically emerges 

the concept of hierarchy of author1ty. This []leans "a firmly ord­ 

ered bystem of super and sub-ordination in which the1e is a su- 

17 pervision of the lower offices by the higher ones." ln terms 

of enhancing the efficiency of an organization,h1erarchy perforrrs 

many useful functions. Firstly, in public organizations 1t is a 

maJor means for ''co-ordination of large-scale activities without 

markets.
1118 

Secondly, it helps the management of an ef1icien1 

communication network. Thirdly, it also provides points at which 

19 
conflicts can be resolved. Organizations are basically social 

units consisting of human beings where it is only natural that 

conflicts will arise. If these are not resolved quickly and sat1s­ 

factorily, organizational efficiency may be impaired.Finally, 

Drucker makes the interesting po1nt that hierarchy protects ''the 

20 subordinate against arbitrary authority from above.'' A bureau- 

cratic organization, by clearly delineating the sphere of acti­ 

vities of each person,restrains the superior frorr unnecessarily 

17. Max Weber, Op Cit, p. 197. 

18. Anthony Downs, Inside Bureaucracy.Boston : Little,Brown 
and Company, 1967. p 52. 

19. Arn i t a i Et z i.o n i . ~!Odern Organizcltiuns. En g Lewoo d CJ1i1s, 
N.J. ,: Prentice-Hall, 1964. p ',i,7. 

20. Peter Drucker, "New Templates for Today's Or6arnzations", 
Harvard Business Rev1ew.(Januarl-Fcbruary 1974). 
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interfering into the activities of his sub-ordinate. The latter 

is also clear about his Jurisdiction and tries to be responsible 

in the performance of his assigned tasks. 

Span of Control : This indicates the number of subordinates a 

supervisor can effectively control. The classical theorists have 

argued in favour of a narrow span of control by holding the num­ 

ber of subordinates reporting to a supervisor to very narrow 

limits.21 Given the focus of centralisation in classical theory, 

it was natural for them to prescribe a tall hierarchy. Critics, 

however,argue in favour of wide spans resulting in a flat organi­ 

zation because of the communication and decision problems created 

~2 
by an organization with many levels. 

The debate on bpan in a prescriptive mode is,however, not 

very useful. It is not possible to make any generalisation about 

an ideal span. What could be an effective span would depend,bes1des 

frequency and time of contacts between supervisor and sub-ordinates, 

on managerial ability, nature of work, stability of organizational 

task environment,delegation of authority and institutionalisation 

of organization. 

21. Lyndall F. Urwick, "The Manager's Span of Control," Harvard 
Business R~view 34(May/June 1956). 

22. L.W. Porter and E.E.Lawler III, "The Effects of 'Tall' versus 
'Flat' Organization Structures on Managerial Sa~isfaction'', 
Personnel Psychology 17(1964) 135-48. 



Formalism: This 1s the most crucial aspect of a bureaucratic 

organ1zat1on man1iebted through a iormally articulated and 

d1fferent1ated structure. Formal ruleb del1m1t the Jur1sd1ct1onal 

area of each agency,spell out the duties of each pos1t1on and 

establish a rather stable and predictable procedure for carrying 

out the~e duties.
23 

Extensive use of rules 1s essential for orga­ 

n1zat1onal ~ff1c1ency. These ruleb provide the public off1c1als 

~1th guidance as to the manner 1n which each 1nd1v1dual case 1s 

to be treated and disposed. They also save the off1c1als the 

uncertainty and deJay involved 1n coord1nat1ng complex act1v1t1es. 

And,f1nally,these rules ensure un1form1ty of response to s1m1lar 

con d i t i o n s . Tl11s point has been rightly emphasized by Weber: 

"the authority to order certain matters by decree - which has 

been legally granted to an agency - does not entitle the agency 

to regulate the matter by 1nd1v1dual commands given for each ca~e, 

but only to regulate the matter abstractly. This stand~ 111 e~treme 

contrast to the regulation of all relat1onsh1ps through 1nd1v1dual 

pr1v1leges and bestowals of favor,wh1ch 1s absolutely dominant 

2,:1 
r n part r.rno n 1 al 1 sm." 

As a necessary part of the process of formal1sm,1t 1s also 

required that a drm n i s t r a t r ve a c t s v d e c i s i o n s and rules are formu1ated 

23. Max Weber, From Max Weber, Op Cit pp. 196-244. 

24. Max Weber,Economv and Society, Guenther Roth and Claus 
W1tt1ch(ed).Berkeley : Un1vers1ty of Cal1forn1a Press,1978. 
p 958. 



and recorded 111 v..rit1ng. Oral communication cannot maintain uni­ 

formity of standard and systematic interpretation and enforce­ 

ment of rules. 

Impersonality: The formalism of bureaucratic organization 1s exten­ 

ded to its impersonal and functional purposes. The imperatives of 

impersonality require the official to act "without hatred or pa- 

25 ssion, and hence without affection or enthusiasm''. Such 1mper- 

sonal1ty 1s sought to be engendered by a complete separation of 

the members of the adm1n1strat1ve staff from the ownership of the 

means of administration, on the one hand, and by a separation of 

the property belonging to the official from those belonging to the 

organisation, on the other.26 

Career System: The officials are appointed to positions 1n a 

bureaucratic organ1zat1on on the basis of their competence through 

written competitive examinations for a life-long career. They are 

paid remunerations 1n the form of sal~ry and are provided with 

27 pension after retirement. 

Technical Efficiency:The efficiency of a bureaucratic organization 

rests fundamentally on knowledge. This is ensured by the mainten­ 

ance of a level of specialised technical knowledge through 

25. Ibid p . 225. 

26. ~ax Weber,From Max Weber, Op C1t,pp 196-244. 

27. Ibid, pp 196-244. 



impersonal and formal method of rPcruitnX::nt and training w i thin 

the framework of a life-long career. 

The above attributes of a bureaucratJc organization, when 

fully developed,g1ves rise to the most etf1cient huniun organiza­ 

tion. Weber epitomises this conviction in the following way: 

"Precision, speed,unamb1gu1ty,knowledge of the [iles,con­ 

tinu1ty,discret1on,un1ty,str1ct subord1na~1on,reduct1on of f11c­ 

tion and of material and personal costs - these are raised to the 

optimum point 1n the strictly bureaucratic admin1stration,espe- 

28 c1ally 111 its monocrat1c form". 

The classical theory has been criticised by subsequent theo­ 

rists of organ1zat1on. The criticisms have basically proceed~d on 

two directions. The first set of criticisms are directed dga1n~t 

aamin1strative theory for its lack of precision or comprehensive 

29 
framework of analysis. Weber's theory of bureaucracy has been 

crit1c1sed for presenting an idealised conceptioi1 of bureaucrdcy: 

it has totally ignored its various dysfunctions and r n Lo rrra J rela- 

30 
_t_i_o_n_s_h_1_p.___s_i_n __ o_1_·=g_a_n_i_z_a_t_i_o_n_~_- _. __ l_t_l_e:> __ n_o_t_- _u_u_1 __ i_n_t_t_·_11_t_i_o n h_t" 1 _ c. __ t_u __ ~_l_\_' 1:::;_ 
28. Ibid, p 211. 

29. The most devastating critique aga111st the administrative 
theory "as written by Herbart A. Simon. See,Administrat1ve 
Behavior. New Yo r k t Ma crm L'l a n Co. ,1957(Second EdJt10n). 

30. Among others ,see the works by Rober K. Merton, 
"Bureaucratic Structure and Personality" in Arm t a i E't z i on r Ce d ) , 
A S0c1olog1cal ~0ader 1n Complex Organizations. New York : 
Holt, Rinehart and W1nston,Inc. ,1969. (Second Ed r t i o n ) pp 
47-58; Philip Selznick, TVA and The Grassroots.Berkeley: 
Un1vers1ty of California Press,1949 and Alvin Gouldner,Patterns 
of Industrial Bureaucracv. Glencoe,III:The Free Press,1955. 



into the extens~ve literature that already exists on the subJect. 

We maintain the position that despite theJr many shortcomings, 

the classical theory provides a good framework 1n the context of 

Bangladesh for an analysis of the problem of delay 1n disposal 

of cases in the Bangladesh Secretariat. In that effort,we will 

try to conceptualise the problem of delay with reference to the 

structural framework of bureaucratic organization discussed ear­ 

lier and the relevant criticisms made against it by later theorists. 

ADMINISTRATIVE DYSFUNCTIONS 

The criticisms against the classical theory of organization, 

particularly those related to the theory of bureaucracy have noted 

several administrative dysfunctions. Like the theory which these 

writers attack, the concept of dysfunction also lacks precision 

to the extent that it does not analyse the mechanisms for their 

occurrence. However, the concept provides sufficient clues to look 

for areas where productive research can be carried out. 

The dyefunct ioru, are defined as the unintended negative conse­ 

quences of methods of organisations which are 1n themselves ratio­ 

nal. Thus Merton suggests that emphasis on strict adherence to 

rules induces the individual official to use them as ends in them­ 

selves rather than means. The formalism of the bureaucratic orga­ 

n1sat1on becomes more important to him rather than its goals. 

The dysfunctional1ty 1s further reinforced as a means to defend 



tis r1g1d anc inflexible behaviour.
31 

In a so~ewhat similar vein Gouldner argues that 1~rersonal 

bureaucratic rules partly reduce the tension created by too close 

surerv1sion but these are also reinforced to cope "1th 11001 per- 

" " t o r n.a n c e e n g e nd e r e d r n a bureaucratic o r g a n i z a t r o n . .:,.,__ h·:1chael Cro- 

zier characterises the bureaucratic syste~ of organization as "a 

~er1es of relatively stable v1c1oub circleb that stew iro~ cen- 

1 d 1 TT :3 tra r z a t i o n an r np e r s o n a r t y . 

Tte Concept of Delay 

Dysfunction, by def1n1tion, 1s a consecuence of an organ1- 

z a t i o n rr.e t h o d wh i c h r s not a n t e n de c . Bureaucratic a mr-e r s.on a Lr t y 

anct formal1srr are intended to enhance and ensure efficiency of 

orranization. Tte "hole thrust of the construction of bureaucra­ 

ti~ structure by elaborate d1v1s1on of labour,hierarch1cal arranre­ 

~ent of authority,clear delineation of Jur1sd1ct1on and deta1lec 

rules an~ nrocedure is to leave nothing to chance or ~him of 

individual off1c1als. [ureaucrat1c organization 1s a shield against 

all possible sources of interruptions ava1nst 1ts s1nglem1nded 

pursuit of organ1zat1onal eff1c1ency. 

In terros of syste~, an organi~at1on 1s co~posed of at least 

three interrelated nrocesses 

31. ~1erton, Op Cit. 

32. Gouldner, Op Cit. 

33. l l i oh a e I Croz1er,The Bureauerat1c Ph e n orr-e n o n v Ct u c a g o : The 
University of Chicago Press, JS64. 

: a process for supnl_:{____9f resources 
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(inputs), a conversion process(througpput ) and the final process 

culminating in the production of an obJect or obJects(output). 

Intended speed is the rate of any part of an orranization at 

which it can either supply or deliver the goods and services durinf 

any of the above processes. A delay may occur anytime during any 

of the processes due to interruption of the delivery of roods and 

services at the intended speed. 

Delay,understood as above, may be both a cause and a conse­ 

quence of bureaucratic dysfunctions. The dynamics of delay is 

intermingled "ith various types of dysfunctions ~n a manner that 

it is not possible to isolate its attributes and study it as an 

independent variable. It is,therefore, necessary to find out its 

many rarr.if1cat1ons in various types of dysfunctions of bureaucratic 

organ1zat1on. This ~111 be done by trying to classify the~ under 

a few broad categories. 

TYPES OF AD~INISTRATIVE DYSFUNCTIONS 

Adm1n1strative dysfunctions can be broadly divided as falling 

under three distinct categories: those created by "impossible 

external derrands''; the ones that are internally generated and the 

34 few others that can be explained as d1lerr~as. 

Externally Induced Dysfunctions occur during the interface between 

an organization and its task environment. The organization has 

34. The various dirr.ensions and processes of administrative dys­ 
functions are discussed in Christopher Hood.Op Cit. 
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little or no control over its environment but is affected by its 

activities in the pursuit of its goal. For example,the quality of 

personnel of public organisations has deteriorated over the years 

in Bangladesh due to the fallinv standard of the educational sys­ 

tem in the country,heavy brain-drain and declining attractions 

to public service. The recruiting agencies have no control over 

the situation thou~h all of them are adversely affected by it. 

Hood recognises this to be very important in as much as it is 

necessary to understand the source of a particular dysfunction 

for arpropriate rewedial action. 

Dysfunctions as Dilemrras refer to situations involving trade­ 

offs: more of the 01·e cannot be achieved without having less of 

the other. Blau and Scott dlEcuss three situations of dilemrra of 

formal organJ ~tion as are presert in the needs of communication 

and coordination,bureaucratic discJpline and profession2l expert­ 

ness and managerial planning and i1lLlative. The dilem~a in all 

35 these cases are inherent in their conflict:ng requirements. 

There are many administrative situations which appear as dilemmas. 

TllEse can be identified but will defy all attempts at their re­ 

solution. 

Internall) Generated Dysfunctions are those which ernanate,more 

n· less,from the walfunctio~ing of formally a~~1culatef 8nrl 

25. Pe~er k. Bla~ and W.Rictard Scott,Formal Crganizat1ons: ft 
Com~arat1ve Apnroact. London : Routledge & Kefan Paul,1964. 
PP 242-253. 
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d1fferent1ated structure of the organ1sat1on. To the extent that 

thesP dysfunctions are related to the internal structure,1t 1s 

possible to take corrective actions for increasing the overall 

eff1c1ency of the organ1sat1on. In the light of popular criticism 

about delay in the disposal of cases in the Bangladesh Secreta­ 

riat, a number of hypotheses about these dysfunctions can be gen­ 

erated. 

(i) Jur1sd1ctional Infringements : 

One set of allegations relate to the continuous violation 

of clear delineation of jurisdictions between sub-systems 

of an organisation whereby the higher unit infringes into 

the territory of the lower units. The power of control 

and supervision of the activities of the lower unit 1s 

usually invoked by the higher unit for this kind of infri­ 

ngements. This phenomenon is also abetted by the lower 

unit through its preference for not taking any decision 

on controvers1al,del1cate and hard issues and sending 

them up for resolution. 

(11) Passing the Buck: 

Within an operational unit, officials sometimes do not 

like to take the decisions despite clear specif1cat1on 

of duties and responsibilities of part1cul~r positions. 

Decision~ are taken at levels two or three steps higher 

chan what is prescribed. This creates a very unequal 

distribution of workload with too much work at higher 

levels and too little at the lower levels of the hierarchy. 

Another manifestation of passing the buck syndrome 

is holding of unnecessary meetings and 1nter-organ1saL1onal 

consultations. Undeniably inter-ministerial consultations 



(iii) 

( i V) 
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,.. 

are essential for governmental decision-making. There is, 

however,perversion of this process when (i) this is not 

at all necessary, (i1) the organ1sat1on has the powers to 

decide but 1s not w1ll1ng to take the r1sKs of the outcome 

of a particular decision, (111) the bureaucratic politics 

requires a certain matter to be delayed and (1v) the pol1- 

t1cal exigencies are met through exam1nat1on of sensitive 
36 

issues by a Committee. 

Distortion of Priorities: 

Jurisdictional infringements create a situation of very 

strong centralisation. Very few things get resolved at 

lower levels. Ordinary routine matters like sanction of 

efficiency bar, grant of increment,sanction of posts and 

appointment of lower staff cannot be settled without refe­ 

rence to some higher organisation. Work multiplies at the 

lower level to meet the various queries raised by the higher 

organisation. Queries beget queries with the result that 

a maJor part of the activities at all levels of the govern­ 

ment is devoted to the maintenance functions to the utter 

neglect of the substantive work for which organisations 

are created. 

Employee Disorientations: 

One of the classical problems of or~an1sations has been 

the reconciliation of the organisational and individual 

goals. Various means are adopted by the organisation for 

the 1nternal1sation of its norms by the organ1~ation 

36. T:1e bureaucratic abuses of meetings are discussed 1n Abdul 
Muyeed Choudhury, 11Measures for Improving Co-ordination" 1n 
A.T.M. Shamsul Huda(ed), Co-ordination 1n Public Administra­ 
tion in Bangladesh. Savar,Dhaka: Bangladesh Public Administra­ 
tion Training Centre, 1987, pp 151-168. 
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members. In Bangladesh, the dysfunctions emanating from 

Jurisdictional infringements and distorted priorities cre­ 

ate the further dysfunction of employee disorientations. 

The officials perceive a wide disparity between what they 

were required to do and what they actually end up doing. 

The mismatch between requirement and doing lead to tremen­ 

dous under-utilisation of trained capacity. Consequently, 

employee morale becomes exceedingly low. 

(v) Misallocation of Resources: 

The formal blueprint of organisation is prepared following 

the rules and procedures of t ue government. Deployment of 

personnel,provision of support services and allocation of 

budget are also rationally made to match the requirements 

of the blueprints.Jurisdictional infringements upset all 

these rational calculations. While it is possible to call 

up cases for consideration at a higher level than prescribed 

under the rules, 1t 1s not legally possible to usurp the 

resources placed at their disposal. The higher organisation 

thus creates additional workload for itself without being 

able to make any corresponding increase of resources to 

support the load. It tends to cope with this eventuality 

in any of the following ways: (1) either to keep quiet and 
be content with the speed of disposal that is commensurate 

with the ratio of existing manpower to increased workload 

or (11) informally use the resources of the lower orga­ 

nisation to cope with the increased load. Neither option is 

conducive to the best use of the scarce resources of the 

government. 

MEASURING DELAY 

Delay is both a cause and a consequence of administrative 
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dysfunctions. There is a tendency to treat all kinds of delays 

as inefficiency. This kind of inferences are made in a very gen­ 

eral way and they do not tell us anything interesting or illumi­ 

nating. The important point to note here is the complexity of 

organisational dynamics where many of its attributes are active 

simultaneously. Some of the attributes may be relevant to the 

study of dysfunctions while others may not. There 1s thus a need 

to isolate those attributes of an organisation with respect to 

which a certain factor is functional or dysfunctional. 

INEFFICIENCY AS DELAY 

One maJor source of confusion has its origin 1n the A1nerican 

tradition of Public Administration scholarship that has uncriti­ 

cally espoused the tenets of economy and efficiency as the prin­ 

cipal goals of public administration.37 The impact of the growth­ 

oriented nature of American political economy has been rather 

all pervasive and its spill-over into administrative theory was 

inevitable.38 Thus Luther Gulick defined efficiency as the 

37. Throughout this book a distinction 1s made between "Public 
Administration" and "public administration". The former 1s 
used to indicate it as an academic subJect-matter while the 
latter refers to activities of the state and the government. 

38. For a critical analysis of the development of American Public 
Administration,see,Frederick C. Mosher(ed), American Public 
Administration : Past, Present, Future.Alabama : The Uni­ 
versity of Alabama Press, 1975. Also see, Nicholas Henry, 
"Paradigms of Public Administration", Public Adm i u i s t r-a t i on 
Review 35(July/August,1975):378-386. 
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accomplis~ment of a task at the least possible cost.39 At a more 

sophisticated level Simon defines efficiency as "that choice 

of alternatives which produces the largest result for the given 

application of resources11
•
40 

If we analyse the above two definitions, it will be evident 

r h a t efficiency basically refers to an input-output r e'Lat ionshap whose 

models are provided by economics. In that relationship, the term 

cost or resource is used in a comprehensive sense to cover a 

wide variety of relevant factors. This relationship also envisa­ 

ges a structure, a set of roles and a set of prescribed procedu­ 

res through which organ1Eational activities are set in motion 

for task accomplishment. There is an implicit condition of 'opti­ 

mal' performance by all the inputs so that maximisation of out­ 

put can be achieved. When input performs below its optimal level, 

it may be termed inefficient for that particular operation. 

From public administration point of view,the question now 

being raised continually is : is it proper to denigrate perfor­ 

ffiance below optimal level on the yardstick of economics only? 

Should not one also look for the reasons,other than the economic 

ones, as to why in certain government operations some instances 

of below optimal performance will occur? These questions lead 

us to a consideration of effectiveness of organJsat1onal act1vit1es. 

39. Luther Gul1ck,"Notes on the Theory of Organization" 1n 
Gulick and Urw1ck, Op Cit. 

40. Simon, Op Cit, p. 179. 
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Efficiency and Effectiveness 

It is well-documented in the literature that public and 

private organJsations are converging and facing similar constra- 

41 
ints and challanges. This is true not only in the developed 

countrJes: 1n Bangladesh also this convergence between sectors 

is now very apparent. The role of the NGOs is a good example of 

42 this convergence. 

Despite the convergence, there should not be any doubt as 

to the basic purpose of a government organJsation. Government is 

"in a fundamentally different "business" from 11business11•
43 

Welfare of the society is its basic goal and in that pursuit it 

has to perform tasks that other sectors cannot, will not and should 

not undertake.
44 

The breadth of sco~e,impact and consideration 

of ·its operations obligate the government to consider not only 

the costs but also their effectiveness. 

41. Several authors have noted this convergence. Among other see, 
John Kenneth Galbraith, Economics and the Public Purpose. 
New York: Houghton Mifflin, 1973: Louis C. Gawthrop, Admi­ 
nistrative Politics and Social Change.New York : bt.Martin's 
Press, 1971 and Michael A. Murray. "Comparing Public and 
Private Management: An Exploratory Essay'', Public Adminis­ 
tration Review 34(July/August 1975):364-371. 

42. An account of the role of NGOs in Bangladesh may be seen 
in the entire issue of Development DJalogue l(June 1984). 
An account of one of the leading NGOs may be seen r n A. T. M. 
Shamsul Huda,Approaches to Rural Health Care: A Case Study 
of Ganoshasthaya Kendra. Savar,Dhaka: Bangladesh Public 
Administration Training Centre,1988. 

43. Peter Drucker,"Managing the Public Service Institution", 
The Public Interest 33(Fall 1973) : 43-60. 

44. Paul H. Appleby, Op Cit, and Mainzer, Op Cit. 
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While efficiency is concerned with processing costs,effec­ 

tiveness primarily aims at achieving the departmental goals.45 

A department may be said to be efficient when it can achieve a 

higher level of input-output conversion by lesser organisational 

efforts compared to a previous level: fewer men, less equipment, 

less time or lower expenditures. Effectiveness is the degree to 

which an organJsation reaches its goals. 

It is evident that efficiency and effectiveness are inter­ 

related. Efficiency ensures doing things r~ght or doing better 

what is already being done. But it is also important that organi­ 

rations do the right things in a better way. 

Primacy of Effectiveness in Public Organisations: 

However, it has to be noted that in developing countries with 

a concern for equity both efficiency and effectivene~s will not 

go hand in hand always. There are activities which the ~vernment 

must undertake to ensure equity or to alleviate poverty irrespec- 

tive of their costs, No ~overnment, with good political judgement, 

would like to limit its scope of activities on criterion of effi­ 

ciency only. In such a situation, it is effectiveness of activities 

45. The subtle distinction between efficiency and effectiveness 
are discussed in Amitai Etzioni,hlodern Organizations.Englewood 
Cliffs, N.J: Prentice Hall, 1964. pp 8-19. Also see,Peter 
Drucker,People and Performance: The B~st of Peter Drucker 
on Management, London : William Heinemann Ltd,1977,pp 32-34. 
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46 that will guide the political choice. 

Having recognised the priwacy of effectiveness in public organi­ 

sations,interpreting efficiency as a measure of delay w1J1, require a comprehension 

about the relevant unit of analysis and relevance of the various 

co-efficients of the term efficiency. We will briefly discuss 

below only a few problems for expository purposes. 

Test of Efficiency: The fundamental problem with the application 

of efficiency criterion for Judging the performance of public 

sector organisations is that it is not at all an appropriate test. 

In business, 'the invisible hand' awards penalties and rewards on 

the basis of performance and thus prices,sales and proiit can be 

47 useful indicators for Judging their operating efficiency. 

But there is no equivalent indicators 1n the public sector. 

The efficiency test, even if this could be made 1pplicabJe for 

46. The call for paradigm reformulation of Public Administration 
for accommodating questions of social Justice and equity may 
be seen in Frank Marini Ced) Toward a New Public Administra­ 
tion: The Minnowbrook Perspective. New York: Chandler Publi­ 
shing Company, 1971, Also see, Arthur hl.Okun, Egual1Ly and 
Efficiency: The Big Tradeoff.Washington D.C. ,The Brookings 
Institution, 1975. 

47. In the last decade "public choice" economists have stressed 
the lack of test of efficiency in public organizations and 
have suggested opening up many public services to the market 
for better performance. See,Gordon Tullock, The Politics of 
Bureaucracy.Washington D.C. ,Public Affairs Press, 1965;William 
A. Niskanen, Jr., Bureaucracy and Representative Government. 
CLicago: Aldine, 1971 and J.A. Stockf1scrr, The Polit1-cal 
Economy of Bureaucracy. New York: General Learning Press,1972. 
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parts of a public or~an1bat1on or for an operation thereof,may 

have to be used with caution for the reason that such organisa­ 

tions a ie sub j ec t to great er publ a c scru t r ny of t h e r r act ions. 

There are established mechanisms of check and balance, oversight 

and accountability and these are bound to affect the speed of 

their operations. This is one of the trade-offs between eff a c i ency 

pol 1 t i c a I accountability and needs to be understood clearly. "Th e 

government must be accountable to the citizens , and accountabi­ 

lity is as costly in resources as it is precious to the integrity 

II 48 
of the pol1t1cal process. 

II. Test of Effectiveness: In some cases, it is possible to test 

the effectiveness of a public programme if the goals are clearly 

defined and operationalised. But in government operations,goals 

49 are characteristically multiple,conflicting and vague. Var1ous 

criteria of goal attainment(i.e. ,number of people served,miles 

of road built,number of patients treated etc.) can be devised 

to test the result~ of a programme, but they provide on]y partial 

answers and needs to be supplemented by qualitative Judgement. 

III. Level of Analysis: There is also a great difficulty in 

determining the unit of analysis while studying questions of 

effectiveness of public organisations. "Business management is 

48. Arthur M. Okun, Op Cit, p 60. 

49. Giandomenico MaJone and Aaron Wildavsky,"Implementation as 
Evolution'' in Jeffrey L. Pressman and Aaron Wildavsky, 
Iu,r'lC1!1cntation.Berkely, University of California Press,1984, 
(Third Edition)', 
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.I 

guided by specific but socially narrow tests of resource effi­ 

ciency,which can be confined to the farm in question. The equi­ 

valent tests for fovernment must refer ultimately to the welfare 

50 of the whole soc i e t y, as pol 1 t r c a I ly art a cu lated. 11 The d i f fu- 

seness of impact of public programme make micro-level analysis 

of individual proJects or activities next to impossible. 

The above analysis of the meaning and attributes of admi­ 

nistrative efficiency calls attention to two important factors. 

Questions of efficiency of public organisations can be raised 

and studied generally at macro level and these evaluations will 

be highly qualitative in nature. However, at that level, it is 

impossible to isolate delav as a co-efficient of inefficiency. 

If we are interested 1n seeking some relationship between 1neff1- 

ciency and delay, it will have to be done on a much narrower 

plane and with a very limited obJect1ve. This can be done for 

specific components of an organisation that are ammenable to some 

kind of quantitative analysis and with the understanding that 

the discovery of the relationship may not have much to do with 

effectiveness. 

50. Peter Self, Op Cit, p 269. 
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CHAPTER THREE 

THE STRUCTURE OF THE BANGLADESH 

SECRETARIAT 

The purpose of this chapter is to make a static analysis 

of the organi~ation of the Bangladesh Secretariat in terms of 

the main attributes of the classical organisation theory. It is 

our assurnption that the wain features of the Secretariat organi­ 

sation roughly correspond with the basic design variables of that 

theory. It is expected that this analysis will provide us a 

number of ouestions relating to various structural issues that 

will help us design a rnethodology for data collection. 

NATURE OF THE SECRETARIAT 

The Secretariat can be viewed from two perspectives. In 

one perspective, taken in terrns of a system, the Banvladesh 

Secretariat is the highest level sub-system of the govern~ental 

system with both upward and downward linkages. Below it are the 

various Government Departments,Autonomous,scmi-Autonorrous and 

Public Statutory Bodies and subordinate offices. The Departments 

and other bodies have,wherever necessary, their own field offices, 

at the divisional,district and upazila levels. In case of a few 

Departments,the field services even extend upto the village level. 

At the upper end,the Secretariat is linked with the Council of 

Ministers and ultimately with the President. According to the 
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Constitution of the People's Republic of Bangladesh,the Presi­ 

dent is the head of both the state and the Government~ All exe­ 

cutive authority vest in him and he exercises such authority 

either directly or through subordinate officers in accordance 

with the provisions of the Constitution. All sub-systems of the 

Government are heavily dependent on each other for achieving 

the ultimate goals of the state. Lack of performance in one part 

is bound to adversely affect the activities of other parts of 

the system. 

The other perspective emphasize the indivisibility of the 

Secretariat. It is divided into 1iinistries and Divisions for 

2 facility of work and management purposes only. Government is 

one and it resides in all the Ministries. It is,therefore,appro­ 

priate for purposes of this study to treat the Secretariat as 

one entity. 

GENERAL FEATURES 

The Secretariat organisation has been designed on the 

basis of certain assumptions. It is important that these assump­ 

tions are clearly understood before evaluating its performance 

on disposal. The nature of the Secretariat informs us that it 

is part of a larger system, and for that matter,the most important 
1. Ministry of Iaw and Parliamentary Affairs,Tre Constitution 

of the Pecublic of Banglaoesh.Dhaka:Government Printing 
Press,1979(~s ~odified upto 28th February,1979) .Article 56(1) 

2. M.Mujibul Huq,"Pemarks by the Chairman" in A.T.M.Shamsul 
Huda(ec) ,Co-ordination in Public AdITinistration in Bangladesh, 
Op Cit, p 32. 
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part. We discuss below two important assumptions in its organisa­ 

tion. 

Assumptions in Organising 
the Secretariat 

The first assumption relates to an uninterrupted flow of 

duly processed inputs from the lower sub-systems. The Departments 

and Public Statutory Bodies are required to furnish the necessary 

information to the administrative Ministry for further processing 

at its level. Incomplete processing of information or non-compliance 

with Government procedures will necessitate return of the subJect 

to the sender with request for due processing. Similarly,the 

higher sub-system has to be satisfied as to the technical,adminis­ 

trative,financial and other details of a subJect before it can 

accede to it. Satisfactory performance at either end is assumed. 

Any breakdown will upset the systemic process. 

A further assumption is made relating to the availability 

of all necessary support for the proper functioning of the Secre­ 

tariat system. It is assumed that the necessary manpower of the 

type required for specific positions will be available,rules and 

procedures will be followed,co-ordination will be routine and 

management w i.Ll be rational and g oa.Lc-o r i en t e d . Disruption of support 

at any point will necessarily disrupt the schewe of things. 

Having underscored the two basic assumptions in the design 

of the Bangladesh Secretariat, we would now like to discuss its 
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main organlsational features. 

Distribution of Business 

All Government work is distributed and regulated by a com- 

3 pleh system of laws,rules and conventions. The Rules of Business 

4 and the Secretariat Instructions contain the basic provisions 

relating to distribution of business among the various sub-systems 

of the Government. The distribution can be seen horizontally bet­ 

ween different Ministries of the Government and vertically bet- 

ween a Ministry and its lower organisations. 

Ci) Horizontal Distribution: The Secretariat v·ork is differenti­ 

ated and distributed among various Ministries mainly on the basis 

of maJor purpose or function. A Ministry consists of one or more 

Divisions under the charge of a Minister. There are at present 

31 Ministries in Bangladesh. The business of Government has been 

distributed among these Ministries under the provisions of the 

Rules of Busines~(Annexure I). 

On matters involving finance,personnel and intricate ques­ 

tions of law or its interpretation or on issues where other Minis­ 

try's interests are involved, there is need for consultation. 

3. Cabinet Division,Government of the People's Republic of 
Bangladesh, Rules of Business 1975.(Revised upto 1982). 
Dhaka:Banvladesh Government Press,1984. Schedule I. 

4. Organisation and Management Division,Cabinet Secretariat, 
Secretariat Instructions.Dhaka:Bangladesh Government Press,1976. · 
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Policy involves a number of Ministries. Within the Secretariat, 

there is an inherent strong interdependence among its various 

components. The Rules of Business and the Secretariat Instructions 

recognise fully the heavy burden of policy co-ordination and have 

prescribed detailed procedures to avoid delay. In suitable cases, 

the Min1str1es of Finance and Establishment have made adequate 

5 delegation of powers to the various Ministries from time to time. 

(11) Vertical D1stribut1on: Below the level of a Ministry and 

under its direct control and supervision are a number of agencies 

for executing the policies of the Government. Attached Departments 

and sub-ordinate offices are pure rovernmental organisations in 

the sense that they are controlled and guided by rules formulated 

by the Government itself. Attached Departments are basically exe­ 

cutive agencies providing d1rect1ons to its subordinate offices 

for the 1mplementat1on of government policies. They also provide 

the necessary technical information and advise the Ministry on 

6 technical aspects of matters dealt with by them. The Attached 

Departments are mostly based at the capital for maintaining close 

liasion with Lheir controlling Ministry. 

5. The circulars relating to various financial and administrative 
delegations may be seen 1n Ministry of Establishment and Re­ 
organisation,Government of the People's Republic of Bangladesh, 
A Handbook of Important Laws,Rule & Orders on Personnel & 
Office Administration in Bangladesh. Dhaka: Bangladesh Govern­ 
ment Press, 1984. 

6. Secretariat Instructions, Op Cit,p.3. 
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The ~ubordinate offices are spread all over the country at 

the divisional,district and upazila level. A few niaJor service 

Ministries like the Ministry of Agriculture,Ministry of Health 

and Family Planning, the Ministry of Land and the Statistics 

Division have their staff even at the village level. These offices 

have the responsibility of actual implementation of povernment 

policy at the field level. They function under the direction of 

the Attached Departments and, in a very few cases, of the Ministry 

itself. 

In addition, there are a number of Autonomous,semi-Autonomous 

and Public Statutory Bodies created under laws/rules for the pur­ 

pose of achieving specific obJectives. These bodies may be of 

various types; but normally they are either corrunercial,promotional 

or regulatory. The same body may have all, any two or one of these 
. 7 

characteristics. These bodies were created with the specific 

intention of granting their management more operational freedom 

which was not otherwise available to Government Departments.Most 

of these bodies run corrunercial operations and there is a need to 

help them operate on corrunercial lines. 

For these reasons,the role of the Secretariat 1n the affairs 

of these statutory bodies has been confined to:pol1cy-mak1ng, 

7. Cabinet Division, Government of the People's Republic of 
Bangladesh, Guidelines on the Relationship between Govern­ 
ment and Autonomous Bodies/Corporations and Enterprises 
under them. Dhaka: Bangladesh Government Press, 1974,p 1. 
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appointment of Chairman/Directors/Members,approval of budget, 

appointment of Auditors and review of audit reports,evaluation 

of performance and such other matters as may be prescribed 1n 

8 the relevant laws,rules and regulations. 

The vertical distribution of business between a Ministry and 

the agencies under its control is based on a policy-execution 

dLchotomy. The Ministries are primarily concerned with the for­ 

mulation of policy while the agencies are concerned exclusively 

with their execution. There is,of course, a lot of controversy 

regarding the Justifiability of the dichotomy9but the Rules of 

Business has very clearly enunciated in Schedule I appended to 

it the responsibilities entrusted to a Government Ministry. These 

are 

a) 

b) 

c) 

d) 

Policy formulation; 

planning; 

evaluation of execution of plans; 

legislative measures; 

assisting the Minister in the discharge of his 
responsibilities to Parliament; 

personnel management at the top level e.g.,managjng 
the personnel matters of the officers not below the 
rank of Member-Directors in Public Statutory Corpora­ 
tions and those of the class I officers in the case 
of Attached Departments/subordinate Offices; 

such other matters as may be determined by the 
President from time to time.10 

e) 

f) 

g) 

8. Ibid, p 1. 

9. The contradictory viewpoints on this issue has been summarised 
in the Report of the Administrative and Services Reorganisation. 
Op Cit. pp 188-190. 

10. Rules of Business,Op Cit, pp 1-4. 
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The Government's concern about Jurisdictional infringements 

by the Ministries have been expressed in the instruction that 

''there will be no interference in the day to day operation of a 

11 Department by the Secretariat'' The Secretariat Instructions 

have further sought to minimise the infringements by holding the 

Head of a Department responsible for the technical soundness of his 

proposals which will not normally be subJect to any technical 

12 examination by the concerned Ministry. 

Hierarchy 

The Secretary is the administrative head of a Ministry. He 

acts as the principal adviser to the Minister and is responsible 

for the proper conduct of the business allocated to his Ministry 

under the Rules of Busines~. He also acts as the Principal Accoun­ 

ting Officer of his Ministry and has the ultimate respons1b1lities 

for all departmental expenditure.For clear delineation of duties 

intra-organisationally, a Ministry is divided into a number of 

Wings,Branches and Sections. An Additional/Joint Secretary,unless 

in charge of a Ministry/Division, is placed as the head of a Wing. 

In that capacity, he assumes responsibility for disposal of busi­ 

ness of a clearly defined sphere of duty subJect to the overall 

control of the Secretary. Several Branches make up a Wing and 

each Branch is headed by a Deputy Secretary. Similarly, a number 

of Sections make up a Branch and each Section is put under the 

11. Secretariat Instructions, Op Cit, p 39 

12. Ibid, p 39. 
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charge Qf an Assistant Secretary. The Section is the basic work 

unit of a Ministry which is the gateway of all communication to 

and from the Ministry. The Section is manned by a Section Assis­ 

tant, a Record Keeper, a Typist and a Peon. 

To keep the span of control within reasonable lim1ts for 

expeditious disposal of cases, it is laid down in the Secreta­ 

riat Instructions that, 11 not more than two o r r i ce r sr excluding 

the Secretary) will note upon a case before its final disposal 

13 except where more than one Section may have to be consulted." 

Disposal Time 

The distribution of work among the officers of a Ministry 

of all business allocated to it under the Rules of Business is 

done by the Secretary. In doing so, it is ensured that: 

a) the distribution of work is equitable; 

b) the channel of submission of cases is vertical and 
not horizontal ; and 

c) the tiers through which a case has to pass are ord1- 
narily not more than two excluding the Secretary.14 

There are also clear instructions as to who will do what 

and under what circumstances. 

The following cases are required to be submitted to 

the Secretary or Additional/Joint Secretary-in-charge 

of a Ministry/Division: 

13. Ibid, p 26 

14. Ibid, pp 3-4. 
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a) All cases, summaries and reports called for by the 

President or the Council of Ministers; 

b) All cases involving maJor policy and any case/cases 

involving important administrative matters which the 

Ministry/Division feels should be seen by the Secretary; 

c) All cases of appointments or promotions that have 

to be referred to the Selection Board or the President; 

d) All cases involving foreign delegations and deputa­ 

tions abroad; 

e) All important cases relating to development plans, 

annual budget and foreign exchange requirements; 

f) All cases of transfer of Heads of Departments and 

their Deputies; and 

g) 15 Proposals received from Heads of Departments. 

All other cases will be disposed of by the other officers 

in.the following manner. 

An Additional/Joint Secretary,unless he is in charge of a 

Ministry, shall assume full responsibility within his own sphere 

of duty and will submit all cases direct to the Minister for 

orders. Such cases will be returned to him through the Secretary. 

The Sec.etary,however,reserves the right to call for any such 

file prior to submission to the Minister or that he be consulted 

prior to such submission. 

A Deputy Secretary will dispose of all cases in which no 

maJor question of policy is involved or which
1
under the rules 

15. Ibid, p 4. 
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or standing orders, he is competent to dispose of. 

An Assistant Secretary will dispose of all cases where there 

are clear precedents and no question of deviation from such pre­ 

cedents is involved or which under the rules or standing orders 

he is competent to dispose of. In case of doubt,he may seek ins­ 

tructions from his superior officer. 

The Secretariat Instructions, rules and standing orders have 

clearly delineated the duties and responsibilities of each indi­ 

vidual position in a Ministry. The Secretary has been given the 

full powers of distributing the work of his Ministry in such a 

manner that work is equitably distribuLed among all officers. 

There are elaborate rules and procedures as to how to dispose of 

cases. For these reasons, Government has thought it possible to 

prescribe time-limit to be observed by officers in completing 

detailed analysis and examination of a case for its disposal. 

16 The time-limit prescribed for this purpose is as follows: 

Assistant Secretaries 

Deputy Secretaries 

Other Senior Officers 

72 hrs. 

48 hrs. 

24 hrs. 

The above limit may not be applied in dealing with cases 

of a complicated nature or requiring inter-agency consultation. 

Communicating Decisions 

The Government attaches importance not only to making decisions 

w. Ibid, p 40. 
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on t irre but also to their timely communication. The Secretariat 

Instructions reauire the concerned Ministry to communicate the 

decisions of government to the concerned party within two weeks 

of the receipt of the reference. In case a decision is not poss­ 

ible w i 1 i n two weeks, an ad interim reply has to te furnished 

stating that the matter is under the active consideration of 

the Government.17 

Acknowledging the problem of logistics in the Secretariat, 

the Instructions have also gone into details as to how,by whom 

and when the drafts will be typed and final orders despatched. 

Interestingly enough, the approval and typing procedure of draft 

has been short-circuited to involve only the concerned persons to 
18 save time. 

SPECIFIC FEATURES 

Within the broad legal framework of Secretariat organJsation, 

each Ministry 1s organised according to the nature 0£ the Job to 

be performed and the nature,extent and complexity of its vertical 

spread. Within broad uninformity, there are wide diversities 1n 

the actual organisation of individual Min1str1es. In order to 

design an appropriate study of the structural issues of the Bang­ 

ladesh Secretariat, at least two factors deserve special consi­ 

deration: one is the nature of work performed by a particular 

17. Ibid, p 9. 

18. Ibid,pp 14-17. 
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Ministry while the other is the principle of division of work 

followed by it. 

Classification of Ministries 

Governmental business 1n Bangladesh 1s allocated to various 

Ministries on the basis of major functions. Ho~ever, a further 

classification of the Ministries on the basis of the nature of 

those maJor functions will be 1lluminat1ng to the extent that 

many trickl1sh organisation issues are settled on an understanding 

of it. Broadly speaking,M1n1str1es can be classified under three 

categories on the basis of the nature of the maJor functions they 

perform; service,regulation and economic. The Ministries,when cate­ 

gorised on the above basis, may be placed in different categories 

as under: 

Service 

President's Secretariat (Public Division) 

Ministry of Agriculture and Forests 

Ministry of Fisheries and Livestock 

Ministry of Irrigation,Water Development and Flood Control 
Ministry of Communication 

Ministry of Ports,Shipping and IWT 

Ministry of Post and Tele-communication 

Rural Development and Co-operatives Division 
Ministry of Education 

Ministry of Religious Affairs 

Ministry of Youth and Sports 

Ministry of Works 

Ministry of Health and Family Planning 
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Ministry of Social Welfare and Women's Affairs 

Ministry of Relief and Rehabilitation 

Ministry of Food 

Regulation 

Cabinet Division 

Parliamentary Affairs Division 

Ministry of Establishment 

Ministry of Defence 

Ministry of Civil Aviation and Tourism 

Finance Division 

Ministry of Foreign Affairs 

Ministry of Home Affairs 

Local Government Division 

Ministry of Law and Justice 

Ministry of Land 

Ministry of Labour and Manpower. 

Economic 

Internal Resources Division 

External Resources Division 
Ministry of Industry 

Ministry of Commerce 

Ministry of Textiles 

Ministry of Energy and Mineral Resources 
Ministry of Planning. 

The above listing admittedly suffers from lack of exclu­ 

siveness and there are many points of overlap and inter-connection. 

The Ministry of Establishment not only regulates centrally all 

actions relating to personnel management, it also provides 
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innumerable serviceb to all public servants. The classification 

is based primarily on the maJor thrust of activities and is done 

here for convenience of the study. Service Ministries have more 

contact with individual clients as compared to economic Minis­ 

tries whereas group or organ1Eat1onal interests are more at stake 

at the hands of the economic Ministries rather than the Minis­ 

tries in the other two categories. In terms of vertical spread of 

organisation also, the service Ministries will have more exten­ 

sive type of field organisation compared to those in the other 

two categories. All these have implications for speed of disposal 

of ~overnment business. 

Principle of Organisation 

The other factor to consider is the principle according to 

whlch Sections are organised. The basic work unit of a Ministry 

is the Section. Work may be distributed among various Sections 

in a Ministry either on the basis of purpose or process. The 

basic differences are highlighted through the following two figures 

of ~ypothetical organisation of Agriculture Division. 
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Fig. 2. Organisation by Process. 
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In the case of organ1Eat1on by purpose, work is compart­ 

mentalised and is placed under one chain of comm<.lnd while under 

process,work 1s allocated on the basis of its nature for greater 

spec1al1sat1on and uniformity of standard. In the Bangladesh 

Secretariat, Sections are organ1~ed on either basis. In some Mini­ 

stries, however, there 1s a mix of both the principles. Organi­ 

sation by process may result 1n unequal distribution of work bet­ 

ween Sections whereas organisation by purpose creates need for 

heavy co-ord1nat1on. All these also have implications for speed 

of disposal of cases. 
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CHAPTER FOUR 

SURVEY DESIGN 

Survey for collecting data for the study was made at the 

Sections of the selected Ministries during March 13-20,1987. 

However, the final survey was preceded by two short surveys. 

Their findings were helpful in designing the final survey and 

needs to be recounted briefly. 

THE ANTECEDENTS 

Government became concerned at the alarming increase of 

visitors to the Bangladesh Secretariat during early 1986. It 

was estimated that an averaEe of 6000 persons visited the Secre­ 

tariat daily. Streams of visitors crowded the co~ridors and • 
office rooms in the Secretariat and naturally hampered its smooth 

functioning. To wave off the tide of visitors, Government restric­ 

ted the visiting time to only two hours from 12 noon to 2 9.m. 

and set up an elaborate procedure of entry so that only persons 

having genuine business in the Secretariat would take the trouble to 

pay visits there. Even then the number of visitors continued to 

average 2000 persons a day. Persistence of such a high figure 

raised the question that citizens must have genuine reasons for 

making such visits despite discouraging rules of entry. Interests 

were shown by the concerned authorities to find out the reasons 

as to why so many people should take the trouble to v1s1t the 

Secretariat. It was hypothesised that Min1str1es may have started 
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dealing with subJects previously handled by the agencies under 

their control. It ~as also speculated that irrespective of whe­ 

ther Ministries had infringed into other's Jurisdiction, there 

may have been an overall deterioration in the speed of disposal 

for various other reasons. 

Secretariat Visitor's Survey: 

In order to enquire into the causes of large-scale visit 

to the Secretariat, a short spot investigation was conducted on 

December 22, 1986 with the help of 50 trainees of the Sixth Foun­ 

dation Course then under progress at the Bangladesh Public Admi­ 

nistration Training Centre (BPATC). All the visitors to the Secre­ 

tariat on that day numbering 1734 were covered. Information were 

collectedt-through a pre-designed questionnaire incorporating 

aspects like : background and locality of the visitor,purpose and 

destination of visit,number of visits for the same purpose and 

so on. 

The most important findings of the survey are summarised 

below: 

(a) Background of Visitors. Of the total visitors,service 

personnel constituted the highest percentage(48),followed 

in order of percentage ranking by businessmen(34) and student(G). 

(b) Desired Ministry to be Visited. The largest number of 

visitors for any one Ministry turned out to be the Education 

Division constituting 11 percent followed by the Ministry of 
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I.and (9 percent). Appro~imately 8 percent visitors had "ark 

1n the ~1n1stry ot Works while 7 percent in the Ministry oi 

Relic·! and Rehab1l1tat1on. M1n1str} of Home Affa1rs,M1n1stry 

o I 1 l,tbl1shment,M1n1stry ot Corrmerce and i11n1stry o I Reli­ 

gious AJJa1r:::, had visitor:::, con:::it1Lu1-1ng 5 percent or le:::,s 111 

each case. 

( C ) De:::,11ed Persons to be Vi:::,1ted. Approx1mately ~O percent 

of the visitors desired to sep the Ministers and their Pr1vat~ 

Secretaries. 14 percent haa come to see Assistant Secretar1e:::,, 

11 percent Deputy Secretaries and 12 percent Joint Secretaries 

1n connection "1th off1c1al p1oblem~. 

(d) Purpose of Visit. The pu r po s , uJ v i s i i wa::-, clJ.':.'--ll i c. d 

as ur.,.cJer : 

01f1c1al Purpose 

(Expedite f1les,Post1ng/ 
transfer,Del1ver1ng 
letters etc.) 

lt> pl r c.o n l 

Private Affairs 

( P'r i v a t e d i s c u s c i o n , 
~i e et 1 n g o 1 f 1 c er s e L c . ) 

M:itters relating 
to Development Work 

(Release of fund,Food 
for works,Upaz1la Par1shad 
fund etc.) 

Land Affairs 

(Land d1sputes,Derequ1s1t1on 
of land etc.) 

17 percent 

8.5 percent 

7 percent 
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Foreign Training 5 percent 

College Administration 5 percent 

(Absorption of teachers in 
Nationalised Colleges) 

(e) Frequency of Visits. Roughly 66 percent of the visitors 

stated that their ca~es were pending in the Secretariat for 

a period of six months and 7 percent of the pend1ng cases 

were awaiting disposal for the last three years.15 percent 

visitors paid visit upto 7 times including 8 percent among 

them who visited the Secretariat every no~ and then for the 

disposal of their cases. 

The Preliminary Survey 

The visitors' survey confirmed the speculation that a large 

percentage of visitors visit the Secretariat f0r ~xped1ting dis­ 

posal of their long-pending cases,although there are a good number 

of frivolous visitors also. It rtVedled a serious maltunct1oning 

of the Secr~tar1at system. This 11eed8d to be followed u~ by a 

more comprehensive and systemat1c study. 

For this purpose, a survey o1 49 Sections of 14 Ministries 

was conducted during January 14-17,1987. The survey was designed 

to study the disposed cases only during July-December,1986 in the 

selected M1nistr1es with the following obJectives 1n view 

1) nature of business transacted 1n M1n1str1es; 

ii) speed in disposal; and 

111) level of decision-making. 
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Tha survey was carried out by 132 participants of the 

Sixth Foundation Training Course being conducted by the BPATC. 

A total of 1506 cases were studied in detail by following a 

pre-designed questionnaire. 

The survey findings give the following information on the 

maJor items : 

Nature of Business. Survey data showed that during the 

period under study,correspondence relating to personnel 

management was the highest i.e. about 46 percent,followed 

by financial management (30 percent1fore1~n training(ll 

percent),purchase and sale (9 percent) and repair and 

maintenance (4 percent). The details may be seen at Table 4.1. 
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Table 4.1 Distribution of Corres]X)ndence by SubJect and Ministry 

I 
I 

Category of Corres]X)ndence I 

Sl.No. :Name of Ministry :Personnel :Financial:Purchase :Repair & :Foreign Total 
: Management : Manage-- :& Sales :Marnten- :Training 

'ment 'ance 

1. Finance Division 40 68 2 5 41 156 
(10.36) 

2. Education D1v1s1on 4 147 85 236 
(15.68) 

3. Ccmnerce 45 7 25 5 15 97 
( 6.44) 

4. Relief & Rehabilitation 21 36 15 15 87 
( 5.78) 5. Health and Family 55 6 8 5 2 76 Planning 
( 5.05) 6. Fisheries and Livestock 62 17 15 1 95 
( 6.31) 7. Social Welfare and 77 24 4 3 14 122 Y,orr.en' s Affairs 
C 8.10) 

8. Land 94 5 38 1 138 
( 9 .16) 

9. Works 57 7 13 77 
( 5.11) 

10. Home Affairs 74 5 8 7 2 96 
( 6.37) 11. Religious Affairs 36 84 5 7 1 133 
C 8.83) 

12. Establishment 49 4 2 3 1 59 
( 3.92) 13. Food 28 17 6 9 60 
( 3.98) 14. Irrigation,Water Resour- 50 21 3 74 ces and Flood Control 
( 4.91) 

Total 692 448 141 54 171 1506 (45.95) (29.75) (9.36) ( 3.59) ( 11.35) (100.0) 
Note: Terms rn the parentheses indicate percentage. 
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Speed in Disposal. Time taken to dispose cases varied from Ministry 

to Ministry. Finance Division took the shortest average time i.e. 

5 days to dispose of a case while the Ministry of Works took the 

longest average time i.e. 7 months. The Ministries of Relief and 

Rehabilitation and Education Division each took an average of 6 

days to dispose a case. In almost all Ministries maximum number of 

correspondence were disposed within 15 days and those requiring a 

period of 2-3 years constitute a fraction of the total, not excee­ 

ding 3 percent as such. The details may be seen at Table 4.2. 

Table 4.2 Distribution of Disposed Cases by Ministry 

I Duration of Disposal Sl.No.: Name of Ministry 
Month Dav Rank 

1. Finance Division 00 05 1 
2. Education Division 00 06 2 
3 • Commerce 00 26 7 
4 • Relief and Rehabilitation 00 06 2 
5. Health 00 23 5 
6. Fisheries and Livestock 01 16 10 
7. Social Welfare and Women's 00 17 4 

Affairs 

8 • Land 01 10 9 
9. Works 07 01 12 

10. Home Affairs 00 24 6 
11. Religious Affairs 01 06 8 
12. Establishment 00 20 5 
13. Food 00 12 3 
14. Irrigation,Water Resources 01 23 11 

and Flood Control 
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1,evel of Decision-making. Officers at the level of JoJnt 

Secretary were found to have disposed the h1ghest number 

of cases constituting about 27 percent of the total disposed 

cases. They are followed by Deputy Secretaries who appear 

to have disposed 25 percent of the disposed cases. The 

Senior Assistant Secretaries and Assistant Secretaries alto­ 

gether were found to have disposed only about 3 percent of 

the disposed cases. Similarly, at the Addit1onal Secretary's 

level only 1 percent cases were disposed. Details may be seen 

at Table 4.3. 



Table 4. 3 Distribution of Correspondence by kinistry and Level of Officers 

I I 
I Level of Officers I 

I I ..J.._ 

.No.: Name of Ministry ;Presi-: Advi- : r,.:in is-: Sec re- ;Addl. !Jt.Secy. [Dy , :sr .Asst. ;Asst. Unknown Total 
;dent ser :ter :tary :secy. :secy. [Secy . :secy. 

1. Finance Division 2 1 11 1 54 45 10 32 156 
(10.36) 

') Education 3 4 91 120 18 236 ,:;, . 
(15.68) 

3. Comrerce 9 7 20 51 9 1 97 
(6.44) 

4. nelief and Rehabi- 5 8 10 14 50 87 
Lf tat ron ( 5. 78) 

5. Health and Fantlly 3 30 1 12 27 3 ,6 
Planning (5.05) 

" Fisheries and Live- 1 4 47 17 21 1 4 c~ o. ..,;) 

stock (6.31) 

7. Social Welfare and 5 23 60 30 3 1 122 
Waren's Affairs (8 .10) 

8. Land 1 1 2 37 9 88 138 
(9.16) 

9. Works 4 5 29 35 ".) 1 77 ..., 
(5.11) 

'.J. Harre Affairs 24 25 14 33 96 
(6. 3~/) 

1. Religious Affairs 5 24 8 8 5 83 133 
(8.83) 

r, Establishment 12 1 9 a 10 6 8 4 59 LJ. .., 
(3.92) 

3. Food 6 14 6 32 1 1 60 
(3.98) 

l • Irr1g-ation,Water Re- " 17 lS 27 9 'i4 L, 

sources and Flood Control (4 .91) 
Total 31 L. 73 re 15 409 12 38 317 ---- 

,!,.., 380 15flA 
(2.06) ( C' .12) (4.85) (15. 21) (. 99) ( 27 .16) (25.23) ( .80) (2.52) (21.05) (lCO.G) 

Note: Terres in the r.arentheses indicate percentage. 
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The prel~minary survey of the Sections of the selected 

Ministries revealed severe limitations of the study. First was 

the question of the representativeness of the sample. According 

to our classification of Ministries by the basic thrust of their 

work, there are 16 service Ministries,12 regulation Ministries 

and 8 economic Ministries. In the survey, 9 of the selected Minis­ 

tries fell under the category of service Ministry, 4 under regu­ 

lation Ministry and only 1 under economic Ministry.The sane was,there­ 

fore ,heavily biased in favour of the service Ministries. Secondly, 

we concentrated on delay at processing stages only. We realised 

that considerable delay also takes place in communicating decisions 

to the concerned individual or organisation. A study of delay 

has to look into this aspect also. Finally, the maJor deficiency 

of.the design was that it looked only at the disposal cases and 

took no account of the undisposed ones. The conventional wisdom 

regarding the subJect is that most of the cases that get disposed 

of within reasonable time-limit are the ones that are vigorously 

pursued. It is not theoretically interesting to study them. The 

more rewarding will be a study of those cases that take an unus­ 

ually long time to get disposed of or do not get disposed of at 

all. Keeping these type of cases outside the purview of the study 

was a maJor flaw. 

It need to be mentioned that the study was very helpful 

in conceptualising the issues involved and in getting some 
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prel1w1nary 1de~ as to the magnitude of the problem. In fact, 

data collected through the study helped us 1n selecting the Minis­ 

tries for our final survey. Moreover, the intensive nature af 

the study, despite the bias of sample,y1elded valuable informa­ 

tion on the level of decision-making which can be used 1n inter­ 

preting the results of the final survey. 

THE FINAL SURVEY 

In the light of our experience of the two previous surveys, 

it was intended to carry out a final survey of some Sections of 

a fe~ selected ~inistr1es to enquire into the probable causes 

of delay by concentrating on a few key variables. The survey had 

the following obJect1ves 1n view: 

1) to identify the nature of work done at the Secretariat; 

ii) to find out the levels at which dicisions are being 
made ; 

111) to find out the t1~e generally taken at each level 
1n decision-making; 

iv) to find out the time lag between final decision and 
its communication to the concerned 1nd1vidual or orga­ 
nisation; and 

v) to find out the causes of delay 1n the disposal of 
business at the Secretariat. 

For this study, six M1n1stries constituting about 13 percent 

of the total 11in1str1es at the Secretariat were sel~cted. The 

selected Ministries are assumed to be representative in character 
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to the extent that 3 fall under service category while 2 repre­ 

senL the regulation and 1 economic category. Representation of 

selected Ministries in their respective categories is propor­ 

tional to their total numbers. The six Ma n i s t r r e s comprise of 

89 Sections of which 59(66%) Sections were selected for the 

purpose of the study. These 59 Sections were distributed pro­ 

portionately to each of the Ministries concerned. Thus the sample 

Sections covered a total of 59 Sections, the distribution of 

which was as follows : 

Table 4.4 Distribution of Sample Sections by Ministry 

I :Nurrber of Sections Nurrber of Sections Sl.No.: Name of Ministry 
: (Population) (Sample) 

1. Local Government 12 8 
Division 

2. Land 12 8 

3 • Health and Population 15 10 
Control 

4. Education Division 14 9 

5. Relief and Rehabilitation 12 8 

6. Commerce 24 16 

Total 89 59 
(100%) (66%) 

The scope of the survey was extended to cover all corres­ 

pondence and all cases, disposed or undisposed,during the period 

January-December 1986. A total of 59 Assistant Secretaries/ 
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Senior Assistant Secretaries were drawn from the Secretariat 

itself to carry out the study during March 13-20,1987. 

A questionnaire was prepared to collect information on the 

following aspects in details: 

Types of Communication: 

Find out the total volume of correspondence received in the 

Ministry during the year under study. What percentage of 

it was frivolous and disposable without any action by the 

hl1nistry? What percentage did require actions by the hlin1s­ 

try? The other issue sought to be looked into was the iden­ 

tity of the cl1entele. Who were making the correspondence - 

Government servants themselves? Private citizents? Agencies 

under the Ministries? NGOs? Donor Agencies ? or other 
hlin1stries? 

Nature of Correspondence: 

What did they correspond for - personnel or financial matters ? 

Matters relating to proJect management ? Policy and the like? 

How much time did elapse between receipt and initiation? 

Was there any discrimination in initiation in terms of subJect 
or clientele? 

Disposal Time: 

The S~cretariat Instructions have fixed two weeks as the 

normal disposal time. All cases disposed within that time­ 

l1m1t is considered as disposed for the purpose of the study. 

On the basis of that criterion, the survey sought to find 

out how many cases were disposed, how many were disposed at 
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delays and the range of delay and how many cases remained 
undisposed during the year. 

It further sought to find out the kind of cases that 

were disposed and the speed of their disposal. 

Communicating Time: 

What was the time lag between decision and its communication? 

Reasons for Delay: 

The survey also sought the opinion of the concerned Assis­ 

tnat Secretaries as to what were the causes of delay in the 
disposal of cases. 

Reasons for non-Disposal: 

Finally, we also wanted the opinion of the concerned 

officials as to the reasons for non-disposal of cases. 

The survey entailed the collection of an enormous varieLy 

of data. Their collation needed prior classification and codi­ 

fication for processing through the computer. For this purpose, 

the probable answers under the 7 categories were mentioned and 

each item was given a code number. 

The number of probable answere against two of the substantive 

categories are shown below: 

1. Source of 

Correspondence 
Government servant$ working under the 

Ministry,oLher 1ndividuals,pr1vate 

1nstitutions,NGOs, subordinate offices, 

Statutory Bodies,Departments,~inistires, 

Foreign Mission and International 

Agencies= 9. 
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2. Nature of 

Correspondence 
Personnel management,financial manage­ 

ment,general administration,proJect 

management,tra1n1ng,purchase and sale, 

repair and ma1ntenance,m1n1ster1al 

business and policy= 9. 

It may be mentioned here that under each of the 9 categories 

on the nature of correspondence,there were several sub-categories. 

For 1dent1fy1ng the sub-categories under "m1n1ster1al business", 

the items mentioned 1n Schedule I of the Rules of Business so 

far as they related to selected M1n1str1es were used. To cover 

the items not mentioned a n the data sheet, an "others" sub-c?tegory 

was 1nvar1ably append~d as the last item under all the categories. 

For easy comparability and calculab1l1ty of time across 

references and M1n1str1es, the idea of recording the exact figures 
. 

was abandoned 1n favour of a range. Thus the time taken 1n d1s- 

pos1ng a case or com~un1cat1ng a dec1s1on has been calculated 1n 

terms of weeks rather than days. 

For each correspondence, a separate data sheet was used. 

Data so collected were processed through the computer of the 

Bangladesh Bureau of Stat1st1cs. 
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CHAPTER FIVE 

SURVEY FINDINGS 

The survey findings, as processed through the computer of 

the Bangladesh Bureau of Statistics, may be presented under the 

several broad headings of the design itself. 

TYPES OF CORP.ESPONDENCE 

During the calendar year 1S86,the Sections under study 

received a total of 5606 correspondence of which roughly 9 percent, 

(479 cases) required no processing by the concerned ~1nistries. 

Table 5.1 : Distribution of Category of Correspondence by 
U.inistry 

I 
I Category of Correspondence I 

Nanie of .tv'inistry f No Action Action I Total Required Required 

Land 30 689 71S 
(6.26) (13.44) (12.83) 

Relief and Rehabilitation 11 341 352 
(2.30) (6.65) (6.28) 

Education Division 17 911 928 
(3.55) (17.78) ( 16 . 5G) 

Local Government Division 67 1106 1173 
(13.S9) (21.58) (20.93) 

Health and Family 178 1061 1139 
Planning (37.16) (20.70) (22.11) 

Corr,merce 176 1017 1193 
(36.74) (19.85) (21.29) 

Total 479 5125 5604 
(100) (100.0) (100.0) 

Note: Figures in the parentheses indicate percentage of 
column total. 
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Frivolous Type 

To the category of correspondence requiring no action by 

the Ministries belong such receipt as copies of tour programme, 

post copies of telegrams and routine acknowledgements,copies of 

Joining reports,copies of posting/transfer orders of officers and 

staff of lower organisations,press cuttin~s which are for infor- 

mation only,unsigned or anonyrrous corrmmications or advance copies of 

representation on which no instructions have been recorded by of Li c e r s , 

identical representations from individuals or groups of individuals 

excepting the one that was received first,publications on which no 

specific action is to be taken and the like. Highest percentage of 

this type of correspondence is received in the Ministry of Health 

and Family Planning(37.16 percent) closely followed by the Ministry 

of Cpmmerce(36.74 percent). 

Correspondence Requiring Action 

Of the total correspondence received under "action required" 

category,the Local Government Division received the highest number 

i.e. 21.58 percent followed by the Ministry of Health and Family 

Planning (20.70 percent),Ministry of Commerce(19.85 percent) and 

the Education Division (17.78 percent). 

Share of Correspondence by Sources 

The aforementioned correspondences were received from ten 

sources. Of the total cases received by each of the sources,the 

share of action required cases exceeds 90 percent for aJl 

sources except government servants under Ministry,pr1vate institutions, 
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NGOs and others. As corroared to other sources,the number of action 

required and no action cases for the category 11Inter-1;1n1sterial11 

was th8 highest i.e. 18.42 percent and 20.04 percent respectively. 

Table 5.2 Distribution of Category of Correspondence 
by Source 

Source of 
Correspondence Category of Correspondence 

Govern~ent Servants 
Under 1llnistry 

Other Individuals 

Private Institutions 

NGOs 

Subordinate Offices 

Statutory Bodies 

Departments 

Inter-Ministerial 

Foreign Missions & 
International Agencies 

Others 

479 
(8.55) 

(lOC.O) 

No Act10n .Action Required Total ------- 
68 

(14.20) 
530 5S8 

(10.35) (10.67) 

676 GSO 
(13.19) (12.31) 

328 375 
(6.40) (6.69) 

33 43 
(0.64) (0.76) 

780 868 
(15.41) (15.51) 

298 315 
(5.82) (5.62) 

828 89~ 
( 16. 16) ( 15.97) 

944 1040 
(18.42) (18.b6) 

370 411 
(7.22) (7.33) 

328 3GB 
(6.40) (6.58) 
5125 5604 

(91.45) (100.0) 
(100.C,) 

r n d i c a te p e r c e n t a g e of 

Total 

14 
(2.92) 

47 
(9.81) 

10 
(2.09) 

79 
(16.49) 

17 
( 3. 55) 

67 
(13.99) 

96 
(20.04) 

41 
(8.56) 

40 
(8.35) 

Note: Fipures 1n the parentheses 
colurrn total. 
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Similarly, the number of both action required and no act1on 

cases turned out to be the lowest for ~he NGO category accounting 

for 0.64 percent and 2.09 respectively. 

In order of rnagnJtud~ Inter-ministerial was followed by the 

Departments and the subordinate offices accounting for 15.97 and 

15.51 percent of the total correspondences respectively. The corres­ 

pondences made by the government survants,other individuals and 

private institutions constituted 10.67,12.31 and 6.69 percent of the total 

correspondences respectively. 

The Ministry of Land comes out first in terms of correspon­ 

dence received by it from its own ernployces(l5.99 percent) followed 

by the Local Government Division (11.00 percent), the hlinistry of 

Ilealth and Family Planning (10.90 percent) and the Ministry of 

Commerce(9.05 percent). Ministry of Land also rece1ved the highest 

percentage of correspondence from other individuals (34.35 percent), 

followed by the ~inistry of Health and Family Planning(l4.04 percent) 

and the Local Government Division (13.81 percent). Private Insti­ 

tutions, of course, made the highest percentage of correspondence 

with the l!inistry of Commerce (19.78 percent). The Ministry of 

Relief and Rehabilitation was a distant rival only at 7.39 percent. 

Contact by private institutions with other Ministries was negligi­ 

ble.However, except the Ministry of Commerce, the sub-ordinate 

offices accounted for a maJor share of correspondence of their 

own hlinistries.The highest percentage(22.67) again was found in 
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the share of correspondence of the Ministry of I.and closely 

followed by the ~inistry of Health and Family Planning(20.90 

percent). The percentage share of other H1n1str1es were Local 

Govern~ent Div1sion(15.86 percent),~inistry of Relief and Rehabi­ 

litatiou(13.92 percent)and Education Division(13.69 percent). 

Table 5 • 3 : Distribution of h:inistry by Source of Correspondence 

Source Name of !1,;rnistry 
I ---- ,. I I I I 

Land Relief : Edu cat 10n: Local Govt . : Health Corrmerce ] Total 

Government Servants 115 30 8.l 1"0 135 1C8 598 ,;,.., 

Under l'-:.U, .i st.ry (15.99) (8.52) (8.73) (11.00) (10.90) (9.05) (10.67) 

Other Individuals 247 42 42 162 17Ll 23 GSO 
(~4.35) ( 11. 93) (4.53) ( 13 .81) (14 .04) ( 1. 93) ( 12 .30) 

- Private Institutions 25 26 29 20 29 236 375 
(3.48) (7.39) (3.12) ( 1. 71) (3.15) (19 .78) (6.68) 

NGOs 2 2 3 3 17 16 43 
(D. 28) (0.57) (0.32) (0.26) ( 1.37) ( 1. 34) (0.76) 

Subordinate Offices 163 49 127 186 159 85 869 
(22.67) (13.92) (13.69) (15.86) (20.SO) (7.13) (15.51) 

Statutory Bodies 36 9 23 116 29 102 315 
(5.01) (2.56) (2.48) (S.88) (~.34) (8.55) C5.e'.2) 

Department:::; 7 60 335 129 150 21'1 895 
(0.97) (17.04) (36.10) ( 11. 00) (12.11) (17 .98) (15.97) 

Inter-Ministerial 113 77 173 186 233 258 1040 
(15.72) (21.88) ( 18 .64) (15.85) (18.80) C 21.63) ( 15 .56) 

For-e i.gn l.-'iss1ons & Inter- 3 46 25 47 152 138 411 
national Organisations (0.42) (13.07) (2.69) (4.01) (12.27) ( 11. 57) (7.33) 

Others 8 11 90 195 51 13 368 
(1.11) (3 .13) (9.70) ( 16 .62) (4.12) C 1.09) (6.57) 

Total 719 352 928 1173 1239 1193 5604 
( 12.83) (6.28) (16 .56) (Z0.93) (22.11) ( 21. 29) (100.0) 
(100.0) (100.0) (100.0) (100.0) r ioo.r» (100.0) (100.0) 

.Note: Frgures 111 the parentheses 111d1cate percentage of column total. 
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Education Division received the highest percentage of corres­ 

pondence(36.10 percent) from Departments under its control followed 

by the Ministry of Commerce(17.98 percent) ,Ministry of Relief 

and Rehabilitation(17.04 percent) and ~inistry of Health and 

Family Planning (12.11 percent). 

Inter-ministerial correspondences constituted more than 15.00 

percent of total correspondence received in each individual Ministry 

under study. 

Foreign Missions and International Agencies made the highest 

percentage of correspondence with the Ministry of Relief and Reha­ 

bilitation(13.07 percent) followed by the Ministry of Health and 

Family Planning (12.27 percent) and the Ministry of Commerce(ll.57 

percent). 

NATURE OF CORRESPONDENCE 

The subJect-matter of the correspondences received from 

various sources were classified into nine categories i.e. ,personnel 

management,financial management,general administration,proJect 

management,training,purchase and sale,repair and maintenance,minis­ 

terial business and policy. The Ministries under study were found 

to have received the highest number of correspondences on minis­ 

terial business i.e. ,26.83 percent and the lowest on repair and 

maintenance accounting for 0.59 percent only. Matters reldting to 

personnel management and f1nanc1al management occupied the second 

and third position representing 21.81 and 14.68 p~rcent of total 



80 

Table 5.4: SubJectwise Distribution of Source of Correspondence 

I I I I 1 1 I I I I I 

Source 
:Personnel;Financi-:Gen. ; ProJ. ! Trg. : Pur.& [Repa i r & :Mims. : Policy :unspecified, Total 

:Mgt. :al Mgt. [Adrm , : Mgt. I : Sales [Ma.in ten. [Bus iness : I 
I I 

Government Servants 185 105 62 30 9 23 - 106 10 68 598 

Under !'v'inist.ry 

Other Individuals 158 81 47 8 18 17 15 317 3 26 690 

Private Institutions 7 29 14 8 1 44 - 236 7 29 375 

NCDs 3 9 3 1 - 1 - 11 9 6 43 

Subordinate Offices 185 103 88 107 28 66 1 265 1 45 869 

Statutory Bodies 76 84 34 33 8 19 1 34 3 23 315 

Departments 304 182 64 66 30 43 '6 105 19 80 895 

Inter-ministerial 170 108 126 11S 177 54 5 145 43 74 1040 

Foreign Missions & 3 33 14 43 134 8 1 73 55 47 411 

International A~encies 

Others 47 9 58 12 58 3 2 135 - 44 368 

Total 1238 763 490 4ri~ 463 278 31 1423 150 442 5604 -"'-b 
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correspondence respectively. The share of general administration 

and proJect management turns out to be 9.40 and 7.12 percent res­ 

pectively. The policy oriented correspondence constituted only 

2.46 percent of the total correspondence received from various 

sources. 

Ministrywise Share of Different 
Categories of Correspondence 

Of the total action required cases assumed by each of the 

11inistries, cases falling under the category 'ministerial business' 

constituted the highest for the hlinistries of Land,Relief,Local 

Government and Commerce while those falling under 'personnel manage­ 

ment' constituted the highest for the Education Division and the 

binistry of Health and Family Planning. It is observed that in all 

the Ministries the cases belonging to 'repair and maintenance' 

cate~ory were the lowest accounting for even less than 1 percent 

of the action required cases. It is interesting to note that the 

11inistries of Land,Relief and Education d1d not have any policy 

oriented cases to be taken care oL 
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Table 5.5 Distribution of Action Required Cases 
by Ministry and Subject. 

Source I Miru st.r-y 
: Total I I I I 

Land : Relief : Edu cat 10n : Local Govt. : Health : COJm12rce 
Personnel 98 52 334 212 269 153 1118 Management (14 .22) (15.23) (36.66) (19.17) (25.35) (15.05) (21.81) 

Financial 98 77 176 193 120 88 752 Management (14.22) (22.58) (19.30) ( 17. 45) ( 11.31) (8.65) (14.68) 

General 36 50 147 138 49 62 482 Adnuru.s't.r-at aon (5.23) (14 .66) (16.14) (12.48) (4.62) (6.10) (9.40) 

ProJect 2 20 44 76 214 9 365 Management (0.29) (5.87) (4.83) (6.87) (20.17) (0.88) (7.12) 

Training 19 5 144 99 122 e3 452 
( 2. 76) (1.47) (15.81) (8.95) (11.50) (6.20) (8.82) 

Purchase & 1 6 2 16 25 277 277 Sale (0.15) ( 1. 76) (0.22) ( 1. 45) (2.36) (22.32) (5.40) 

Repair & - 1 4 3 16 6 30 lilaintenance · (0.29) (0.44) (0.27) ( 1. 51) (0.59) (0.59) 

Ministerial 409 129 45 334 196 262 1375 
Business (59.36) (37.83) (4.94) (30.20) (18.47) (25.76) (26.83) 

Policy - - - 7 6 113 126 
(0.63) (0.57) (11.11) (2.46) 

Unspecified 26 1 15 28 4·1 34 148 
(3.77) (0.29) ( 1.65) (2.53) ( 4 .14) (3.34) (2.89) 

Total 689 341 911 1100 1061 1017 5125 
(100.0) (100.0) (100.0) (100.0) (100.0) (100.0) (100.0) 

Note: Figures in the parentheses indicate percentage of colurrm total. 
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INITIATION THiE 

Data reveal that of the total action required cases,the time 

lag between receipt of correspondence and initiation of action was 

the lowest i.e., less than one week for the highest number of cases 

accounting for 63.43 percent. The cases requiring 2 and 4+ weeks 

constituted 12.78 and 10.11 percent of the total action required 

cases respectively. The share of those cases taking 1 week and 4 

v.,eeks turned out to be 3.51 percent each. 

Of the total number of action required cases as assu~ed by 

each of the Ministries,the lag was found to be less than a week 

Table 5.6 : Ministrywise Distribution of Time Lag Between 
Receipt of Correspondence and Initiation of Action 

(In week) 

Narre of 
Ministry 

L'.]. 1 2 3 4 
I 

4+ :Not Ini- Total 
'tiated 

Land 

Relief & 
Rehaba l i tat ion 

Education 

Local 
Government 

Heal th & Family 
Planning 

Comnerce 

378 
( 54 .86) 

274 
(60.35) 

546 
(59.93) 

681 
(61.67) 

687 
(64.75) 

685 
(67.35) 

27 
(3.92) 

6 
( 1. 76) 

33 
(3.62) 

47 
(4.25) 

35 
(3.30) 

32 
(3.15) 

93 
(13. 50) 

33 
(9.68) 

102 
( 11. 20) 

159 
( 14. 28) 

142 
(13.38) 

126 
(12.38) 

52 
(7.55) 

14 
(4.11) 

54 
(5.93) 

61 
(5.52) 

70 
(6.60) 

62 
(6.10) 

33 
(4.79) 

5 
(1.46) 

33 
(3.62) 

47 
(4.25) 

35 
(3.30) 

27 
( 2 .66) 

~ 106 
(15.38) 

9 
(2.64) 

135 
(14 .82) 

104 
(9.40) 

85 
(8 .01) 

79 
(7.77) 

8 
(0.88) 

7 
( 0 .68) 

7 
( 0. 6 G) 

6 
(0.59) 

689 
(100.0) 

341 
(100.0) 

911 
(100.0) 

1106 
(100.0) 

1061 
(100.0) 

1017 
(100.0) 

Total 5125 
(100.0) 

3251 
(63.43) 

180 
(3.51) 

655 
(12.78) 

313 
( 6 .1]) 

180 
(3.51) 

518 
(10.11) 

Note : Figures in the parentheses indicate percentages of row total. 

28 
(0.55) 
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for the highest number of cases(60.35 percent) in the Ministry 

of Relief and Rehabilitation. Within the same time period, the 

Ministry of Land was found to have initiated action on the least 

number of cases i.e., 54.86 percent. 

Of the total correspondences requiring a time of 4 weeks 

and more for initiating action, the highest number of cases 

belonged to the Education Division (26.06 percent) while the 

lowest to the Ministry of Relief and Rehabilitation (1.74 percent). 

Initiation Time by SubJect 

Total cases on which action was initiated in less than a 

week's time,ministerial business occupied the highest position 

(26.67 percent), followed by personnel management(20.92 percent) 

and financial management(15.13 percent). The same pattern is 

repeated for all the other time intervals also. 

In terms of share of total correspondences for each of the 

sources initiated at different time intervals,it may be seen that 

all the sources had their highest number of cases initiated in 

less than a week's time. Those that were left out were taken care 

of at a much slower pace to the extent that the second largest 

number of cases on personnel and financial management and the 

third largest number of cases on ministerial business were ini­ 

tiated on the 4th week or after. 



85 

Table 5.7 SubJectwise Distribution of TlJTle Lag Between Receipt 
0£ Cor respondence and I nit ra t ion of Act ion. 

C In Weeks ) 

SubJect 11 1 2 3 4 4+ : Total 

Personnel 680 39 132 65 42 154 1112 
Management 

Financial 492 21 74 41 28 94 750 
Management 

General 324 15 66 23 14 36 478 
Administration 

ProJect 241 14 44 29 12 25 365 
Management 

Training 291 19 72 27 13 29 451 

Purchase & Sales 179 9 37 21 G 25 277 

Repair & 22 1 1 1 3 2 30 
Maintenance 

Ministerial 867 49 193 85 56 117 1367 
Business 

. 

Policy 91 8 14 6 7 126 

Un-specified 64 5 22 15 6 29 141 

Total 3251 180 655 313 180 518 5097 



STATE OF DISPOSAL 

Of the total action required cases assumed by each of the 

_Ministries, cases disposed within one week have been found to be 

the highest i.e.,39.00 percent in case of the Ministry of Relief 

and Rehabilitation and the lowest for the Ministry of Land occoun­ 

ting for 17.13 percent. Similarly, cases disposed at delays turned 

out to be the highest i.e.,57.30 percent for the Ministry of Health 

and Family Planning and the lowest for the Ministry of Land 47.17 

percent. The undisposed cases are the highest i.e.,35.70 percent 

in case of the Ministry of Land and the l0west for the Ministry of 

Relief and Rehabilitation accounting for 5.57 percent only. 

Table 5.8: State of Disposal of Cases by Ministry. 

Name of 
t.!inistry 

~Disposed within !Disposed but:un-disposed! 
:one ~eek :delayed Total 

Land 118 
(17.13) 

(9.50) 

Relief & 133 
Rehabilitation (39.00) 

(10.71) 

Education 219 
Division (24.04) 

(17.63) 

Local Govt. 229 
Division (20.70) 

(18.44) 

Health & Family 282 
Planninq (26.58) 

(22.70) 

Commerce 261 
(25.66) 
(21.02) 

Total 1242 
(24.23) 
1 

325 
(47.17) 
(11.77) 

189 
(55.43) 
(6.85) 

513 
(56.31) 
(18.58) 

627 
(56.70) 
(22.71) 

608 
(57.30) 
(22.02) 

499 
(4D.07) 
(18.07) 
2761 

(53.88) 

246 
(35.70) 
(21.93) 

19 
(5.57) 
( 1. 69) 

179 
(19.65) 
(15.95) 

250 
(22.60) 
(22.28) 

171 
(16.12) 
(5.24) 

257 
(25.27) 
(22.91) 
1122 

(21.49) 
.o 

689 - 
(100.0) 
(13.44) 

341 
(100.0) 

(6.65) 

911 
(100.0) 
(17.78) 

1106 
(100.0) 
(21.58) 

1061 
(100.0) 
(20.70) 

1017 
(100.0) 

(19.84) 
5125 
(100.0) 
(100.0) 

Not.et Fagur-es in the parentheses andacate percentage of rov and co Iurnn tota 
respectivelv. 
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0:t the· r o t a l cases disposed w1th111 one week, the c,1ses 

disposed by the M1n1stry of Health and Family Planning turned 

out to br' t b e highest r v e . ,22.70 percent while those by the 

Ministry 01 Land to be the lowest representing 9.50 percent. Of 

the cases d1sposed at delays, the ::,hare oi the Local Government 

Div1s1on "as the highest at 22.71 µercent while that of the 

Ministry o1 Relief and Rehab1l1tat1on the lowest account1ng 

for 6.85 percent only. Out o1 the total undisposed case~, th0 

proportion of the t'.1nistry of Corrmerce was the highest 1.e., 

22.91 percent while that of the ~1n1strv Relief and Rehab1l1- 

tat1on the lowest representing 1.69 percent only 

Disposal of Cases by Source 

. Of the total cases received f r orn each o I the 9 source::,, 

highest nun:ber o t curre:::,pondences ( 38. 49 percent) made b v t h « 

Govern men t :::, e r v an l s work 1 n g u n de r l h e /., 1 n 1 st r 1 e s we re cl 1 s nos c' d 

"1th1n one week "h1le disposal 1n the ~drr.c period was Lh~ lowe~t 

for correspondence:::, na d e by the o t.h . r i n d i v i du a l s.t 17 .31 pt.rcent J. 

S1rr1lar]y, the highest n umb e r oi Lcl:-.l!:, t.h.i i wci r- Ui'-,!-'U!:,(•(i ell 

de 1 a y s be 1 on g e d l o t he sub o r cl 1 11 at c u 1 1 1- c e ::, ( 6 1 . 2 b p, · 1 c c· 11 t ! \\ h 1 I c· 

t, h e 1 o \\ e ~ L numb t, r u I c a :::-, e co 1 11 1 h J <.., c <1 1 l ;.:. u r \' ( 1 4 . 2 1 pl - r: c , · r• L ) 

b e l o n g s-d to the JJ11\,ate i n s t r t.u t i o n-. The UllcilSUOSC'd l,:·~t·>e, ,l!JIJt',t! 

to lJE: t h e h i g h e s.t (32.84 percent) i n i·t:~pect or o t h cr r n d i v i dun j , 



and the lowest (15.85 percent) in respect of government servants 

working in the Ministries. 

Table 5.9 : Disposal of Cases by Source. 

I I I 
Source :Disposed within: Disposed but :un-disposed Total 

:one week ' delayed 
Govt. Servants 204 242 84 530 
under Ministry (38.49) (45.66) (lti.85) (100.0) 

(16.43) (8.76) (7.49) (10.34) 

Other Individuals 117 337 222 676 
(17.31) (49.85) (32.84) (100.0) 
(9.42) (12.21) (19.79) (13.19) 

Private Institutions 79 145 104 328 
(24.09) (44.21) (31.70) (100.0) 
(6.36) (5.25) (9.27) ( 6 .40) 

NGOs 7 20 6 33 
(21.21) (60.61) (18.18) (100.0) 
(0.56) (0.72) (0.53) (0.64) 

Subordinate Offices 179 484 127 790 
(22.66) ( 61. 26) (16.08) (100.0) 
(14.41) (17.53) (11. 32) (15.41) 

Statutory Bodies 53 176 69 298 
(17.78) (59.06) ( 23. 16) (100.0) 

(4.27) (6.38) (6.15) (5.82) 

Departments 173 502 153 828 
(20.89) (60.63) ( 18. 4 8) (100.0) 
(13.93) ( 18. 18) (13.64) ( 16. 16) 

Inter-ministerial 267 488 189 944 
(28.28) (51.70) (20.02) (100.0) 
(21.50) (17.68) (16.84) (18.42) 

Foreign Iv~issions & 95 197 78 370 
International (25.68) (53.24) (21.08) (100.0) 
Organisations (7.65) (7.13) (6.95) (7.22) 

Others 68 170 90 328 
(20.73) (51.83) (27.44) (100.0) 
(5.47) (6.16) (8.02) (6.40) 

Total 1242 2761 1122 -5125 
(24.23) (53.88) (21.89) ( 100.0) 
(100.0) (100.0) (100.0) (100.0) 

Note: Figures in the parentheses indicate percentage of row and colurrn total respectively. 
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Of the total cases d r s oo s o c w i t h i n one wc e k , t.h o corres­ 

pondences r e c e i ve d ircrr k1n1sLr1os turn cut to be the, h i e b c s t 

(21.E:.O percent) and those Li on t h e t;cos t hr- lowest (0.:,6 percent). 

from the Denar1~ents v.ere the highest (18.18 rercenr) ~h1lP the 

shar,· 01 tLl:' r,;(,0::, 1:::, the Lowr- s.t «< c.ou r-t a n p 1c~1 0.7'.2 ;icrccnt o n l , 

0 t t h c- 1 o l .1 J u n d 1 s posed ca~(~ '::3 , the cases rec e 1 v e d Ir o rr: 

,;tbE'1 i n d i v i o ua Ls t.u r n e d out ll> De the h i gh c s t CJ9.7S percent) 

a n o t J-,u~.,- r,21..·e1 v--d 1 ron the l'·C·O'=' tLe lowest ( C·. 52 percent). 

~ourcev.ise Pate of D1s~osal v1th 
-- -------------- - Disposal Time 

ll v~~ found that 1122 cases(21.9 ncrcent) o! 1te total 

a c t i o r. , l, , 1 1 1 e c1 c a. '::3 es 1, ere nut c1 J :::, o o s e d 3. 1 d J 1 . Th E c n s es ct i s - 

P<)!:.l'c! w i t h i n ~l:c,'~ i n a.n a month c o n s t r t u t s-n :)C.-1 p e r c o n t ol t h e 

total a c t r o n required cases v.h i I.e thuse t ak i n g six months and 

abo\0 accouPted !or 1.7 percent only. The Cdse~ d1~pused "1th1n 

d. ~, e r 1 o cl o f 1 - 2 a n c1 3 - 4 rr o n t I, s c. o n s t i t u t e d 12 a n d 6 . 8 p e r c e n t 

of the total disposable cases res9ect1vely. 



Table 5.10 : Sourcewise Disposal Rate of Correspondence by Ministry 

(In Month) 
I I 
I Duration of Disposal Source :undisposed~ I Total ' 

I 0 I ll I 1-2 I 3-4 I 5-6 :Abo,e 6 I I I I I 

Government Servants 84 45 301 53 33 9 5 530 
Under the Ministry 

Other Individuals 222 34 291 64 44 11 10 676 

Private Institutions 104 11 155 34 19 3 2 328 

NGOs 6 3 17 2 5 - - 33 

Subordinate Offices 127 56 422 106 43 21 15 790 

Statutory Bodies 69 17 122 42 26 11 11 298 

Departments 153 20 438 110 68 22 17 828 

Inter-ministeriaJ 189 53 500 120 54 18 10 944 

Foreign Missions & 78 13 178 40 41 9 11 370 
International Agencies 

Others 90 10 159 42 16 6 5 328 

Total 1122 262 2583 613 349 110 86 5125 



Only 2.1 percent of the total disposable cases were found 

to have been disposed within five to six months. 

Ministrywise Rate of Disposal 
w~th Disposal Time 

The proportion of un-disposed cases were found to be the 

highest (22.91 percent) in the Ministry of Commerce and the 

lowest in the Ministry of Relief and Rehabilitation(l.69 percent). 

Table 5.11: Ministrywise Disposal Rate of Correspondence. 

On Month) 
I I 

Ministry :unctisposect: Duration of Disposal 
I Total 

( L 1 1-2 3-4 5-6 [Above 6: I 0 
Land 216 15 266 73 57 18 15 689 

(21.93) (5.34) (10. 30) (11.91) (16 .33) (16.36) (17 .44) (13.44) 

Relief & Reha- 19 12 257 33 12 5 1 341 
bilitation ( 1.69) (4.58) (10. 03) (5.38) (3.44) (4.55) ( 1.16) (6 .65) 

Education 179 20 477 125 64 26 20 911 
(15.95) (7.63) (18.47) (20.39) (18 .34) (23.64) (23.26) (17.78) 

Local 250 86 509 143 80 24 14 1106 
Government (22.28) (32.82) ( 19. 70) (23.33) (22.92) (21.82) (16.28) (21.58) 

Heal th & Family 171 71 589 126 71 18 15 1061 
Planning (15.24) (27 .10) (22.80) (20. 56) (20.34) ( 16 .36) (17.44) (20.70) 

Conmerce 257 59 483 113 65 19 21 1017 
(22.91) (22.53) (18. 70) (18.43) (18 .63) (17.27) (24.42) (19.85) 

Total 1122 262 2583 613 349 110 86 5125 
(100.0) (100.0) (100.0) (100.0) (100.0) (100.0) ( 100.0) (100.0) 

Note Figures within parentheses indicate percentage of column total. 
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Of t he total cases disposed within le'. ~ than a month, the 

Ministry of Health and Family Planning turned out to have disposed 

the highest number of cases (22.80 percent) while the Ministry of 

Relief and Rehabilitation the lowest (10.03 percent). Of those 

cases which took six months and ~ore to be dispo~ed,the share of 

the Ministry of Commerce,Education Division and the Ministry of 

Health and Family Planning turned out to be 24.42, 23.26 and 

17.44 percent respectively. 

SubJectwise Disposal Time of Delayed Cases 

Of the total cases disposed at delays, highest number of 

cases,691(25.21 percent) were disposed in less than 15 days while 

15.39 percent of the cases took the longest disposal time i.e., 

91 days and above. 

Of the cases disposed in less than 15 days, those belonging 

to personnel management constituted the highest number i.e. ,25.58 

percent while the repair and maintenance cases accounted for the 

lowest (1.01 percent). It is also observed that the cases that 

took the longest time i.e., 91 days and above, cases pertaining 

to personnel management again occupied the highest position 

(25.41 percent) and those related to repair and maintenance the 

lowest (0.47 percent). Within that range, of the cases disposed 

within 15-21,22-30, 31~45 and 46-90 days, the proportion of cases 

belo;ging to ministerial business turned out to be the highest 

accounting for 24.28,26.05,26.03 and 26.34 percent respectively. 
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Table 5.12 Disposal Time of Delayed Cases by SubJect of Correspondence 

(In' Days) 

I 
I 

I Range of ,Delay ! Total 
SubJect } 

L15 I 15-21 I 22-30 ; 31-45 I 46-90 I 91+ 
I I 1 I 

Personnel Management 178 107 80 80 95 108 648 

(25.58) (23.94) (21.05) (21.92) (21.21) (25.41) (23.47) 

Financial Management 131 68 53 50 69 55 426 

(16.82) (15.21) (13.95) (13.70) (15.40) (12.94) (15.43) 

General Administration 71 36 38 23 44 34 246 
(10.20) (8.05) (10.00) (6.30) (9.82) (8.00) (8.91) 

ProJect Management 40 41 33 35 29 25 203 
(5.74) (9.17) (8.68) (9.59) (6.47) (5.88) (7.35), 

Training 39 31 31 38 51 55 245 
( 5. 60) (6.94) ( 8. 16) (10.41) (11.38) (12.94) (12.87) 

Purchase and Sale 37 28 23 26 23 24 161 
(5.32) (6.26) (6.05) (7.12) (5.13) (5.65) (5.83) 

Repair and Maintenance 7 4 - 3 1 2 17 
(1. 01) (0.90) (0.82) (0.22) (0.47) (0.62) 

Ministerial Business 162 113 99 95 118 98 685 
(23.28) (24.28) (26.05) ( 26. 03) (26,34) (23.06) (24.81) 

Pol1cv 2) 14 10 6 4 7 62 
(3.02) (3.13) (2.63) (1.64) (0.89) C 1.65) (2.25) 

Nol Spec1fied 10 5 13 9 14 17 68 
(1.44) C 1. 12) (3.42) (2.47) (3.13) (4.00) (2.46) 

Tota] 696 447 380 365 448 425 2761 
(100.0) (100.0) (100.0) (100.0) (100.0) (100.0) (100.0) 
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Min1stryw1se Disposal Time of Dela~~~ 

All the Ministries under study had disposed of the highest 

number of delayed cases in less than 15 days' time. Among the 

cases disposed 1n less than 15 days,the share of the Ministry of 

Table 5.13 : Disposal Time of Delayed Cases by Ministry. 

(In Days) 

Ministry 
91+ 

Duration of Disposal Total 
L15 15-21 22-30 31-45 46-90 

Land 76 
(10.92) 

Relief & Reha- 74 
b1l1tat1on (10.63) 

Education 135 
(19.40) 

126 
(18.10) 

· Local Govt. 

· Heal th and 161 
Family Plamnng(23.13) 

Cornnerce 124 
( 17 .82) 

46 
(10.29) 

37 
(8.28) 

39 
(10.26) 

23 
(6.05) 

75 76 
(16.78) (20.00) 

103 
(23.04) 

111 
(24.83) 

75 
( 16. 78) 

98 
(25.79) 

79 
(20.79) 

65 
(17.11) 

39 
(10.68) 

17 
(4.66) 

68 
(18.63) 

98 
(26.85) 

81 
(22.19) 

68 
( 15. 18) 

22 
(4.91) 

91 
(20.31) 

90 
(20.09) 

91 
(20.31) 

62 86 
(16.99) (19.20) 

57 325 
(13.42) (11.77) 

16 18~ 
(3.76) (6.85) 

68 
(16.00) 

513 
(18.58) 

112 627 
(26.35) (27.71) 

85 
(20.00) 

608 
(22.02) 

87 499 
(20.47) (18.07) 

Total 696 
(100.0) 

tJ25 2761 
(100.0) (100.0) 

447 
( 100. 0) 

380 
(100.0) 

365 448 
(100.0) (100.0) 

Note Figures 111 the parentheses indicate percentage of colunm total. 
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Health and Family Planning was the highest (23.13 percent) 

while that of the Ministry of Relief and Rehabilitation the 

lowest (10.63 percent). Among those disposed between 15-21 

days, the cases belonging to the Ministry of Health and Family 

Planning turned out to be the highest i.e., 24.83 percent. Of 

the cases disposed within 22-30, 31-45 and 91 days and above, 

the proportion of cases belonging to the Local Government Division 

appeared to be relatively high as compared to other Ministries. 

Among cases disposed within 46-90 days, the cases belonging to 

the Ministry of Land turned out to be highest. 

Undisposed Cases 

A total of 1122 cases remained undisposed at the close of 

the 1986 calendar year. The Table below will show the duration 

in d~ys during which these cases remained undisposed. 

Table 5.14 Undisposed Cases by Duration of Pendency. 

(In Days) 

1-7 8-15 16-21 22-30 31-45 46-90 90+ Total 

29 33 32 30 62 188 748 1122 

It is evident that a maJority of the undecided cases had 

remained so for 90 days or more. 

Undecided Cases by 
SubJect and Ministry 

One-third of the und1sposed cases (374) belonged to m1n1ster1al 

business followed by another large number of cases (215) on 
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personnel management. Financial management cases constituted 

the third largest category of the undecided cases. Though only 

81 cases were found as undisposed under the policy category, 

proportion of its in-category share is exceedingly high in as 

much as only very few cases on policy were dealt in the Sections 

during the year. 

Table 5.15 : Distribution of Undisposed Cases by 
SubJect and Ministry. 

Name of 
Ministry 

SubJect 
1 

: : :ProJ. Pol icy: Per Mgt : Fm. Mgt. : Gen. Admn. : Mgt. 
' :Pur &:Repair & ·:Ministerial 
:Trg. :sale ;Marnten. :Busrness 

Land 

Relief 

Education 

· Local 
Government 

Health 

Commerce 

16 

0 

7 

12 

18 

2 

58 

32 

175 

2 

5 

88 

34 

9 

22 

38 

3 

1 

21 

21 

0 

3 

8 

26 

0 

0 

56 

30 

0 

2 

1 

3 

0 

0 

1 

0 

19 

27 

68 

37 

10 

16 

22 27 

0 21 

19 

85 

1 

51 

0 

1 

5 

19 

Total 215 70 81 129 59 134 58 374 2 

Data show that about 45 percent undisposed cases on ministerial 

business belonged to the Ministry of Land. Local Government Divi­ 

sion and the Ministry of Commerce have respectively 88 and 85 

cases undisposed under this category. Ministry of Health and 

Family PlanninE had the largest number of undisposed cases on 

personnel management followed by the Education Division. 
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DISPOSAL BY HIERARCHICAL LEVELS 

Disposal TJ.me by Level 

T11re taken to dispose a file varied between levels in the S3.ID2 Ministry 

and between same levels in different Ministries. On an average,an Assistant 

Secretary took 8 days to dispose a matter while a Deputy Secretary and an 

Additional Secretary took Just a day. Joint Secretaries and Secretaries required 

2 days on an average while the Ministers 3 days. As indicated by survey data, 

the longest t11re at Assistant Secretary and Secretary's level were taken at 

the Ministry of Land. 

Table 5.16 : Average Duration for Disposal of Cases 
by Level and Ministry. 

(Number of Days) 

Mma s't ry 
1 Level '.-:-----:-=-----=-=---:,--:-,:--=----;-----~------,,~------- 
:Asst. :Dy. :Jt. ,Addl. :8 t •1 t 'Oth •• t ,8 'S 'S 'S , ecre ary 11inis er , er rY!inis ry 
1 ecy. 1 ecy., ecy., ecy. 1 

Land 11 

Relief & Reha- 4 
bilitation 

Education 7 

Loe al Govt . 8 

Health & F.P. 10 

Comnerce 7 

All Ministries 8 

2 

1 

7 

2 

9 

2 

7 

10 

1 

29 0 

1 

2 

2 

1 

1 4 

2 

4 8 

2 26 

2 

1 

1 

2 

1 

2 

1 

2 

2 

3 

3 

3 

10 

24 

16 

1 

1 

In the Ministry of Health,Local Government and Education Divisions, 

averag, L1JTJ8 taken by Assistant Secretaries closely follo~,ed that 

of the !llrnistry of Land at 10 ,8 and 7 days respectively. 
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Disposal of Cases by Level 

and by SubJect 

Assistant Secretaries and Secretaries had disposed the 

highest number of cases on personnel management representing 

25.79 and 25.25 percent of the total cases disposed by them 

respectively. In the cases of other levels including that of 

the l'-nnister, disposal of personnel management cases occupied 

the second highest position. Disposal of personnel management 

cases by all levels constituted 21.76 percent of the total cases 

disposed second only to disposed cases on ministerial business. 

Th~s item constituted 26.73 percent of the total disposed cases 

under which disposal at the Minister's level was the highest 

i.e., 36.59 percent of the disposed cases at that level. Minis­ 

terial cases also involved heavy inter-ministerial consultation 

as is evident from the highest percentage of disposal (46.06 

percent) of the total cases by other Ministries. Cases on train­ 

ing were mostly disposed at the level of Secretary and Minister 

represented by 11.88 and 18.41 percent of the total cases dis­ 

posed by them respectively. 
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Table 5.17 Dispos~l of Cases by Level and by SubJE-'Ct 

(All Mim.stry) 

Level 
SubJect :Asst.Secy:Dy .Secy. :Jt.Secy. : Addl. Secy. : Secretary: Mm ast.er ' mher ( President ! Total 

.· -·-W-~§..tJ"'_y 
Personnel Mgt. 138 235 345 16 253 86 39 3 1115 

Financial Mgt. 71 230 249 14 128 17 41 - 750 

General Admn. 72 119 111 9 99 36 24 5 475 

ProJect Mgt. 45 68 122 3 75 20 31 - 364 

Training 24 71 106 7 119 81 28 13 449 

Purchase/Sale 33 62 101 4 42 12 20 - 274 

Repair/Maintenance 3 9 15 - 3 - - - 30 

Ministerial 104 262 417 28 216 161 181 1 1370 

Policy 

Unspecified 45 31 73 23 67 27 29 3 298 

Total 535 1087 1539 104 1002 440 393 25 5125 
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Number of Cases 

Disposed by Level 

During the year under study, a total of 5125 cases were 

disposed. It is found that the Joint Secretaries had disposed 

the highest number of cases (1539) and the Additional Secretaries 

the lowest number (104 cases). The Assistant Secretaries had dis­ 

posed only 535 cases. 

In terms of Ministry, data reveal that the Joint Secretaries 

in the Education Division had disposed the largest number of cases 

(40.94 percent) followed by the Ministry of Commerce (33.53 per­ 

cent) and Ministry of Land (30.04 percent). At the Secretary's 

level, the Secretary, Ministry of Relief and Rehabilitation had 

disposed the highest percentage of cases (31.38 percent) while 

the ~ecretary,Ministry of Land the lowest percentage (9.00 percent) 

of cases. 

At the Assistant Secretary's level, the highest percentage 

of disposal was a meagre 13.48 percent at the Ministry of Health 

and Family Planning with the lowest disposal showing up at the 

Min a s t r y of Land ( 6 . 6 8 ) . At the 11 in a s t e r's 1 eve 1 , th e h i g h est 

percentage of cases (20.07 percent) were disposed by the Minister 

for Local Government while the lowest percentage of cases were 

disposed by the Minister for Land (1.16 percent). 
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Table 5.18 : Ministrywise Disposal of Cases by Level 

( In Number ) 
I 
I 

Ministr~ I Total Level I 
I 1' I 

!EducationlLocal Govt. 
I I I Land I Relief I Health Commerce I I I 

Asst. Secretary 46 39 80 105 143 122 535 

Deputy Secretary 190 83 198 172 258 186 1087 

Joint Secretary 207 61 373 253 305 341 1539 

Addl. Secretary 11 13 23 15 16 26 104 

Secretary 62 107 147 -234 207 195 1002 

M1n1ster 8 34 45 222 57 64 440 

Other Ministry 155 4 41 44 67 82 393 

President - - 4 12 8 1 25 

Total 689 341 911 1106 1061 1017 5125 
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.f.OMMUNICATING DECISIONS 

AbouL 50 percent of the decisions, irrespective of the 

time taken in disposal of cases, are corrununicated wj_thin a weeks' 

time after disposal. The rate of communication then comes to a 

very negligible figure with the passage of time for the cases 

disposed within a week or even 2 to 3 weeks. The situation,however, 

improves with regard to cases disposed in four weeks' time or rrore. 

The significant fact about communicating decision is that 

about one-fourth of the decisions made in file are not communi­ 

cated at all. This is very dominant with regard to cases disposed 

in 1 week's time where 50 percent of the decisions are not commu­ 

nicated. Similarly, of all decisions taken in 2 weeks' time,more 

than one-fourth of them are not communicated. The number of "not 

communicated" cases decreases with the increase in disposal time 

of cases. 

Table 5.19 Number of Cases by Duration of 
Disposal and Communication. 

Duration of : 
_gommunication: 
In Days : 

Duration of Disposal in Days 

1 - 718 - 15116-21 22-301 31-451 46-90 I 91 + 
1242 696 447 380 365 448 425 

1 - 7 

8 - 30 

30 + 

576 

6 

6 

442 

75 

3 

176 

265 

95 

2 

85 

188 

114 

3 

75 

182 

91 

20 

72 

193 

106 

43 

106 

177 

90 

72 

86 Not Ccomimcat.ed 654 
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Reasons for Delay in 

Communicating Decisions 

The reasons for delay in communicating decisions were 

noted to be manifold such as heavy workload, delay in approval 

of draft, absence of typist, absence of Section Assistants,lack 

of logistics and direction to withhold from higher authority. 

Heavy workload was found to be the main reason for delay in 

c ommu n a c a ting dee r s i on s for 21. 63 percent cases. Delay .i n appro­ 

val of draft and absence of typist accounted for 7 percent delay 

in each case. 

REASONS FOR NON-DISPOSAL 

The largest number of und1sposed cases (23 percent) were 

found 111 the Ministry of Conunerce while the lowest(2 percent) 

in the Ministry of Relief and Rehabilitation. The proportJon of 

undisposed cases belonging to the Ministry of Land and the Local 

Government Division turned out to be 22 percent each. The Ministry 

of Education and Health had a share of 16 and 15 p0rcent respec­ 

tively of the total und1sposed cases. 

The reasons for non-disposal of cases as cited by the 

concerned officers were many and varied. Of the total number of 

undisposed cases,the highest number i.e. ,44 percent could not be 

disposed due to incomplete processing. Lack of urgency of disposal 

and multitude of hierarchy were cited as the main reaso11s for 

non-d1sposal of 7.00 and 2.0 percent of the total undisposed cases respectively. 

Cases not disposed for large nurrber of queries and lack of effective superv1s10n/ 

guidance account for 3.0 percent of the total w1disposed cases each. 
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Table 5.20: Distribution of Marn Reasons for non-Disposal 
of Cases by Ministry 

I 
I M1111stry Reason:::, ,· Total •Land i Re l ref Education1Loc.Govt.1Health 1 Corrrnerce 1 I 

Incomplete processing 110 7 94 99 89 89 488 (43.49) 
Multitude of Hierarchy 2 1 2 4 6 5 20 ( 1. 78) 
Large Number of Queries 4 10 10 10 34 (3.03) 
Lack of Urgency of 11 1 26 24 1 19 82 (7.31) Disposal 

Laci< of Effective 10 4 1 2 15 32 (2.85) 
Guidance 

High Incidence of 4 2 1 1 11 2 21 ( 1.87) 
Consul tat ion 

Lack of Polley Direction 20 1 2 6 5 5 39 (3 .48) 
Inter-ministerial Dispute 1 4 2 7 (0.02) 
Court Cases 5 1 2 10 18 (1.60) 
Wrong Despatch 1 1 2 (0.18) 
High Central & Desp.Syst.- 2 2 (0.18) 
Inadequate Logistic 7 7 (0.62) 
Support 

Rules & Regulation 2 1 3 (0.27) 
Unknown 

Tendency to Push up 2 2 4 ( 0. 36) 
File Lost/Missed 2 3 5 (0.'15) 
Correspondence Lost/Missee - 1 G 7 (0.62) 
Others 70 6 17 72 27 55 247 (22.01) 
Not Specified 5 20 24 26 29 104 (9.28) 

Total 246 19 179 250 171 257 1122 (100.0) 
( 21. 93) C 1.69) (15.95) (22.28) (15.24) (22.91) 



0£ the total undisposed cases,the highest nunber i.e.,33 percent 

belonged to ministerial business follov.,ed by personnel managmient accoun- 

ting for 19percent. It is observed that tTDst of the cases covering all 

subJects under study could not be disposed mainly due to incomplete processing. 

Table 5.21: Dist1.1bution of Main Reasons for non-Disposal 
of Cases by SubJect. 

I 
I I 
+-- 
I P1l 

Incomplete Processing 101 

Reason 

Multitude of Hierarchy 9 

Large Number of 11 
Queries 

Lack of Urgency of 
Disposal 

Lack of Effective 
Guidance 

High Incidence of 
Consultation 

Lack of Policy Direction 5 

Inter-ministerial 
Disputes 

Court Cases 

Wrong Despatch 

High Central Desp.Syst. 

Inadequate Logistic 
Support 

Rules & Regulations 
Unknown 

Tendency to Push-up 

File Lost/Missed 

Correspondence Lost/ 
Missed 

Others 

Not Specified 

36 

14 

SubJect 
----+----•---- 

FM ' GA ' PM ' TR _ ___.__P_S _ __.__R_&_· M__._1~_.l___PL ' NS 

35 24 32 69 6 193 1 27 488 

3 

3 

I 
_ _,_ :Total 

2 

5 

2 

2 

2 

1 
2 

4 

20 

34 8 

18 22 7 5 12 10 1 5 2 82 

7 13 3 1 7 1 32 

2 3 1 1 2 1 10 1 21 

3 

2 

3 

1 

1 

1 

5 

2 
1 20 

1 
39 

3 7 

4 1 1 

1 
9 

1 
2 

2 

2 

7 

2 

2 5 

1 2 3 

1 

2 

4 

2 

1 
1 4 

5 

7 

]_ 1 
2 1 

30 

9 

15 

5 

9 
4 

24 

15 

2] 

3 

94 

28 

1 
21 

17 247 

5 104 

Total 215 129 70 59 134 85 2 374 23 58 1122 
(19.16)(11.50)(6.24)(5.26)(11.94)(5.17) (0.18) (33.33) (2.05)(5.17)(100.0) 
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CHAPTER SIX 

ANALYSIS OF MAJOR FINDINGS 

In a search for causes of delay in the disposal of business 

at the Bangladesh Secretariat, the survey was carried out with 

the limited purpose of measuring the speed of disposal on a few 

dimensions. The phenomenon of delay is surrounded by myths,lores 

and stories to an extent that an understanding of the problem 

on an empirical basis was a necessity. To that end, the focus 

of the study has been primarily diagnostic rather than finding 

causal relationship between variables. Delay is so inextricably 

interwoven in a seamless web of causalities that to try to make 

a scientific study on the subJect will not only be unrewarding 

but also impossible. It may, however, be emphasized that the 

meijsures used in the survey are sufficient 1n identifying the 

weak areas for intervention. In analysing the findings, we ~111 

first highlight the state of disposal in the Secretariat and then 

try to relate the emerging pattern w.tth a few probable causes. 

An attempt will also be made to infer from the available data 

some behavioural response of both the o!f1c1als and the clientele 

to the current mode of disposal. In the concluding SEct1on of 

this chapter we will venture some suggestions for improving the 

rate of disposal and overall efficiency of public administration 

in Bangladesh. 



STATE OF DISPOSAL 

Disposal means taking a final decision on a pending reter­ 

ence and communicating it to the concerned party or organisation. 

Disposal has two aspects : a final decision in the file and 1ts 

communication. In our analysis we will cover both the aspects. 

Disposal in Files 

During the calendar year 1986, the sampled Sections under 

the six Min1stries received a total number of 5604 correbpond0n­ 

ces, of wh i c h 497 required no a c t i on wh i I e 5125 were to be pro­ 

cessed . 0 f the t o t a J act ion re qui red cits es , the 111 n i c, t r .i e:::, d 1 s - 

posed at different time interv8J~ 4003 cases (78.:SJ nerLent) 

keeping 1122 cases (21.49 percent) und1sposed at the <"'11d o I t h c 

year. 

Ru 1 es re q u 1 re mo s t of L h c c a-, c • c., to h c.: cl t> c 1 c! c cl c1 n ,' rJ: c 1 ..., 1 o ri ,, 

c ornrnu n i c a t.o d within t\10 we e k s f r oin t.h c. d a t.r- o I 1 ('l e i p i ,JJ t.h-- 

corresponc!L-ncec,. D,llc1 r eve a I t h.i i '.!·J.'.c'.'.:l prJrcen1 c,t::it.::--- •'.t ll ,_11 

po s e d 1111h1n a. w o e k on lile wh i t c- o n l v 37.SJ pc. i c c n t Cdc,t--. could 

be d i s po s e d V>1LhJn t.h e s t i pu l a t ed L1n·,- .. 01 those a1::,1Jo':>tcc1,.~u0ut 

25 percent b c Lo ng e o le) personnel 111,u1,lgernenL all of wh i c n de, 1101 

1 a \I J u 1 I J 1 J. 1 I \\ .i t h 1 n fTi i n 1 s t " r 1 a l J u r 1 ::o d 1 c 1 1 on . 

Th0 situation, however, improves with correspond1ng 1ncre0s~ 

111 t1me rang~. Thus ~1nistr1es \\e1e found to have d1spob~cl ofi 

53.95 ]Jt:c'rcent case:::, 111 a monLh'~ 11me and 78.11 percent ca::oes 

111 3 rron 11'::-, time or more. About 10 percent oi the disposed Cabe':> 



took more than 3 rron t h s for their disposal. It is to be noted 

that ~1nisterial business and policy-oriented cases accounted 

ior only 24.71 percent of such cases. The overw~el~1ngly larµer 

share of these highly delayed cases were taken by such subJects 

as personnel ~anagement (25.41 percent), financial manage~ent 

( 12. 94 percent), training ( 12. 94 percent) and general adui n i s t ra- 

t ion ( 8 percent). Mo s t of the correspondences u n de r these s ub j ec ts 

were not to be dealt with by the Ministries under the e~1st1ng 

rules and procedures. ~uch of the bla~e for delay seems to he a 

consequence of irinistry's overconcentratiun of governmental 

business at the Secretariat. 

Undisposed Cases 

Of the 1122 undisnosed cases, 748 had been pend1n~ with 

the hlin1str1es for more than three months. One-th1rd of the und1s­ 

po sed cases ( 374) belonged to ministerial business :to] Lowe d b v 

the second larrest number of cases (215) on personnel mana~e~ent. 

45 percent of tl1e undisposed rrinisterial cases belonged to the 

Ministry of Lano while the Ministry of Health and Family Planning 

and the Education Division had respectively the largest and the 

second larfest number o± undisposed cases on nersonnel reanagement. 

Ministries are primarily set up to deal with various policy 

issues of the government. It 1s interesting to note th8 total 

number of pol icy cases and their d i s po s a L. It will be seen that 



except in the Ministry of Comnerce,number of policy-related 

cabeb in other Ministrieb is neglJgible and even thc~e are not 

disposed within reasonable time. 

Table 6.1: Disposal uf Policy Cases 
in Different Ministries 

Ministry Total Cases Di.::,posed Undisposed 

Land 16 0 16 
Relief 0 0 0 

Education 7 0 7 
Local Govt. 19 7 12 
Health 25 6 19 
Commerce 140 113 27 

Total 207 126 81 

Among the undisposed cases, the largest number(222 cases) 

related to members of the public followed by correspondence from 

Ministries (189 cases),Departments (153 cases) and subordinate 

offices (127 cases). The highest number of undisposed cases were 

found i1 the Ministry of Commerce (23 percent) while the least 

in the Ministry of Relief and Rehabilitation. The Mi11istry of 

Land and the Local Government Division closely foJlowed the 

Ministry of Commerce by each having a proportion of 22 percent 

of the undisposed cases. 



Cornmun1cat1ng Dec1s1on.s 

The Secretariat InsLruct1ons have provided that decisions 

WO U 1 d b e m d. d l: d.11 d C O mm U 11 l C at e d t O L h e:, l- 0 n C e r 11 e d p cl r t y O l u l µ, ,L ll l - 

bd.t1on w1th111 Lwo week~' after the receipt of a correbµondence. 

Judged by that cr1ter1on, the state of commun1cat1ng orders 1s 

111 a total mess 1n the Secretariat. Of the dec1s1ons made 111 two 

weeks' time only 50 percent could be communicated d u r t n g the same 

period. Worse still lb the fact that 40 percent of those were not 

ev e n c ommu n r c a r.r.r! by the close of the year under study. The 

rema1n1ng 10 percent of the decisions were communicated at delays 

c1t different time 1ntervals. It 1s quite apparent that promptness 

111 dec1s1on-mak1ng on file 1s largely negated by de:,lay 111 commu­ 

nicating and more so by not commun1cat1ng at all. If the state 

of disposal on f1Je was bad, the state of commun1cat1ng them 1.s 

many times worse. 

There 1s,however, something to be said on comrnun1cat1ng 

dec1s1ons. There 1s a requirement of a m1n1mum processing time 

for converting a dec1s1on on f1le into an operat1onable order. 

There are broadly t"o modes 111 which Secretariat decisions are 

cornmu n i c a t ed. In the 111st mode, de c i s i o n s, are transcribed on 

tht file of the referring Ministry and despatched to the concerned 

officer of that M1n1stry for further act1on. This 1s rather 

straightforward and does not t n v o I ve much processing t 1n,e. In the 

other mode,dec1s1ons on file are to be written 111 3ppropr1ate 



language and £or~, shown to officers at h1gher levels of the 

hierarchy for arproval,tyoed and du1)licated and then c.(•nt to the 

Despatch Section of the Ministry for tr,1.n.srr.1ttal. This i1Jvolves 

lot of staff and logistic support. Somet.1mes drafts are also 

reauired to be vetted by concerned Jiin1.str1es when decisions 

involve finances of the government or 1ntricate questions of la~ 

or its interpretation or involve modification,addition or alter­ 

ation of existing government policies. The time lag between a 

decision and its coll1!Punication is inherent and may not a l wu y s 

strictly follo~ the .statutory prescriptions. 

The other fact is that not all decisions will call for their 

communication on a one-to-one basis. It is not very rare in gov­ 

ernmental operations that one order disposes off a number of 

correspondences. Sorr.etimes decisions on files are corr.municated 

verbally and these are not always tallowed up either by written 

m i.nu t.e s, or written con:munication. There would still be a f ev­ 

occasions when the decision i.s taken at such a belated stage that 

1ts ralevance has already been overtaken by other developrr.ent.s 

and there is no sense in its COP.lmunication. 

Frorr. our experience of work.1ng in the Secretariat, we con­ 

sider that 5 percent of the total disposed cases will cover those 

occasions when decisions could not be cornmunicated or were not 

required to be cowmunicated. Even after making .such allowances, 

the number oi cases not comrr.unicated rerrain very large indeed. 



As for the speed of commun1cal1on of dec1s1ons, let us 

accept a rate ot correspondence between dec1s1ons and their 

c ornmu n r c a t j or, r n one weeks' time at 50% o r the de c i.s i ons made 

on the basis of survey data. I:f that rate of correspondence 1s 

extended to higher time intervals, a s1gn1f1cant percent o:f carry­ 

over dec1s1ons yet to be communicated would still be found pending. 

It will be not at all surpr1s1ng to speculate that 5 to 10 per­ 

cent of the dec1s1ons do not get communicated even after a lapse 

of 3 months. 

The main points that emerge on the status of disposal irom 

the above analysis may be summarised as follows: 

1) Only 25 percent cases were d.1sposed on 11] e .i n a ve e k ' s 

time o f which only one-third were cornmu n r c a r s o to L.c. 
concerned qua1ters. 

11) More than half of the correspondences (53.95 percent) 

were disposed in a wonth's time of wh1ch about cwo­ 

th1rds (63.69 percent) were communicated. 

111) Over a period of 3 months or more,78.11 percent cases 

were cleared on file of which only 68.68 percent were 
communicated. 

iv) About 10 percent of the disposed cases took more than 
3 months for their disposal. 

v) A large percentage of cases (21.89) rema1ned undisposcd 

in the M1n1stries of which 67 percent were pending 1or 
more than 3 months. 



v1) One-third (374 cases) of the und1sposed cases belonged 

to m1n1ster1al business. Cases on personnel management 

(21S Cabeb) constituted the s~cond ldrgebt category ot 
the und1sposed cases. 

v) Out oi 5125 cases, only 207 belonged to the poJicy 

category. Of these,only 126 were disposed during the 

year. Except in the Ministry of Commerce, very few 

policy-related cases were dealt with in the other 
M1n1str1es. 

CAUSES OF DELAY 

Many reasons for delay in the disposal of busi11ess at the 

Secretariat are discussed in various documents of the government, 

donor agencies and other institutions. As already mentioned in 

chapter I, these are mostly intuitive in nature and are articu­ 

lated without a frame of analysis. In this section, we would 

like to discuss only those causes that are evident from a reading 

of the survey data. In terms of the design of the study, the 

causes will of course relate to structul'al issues. 

The most obvious reason for delay 1n the Secretariat is the 

heavy work-load the Ministries have assumed for themselves. The 

Rules of Business have clearly demarcated the sphere of act1v1- 

t1es of al] the Ministries both horizontally and vertically. 

Their staffing pattern and provision of logistics correspond to 

the load envisaged in the allocation of business. Unfortunately, 

all those rational calculations have been swept aside by a process 



of "hat we have termed as Jurisdictional infringements. Overload 

in the Secretariat is a direct conse~uence of such infringements. 

Jurisdictional Infringements 

There is overwhelwing evidence in the survey data that the 

Ministries have infringed into the Jurisdictions of the agencies 

under their control by ignoring the clear division of work sta­ 

tutorily prescribed. In doing so, they have assurred res9onsibi­ 

lities which tbey are unable to discharge at the prescribed speed. 

That the Ministries have usurped the powers and functions of the 

agencies under thew is evident frorr the fact that 21.81 percent 

of the total action-required cases belonged to personnel rr,anagement 

second only to ministerial business (26.83 percent). ~ore speci­ 

fically, of the 5604 correspondences received,1238 related to per­ 

sonnel management. Of the Be5 and 869 correspondences made respec­ 

tively by the DepartLlents and subordinate offices,304 and 185 

had bearing on personnel matters. By any calculation, work on 

personnel management in the 1:inistries should not come to such 

a high percentaEe in as much as the Vinisterial jurisdiction on 

personnel matters is limited by rules and orders to the cases 

of the Heads of Depart~ents and their Deputies in the case of 

Departments and to the Chairmen and Directors/Mewber Directors 

in the case of Public Statutory Bodies. 

The aggregate percentage of personnel managerrent cases 

can be better appreciated when we look into the share of cases 



on ~ersonnel ManageITent a~ainst the total nu~ber of cases received 

in individual Minist1ies under the study. A~ong the ~ix Aiinistries 

selected for study, the Education Division and the Ministry of 

Health a~J Farr.ily Plannin~ have respectively t~e largest and the 

second largest aFglo~eration of officers belonv1ng to the t"o 

cadres of the Bangladesh Civil Service(BC5) under each of them. 

Under the Education Division, tte authorised cadre strength for 

the BCS(General Education) is 7791 and for the BCS(Tectnical Edu­ 

cation) is 924 brin~ing the total to 8715. Ur..der the l'inistry of 

Health ar..d Farr.ily Plannin!!,tre authorisec cadre strength for tte 

BCS(Health) is 7175 wbile that for the BCS (Farrily Planning) is 

222 rraking a totaJ of 7497 officers. Survey data reveale~ the 

share of correspondence on personnel !T'anagen.ent for t I;e Education 

Division and the ~inistry of Healtb and Family Planning to be 

3E.66 anrl 25.35 percent respectively. These ar8 also the first 

and the seconc highest percentares on the subJcct in the sarrpled 

i·inistries. The evidence un~istakeably point to the usurntion of 

Personnel n.anagement functions by the ~1nistries tbat are clearly 

allocated to the Departrr.en ts under the r u Le s. 

Interestingly enou~h,both the Kinistries of Health and Edu­ 

cation have ~aJor De~artn:ents under them to look after personnel 

~atters of their e~plo~ees. Thus the Education Division has the 

Department of Hivher and Secondary Education, the Depart~ent of 

Pri~ary Education and Depart~ent of Technical Education to take 



care of the personnel matters of most their officers. Similarly, 

the ~inistry of Health and Family Planning has an extensive 

DepartIT.ent of Health Services and the Department of Family Planning 

for the same purpose. 

Passing the Buck 

The Section Officers scheme was introduced 1n 1961 with the 

expectation that 50 percent of the cases will be disposed off 

at the Assistant Secretary's level. The lesser the levels of hier­ 

archy involved in decision-making, the faster would be the speed 

in disposal. Data reveal that the Assistant Secretaries were per­ 

forming much belov1 the rate of performance of Joint Secretaries 

and Deputy Secretaries. The Joint Secretary's level came out as 

the most effective level in the disposal of cases,closely followed 

by the level of Deputy Secretary and that of Secretary. The per­ 

formance at Additional Secretary's level also showed up very 

poorly. This tendency to push up things are due to many reasons. 

One main reason is the lack of experience and knowleage of the 

working of the Secretariat by the Assistant Secretaries and the 

conseguent lack of confidence to take decisions at their level. 

This situation is further aggravated by a lack of trust in their 

ability by the superiors and the tendency towards centralisation. 

The other related fact is the unusually long time taken at 

lhe Assistant Secretary's level in processing a case. Data show 

that an Assistant Secretary took on an average 8 days to process 



a case. This is wainly due to the fact that he had to handle 

a greater number of cases than envisaged at the time of determi­ 

nation of his load. This also partly explains as to why he could 

not concentrate on a few cases but rather found it convenient to 

deal with most of thew in a casual manner by transferring the 

decision-making burden at higher levels even on such cases where 

he was competent to take decisions. 

In-operative Assumptions 

As has already been mentioned, the speed of disposal in 

the Secretariat is based on basically two assu~pcions. The first 

assumption envisages an uninterrupted flow of duly processed inputs 

from the other parts of the governwental systew. The agencies 

under the control of the Pinistry are expected to supply inputs 

which are complete and consistent with the re~uirements of existing 

laws,rules and regulations. 

The other assumption relates to the availability of all 

necessary support for the proper functioning of the Secretariat. 

To ~eet this assuwption,positions in the Ministries must be filled 

in by officers with appropriate background having the drive,initi­ 

ative and imagination to assume full responsibilities of the duties 

of the post. 

Survey data have revealed that the two assumptions are only 

partly met. Cases received from the other units lD the governmental 

system were mostly incomplete, vague, inaccurate and so~eti~es 



contradicto!Y with each other. Of the total number of undisposed 

cases, the highest percentage i.e. 44 percent cases could not be 

di_posed due to incomplete processing. Of the 488 cases not dis­ 

posed due to incowplete processing,193 and 101 cases respectively 

belonged to ministerial business and personnel management cases. 

It is speculated that processing of these cases remained incomplete 

due mainly to non-compliance with required procedures under the 

ldws/rules. The spectre of incowplete processing is also true for 

a large number of cases disposed at delays. 

The assumption on availability of necessary personnel and 

logistic support has largely been negated by the Ministries them­ 

selves by u s u r p t r on of non-Ministerial functions. Traci .i, tionally, 

the Ministries have a very tight staffing pattern with very little 

scope of slack. Absence of even one person in the Section affects 

its efficiency. In that situation, the assuwption of extra func­ 

tions without a corresponding increase in staff has thrown the 

sections to utter confusion and mismanagement. Staff and logistic 

problems are endemic in the Sections and were cited as principal 

reasons for delay in corrununicating decisions. 

Corrununication Bottlenecks 

The status of disposal in the Secretariat would have looked 

much better if the decision taken on file were communicated to 

the concerned party or organisation. It is highly distressing to 

note that about one-third of the decisions were not c ommun i.c a r ad , 



Making allowance for 5 percent of the decisions which cannot or 

need not be communicated, the remaining percentage of decisions 

not communicated was quite substantial. Disposal in file is vir­ 

tually meaningless unless it is communicated for further action. 

To the concerned person,non-communication is as bad as non-disposal. 

Multiplicity of Hierarchical Levels 

The Secretariat Instructions have prescribed a maximum of 

three levels for final disposal of a case. These Instructions 

have also clearly laid down the type of cases that are to be 

submitted to the Secretary for disposal. Data, however,reveal 

that the Secretaries had disposed about 20 percent of the cases. 

As against that, the Additional Secretaries were found to have 

disposed only 2 percent cases. This means that the Addicional 

Secretaries had not either assumed nor were given full responsi­ 

bility for independently disposing off cases. They had Just merely 

added another level in the hierarchy. This in effect indicates 

that for the 20 percent decisions given at the Secr2tary1s level, 

most of the files had to move four hierarchical levels. This is 

contrary to all prescribed procedures for the Secretariat and 

is bound to cause delay. If no significant disposal is made at 

the Additional Secretary's level, there is no justification to 

retain this position only to create further problem on delay in 

an already bad situation. 



BEP.AVIOURAL RESPONSE 

TO OVERLOAD AND DELAY 

Persistence of overload of work is bound to erode the 

nor~s of rationality set up in the Rules of Business and the 

Secretariat Instructions. We have seen from the survey data that 

the Secretariat,under the present conditions of work,cannot dis­ 

pose off waJority of correspondences and comrrunicate the decisions 

to the concerned persons or organisations within two weeks' time. 

We have seen the neglect shown in the Secretariat towards dispo­ 

sal of policy-related cases. We have also found that 21.49 percent 

of the total action-required cases could not be disposed within 

the year,one-third of them being pending with the Ministries for 

90 days or more. Worst of all is the revelation that about one­ 

fourth of the decisions made in file are not corrnmnicated at all. 

This erosion of prescribed norms has not taken place sudcenly 

in a year : it has been probably going on ever since the liberation 

of the country. The changing norms will have their i~plications 

in the behaviour pattern of the major stakeholders in the working 

of the Secretariat. For convenience of analysis, we woulc consider 

all these stakeholders under two categories: the bureaucrats therr­ 

selves who work for the Secretariat and the clientele who look for 

decisions to be rrade and corrIBunicated for their benefit. 



BUREAUCRATIC RESPONSE 
TO DELAY 

Faced with a situation of overload,the bureaucratic response 

to cope with it has been one of expediency. This tendency is mani­ 

fested in several ways, a few of which are discussed briefly. 

Distortion of Priorities 

Ministries were created on the basis of a polic~-execution 

dichotomy between their work and those of the agencies under their 

control. In other words, the maJor function of a Ministry is policy­ 

making. Unfortunately, the Ministries now have assumed so much 

responsibilities for work of administrative and executive nature 

that the prime focus of their work has receded to the background. 

\le are rather surprised to find that out of 5686 correspondences 

received in the sample Sections during 1986, only 207 cases related 

to policy. Of that number also, 140 belonged to the Min1.stry of 

Commerce alone : the remaining cases were shared by the Local 

Government and the Education Division and the Ministries of Land 

and Health and Family Planning. The Ministry of Relief and Reha­ 

bilitation had no policy files in its sampled Sections. \Jorse still 

is the fact that by the end of the year 81 cases remained undis­ 

posed. The percentage of undisposed policy cases(39.13 percent) 

is much higher than the percentage(21.49) of all undisposed cases. 

Because policy cases de~and more attention, rigour and analysis 

in their resolution, the Ministries find it expedient to postpone 



taking action on therr. Moreover, for roany policy issues there 

are no articulate and orgar.isec pressure groups as against the 

pressure exerted by the elite individuals and service-holders. 

Finally, clear anc unarobiguous policy liroits tte discretionary 

powers of officials and politicians alike. There is,therefore, 

less urgency in cealing with these cases coITpared to cases en 

personnel manage~ent and forei0n training. 

Response to non-Bureaucratic Norms 

A person can attend to only a few cases a day. In rational 

system, there is a need to fix the priorities of work and the 

criterion of pr1orit1sat1on is norrrally their relative 1wportance. 

The hall~ark of a bureaucratic systerr is its obJectivity and 

impersonality. In the Eanqlacesh Secretariat also, there is a need 

for fixing priorities and it ought to have been done on an imper­ 

sonal basis. Powever, in addition to distortion of priorities 

that have already tak8n place,there is also differential treatITent 

of the cases dealt in the Ministries on ~any ran-bureaucratic 

criteria. 

Operation of one such norm that is clearly eviaent from the 

survey data is the discriwination in favour of the correspondences 

rrade by the governrrent servants thewselves. As a group, the govern­ 

rrent servants had the hi~hest percentage (84.15 percent) of dis­ 

posed anc the lowest percentage of undisposed cases(l5.85 percent) 



among the 9 groups for which data were collected. Compared to 

this, the other individuals had the lowest percentage of dis­ 

posal(66.86) and the highest percentage of undisposed cases 

(32.84 percent). Private Institutions had also siITilar fate like 

the private individuals (disposed 68.29 percent and undisposed 

31.71 percent). In terms of speed of disposal also,the govern­ 

ment servants got 65.28 percent of their cases cleared in less 

than a month's time as against 48.07 and 50.60 percent cases 

cleared respectively for private individuals and private insti­ 

tutions. These percentages incidentally represent the highest 

and the lowest percentages of cases disposed in less than a 

month's time. 

The reasons for comparatively more cases of government ser­ 

vants being disposed at a greater speed is their easiness of 

access to the decision-making authorities. This group can also 

exert pressure through their intimate relationship with others 

in the service and their knowledge of rules and procedures as 

well as the many inforITal ways of expediting the processing of 

their cases. Because the Sections are already overloaded with 

work, the officers concerned find it expedient to deal with 

those matters first for which pressures are exerted. 

It is not always the merit of a case but the amount of pressure 

and the person making it that deterwine the priority of attending 

to cases. 



This situation 1s sufficient to explain the low attention 

paid to the cases of private individuals dnd inst1tut'ons. They 

lack access to the SecTetar .i a t and con s cqu e n t ly J o s r- ou ; 11, t.h e 

hassle for d r aw i nq the attention o r o o n c e r n e d autl or J t .i e s t.o 

their cases Th i s ph e nome no n , h ovc.v o r . i s n o t. uni,',·r',.111;' t r u.- 

t c the e x t e n t that those a rnoriq t.hcr. wn o have the l ovc i ,_,;,c: the 

1cc~s~ easJJ~ ~et tnc1r cases c1eJrcd through th~ nurcducral1c 

:ant.h's t1m~ though these two cat~gor1es also had the highest 

~11'--1 t r.c s e c orid highest pe r c e n t aq e of u nd i s po s e d c a s e s at the end 

,-::.1: t.h e year. This only highlights t n e point that .i n d i v i d u a Ls powe r 

.:.re .c:c0llus rather than group cn e r a c r e r have much rro r e influence 

11, urn: .u n i r o s e r v i c e s f r orr t.n e government agencies. 

Ne~lect of M1n1sterial Business 

T~e ministerial business for each Ministry are enu~erated 

in Schedule I appended to the Rules of Business. Eve~ if we accept 

that polic~ cases require a large amount of tJme for their satis­ 

factory resolution and should not te Judged by the criteria pres­ 

cribed, ther2 remain many other subJects under the responsibility 

of every Ministry wh o s e speed of d i s po s a I is no less unsatisfa­ 

ctory. The operation of non-bureaucratic norrrs of behaviour have 

also adversely affected their disposal. 



The neglect towards ministerial business is occasioned 

by exertion of pressure and pursuasion to attend to matters of 

peripheral interest to a Ministry. It is Just not physically 

possible to handle the present work-load. Ministries,therefore, 

attended to only that much of ministerial business which they could 

not avoid or could avoid only at the cost of severe retribution 

from higher authorities or very adverse public criticism. 

The process of neglect began from the very initiation of 

processing of cases. The most pressing cases were initiated rather 

promptly : 63.42 percent of ministerial business was initiated 

in less than a week's tiITe. But after that business got rather 

very slow. Ministerial business had the largest percentage of 

cases initiated in 2,3 and 4 weeks' time after receipt of corres­ 

pondences. It occupied the second highest position after perso­ 

nnel management for the cases initiated on the 4th week or after. 

The Secretariat could have done better in dealing with its 

own business if other peripheral business did not coITe in through 

the backdoor. The Assistant Secretaries and Secretaries had to 

share their time in disposing ministerial business with personnel 

management cases. 25.79 and 25.25 percent of the cases respectively 

disposed by the Assistant Secretaries and the Secretaries belonged 

to personnel management. The corresponding percentages for minis­ 

terial business were 19.44 and 21.56. 



According to the ~ecretariat Instructions, the Assistant 

s~cretaries must complete processing of a case at their level 

within 72 hours frow the time of receipt of a correspondence. 

Survey data have revealed that the Assistant Secretaries took 

on an average 8 days to dispose a case. Among other things,over­ 

load is creating an undesirable congestion of work. Hardpressed 

by time and contJnuous overflow of cases on their desks,they can 

neither devote the time nor pay the attention the cases deserve 

in their scrutiny and exawination. Because of the haphazard and 

casual manner in which the cases are processed,the Assistant 

Secretaries do not feel confident in taking the decisions. More­ 

over, in our administrative culture rewards given for good and 

speedy work are unknown whereas the retributio11 and penalty for 

even a minor or unintended fault are very severe. There is thus 

the tendency to push up files even on cases where the Assistant 

Secretaries have the power and the competence to dispose thew off. 

It is not,therefore, surprising to find that the Assistant Secre­ 

taries as a class disposed only 10 percent of the total dJsposed 

cases, as against a stipulated target of 50 percent cases.This 

behavioural response is very wuch evident at other levels also 

forcing the Secretaries to dispose off 20 percent of the total 

disposed cases. This rate of disposal is many times higher than 

what is envisaged under the rules. 



BEHAVIOURAL RESPONSE OF THE 
-cLIENTELE TO DELAY 

Now that the fact of delay in the governrr.ent business in 

general and in the Secretariat procedures in particular has become 

part of the administrative culture of the country, the members of 

the public have found out a variety of ways of coping with the 

situation. 

The method most frequently practiced by the members of the 

public is to look out for a patron,preferably from within the 

political establishment or from the ranks of the bureaucracy,who 

can pursue their cases with the concerned officials. People follow 

this method very earnestly for the reason that many cases are 

initiated and disposed through the power of pursuasion of elites 

of the society. This partly explains the phenomenon as to why 

approximately 40 percent of the surveyed visitors had desired to 

see the Ministers and their Private Secretaries. In the sawe 

survey, we found 37 percent visitors desirous of visiting offici­ 

als of the level of Joint Secretary and below. ~ost of them did 

not have work directly with these officers but wanted them to IT.ake 

requests to others on their behalf. 

The other type of response is rather negative and is born 

out of deep-seated frustration and animus against the public func­ 

tionaries. The members of the public do send out petitions against 

specific officials alleging their walafide intentions in not pro­ 

cessing cases, distorting cases or sometimes in withholding 



governITent decisions. A~ong the 479 corresponaences (9 percent 

of the total correspondences received) which called for no action 

by the ~inistries as per existing governrrent instructions, a 

maJority consisted of anonyrrous petitions. However, no action is 

generally taken on such petitions on the ground ttat 1£ these 

are encouraged officially, the Secretariat would be virtually 

swampe~ with such petitions ~ost of which are assu~ed to be devoid 

of any cause for action. \~ha tever the rue r i t of the pe t i t a on s , the 

fact that so ~any people take the trouble co draft them and send 

thew to concerned auarters do speak of deep resentrrent at tte 

state of affairs in the Secretariat. 

There are also talks about 'speed ~oney' in spee~ing d1sro­ 

sal. People also discuss about organised middle ~en through wnoc. 

the transactions take place. 2owever, this aspect was outside the 

scope of the present study and we do not like to ~ake an: corrrent 

on this issue without convincina evidence. Powever, this 1s an 

area where research has been rather shy and 1t would bE worth­ 

while to probe the issue. 

CONCLUSIONS 

This study was basically diagnostic in nature with the 

principal aim of finding out the status of disposal in the Bano­ 

ladesh Secretariat on a few dimensions and tte causes cf delay 

so far as they related to the Secretariat structure. Howcver,tbe 



survey findi~gs have overwhelwingly laid bare a few maladies 

that are amenable to corrective action. It is our belief that 

administrative initiatives taken on the issues discussed below 

would result in significant improvements in the speed of disposal 

of cases in the Bangladesh Secretariat. 

Reduction of Load 

The first set of measures are suggested to effect a signifi­ 

cant reduction of the extra load since assumed by the Ministries. 

It is our contention that the Rules of Business and the Secre­ 

tariat Instructions are basically sound instruments for the conduct 

of business at the Secretariat.The current maladies afflicting 

the Secretariat are largely due to either ignorance or willful 

violation or both of the established procedures. If the Secreta­ 

riat has to be restored to the confidence and trust of the public, 

there is a necessity to ensure that all concerned with its working 

abide by its rules of procedure. 

In consonance with that belief, we recommend that the Secre­ 

tariat strictly limits its scope on personnel management to the 

appointment of Heads of Departments and their Deputies in the 

case of Departments and to Chairmen and Directors/Members in the 

case of the Public Statutory Bodies. We, however, find that the 

Ministries are responsible for the administration of all class I 

officers working under various Departments. The problem has been 

further complicated by the creation of 30 cadres of the Bangladesh 



Civil Service. It is true that prior to 1971, Ministries used 

to deal with the administration of all class I officers. But we 

have also to take cognizance of the fact that the number of class 

I officers have increased five times between 1971 and 1984 from 

1 
6,130 to 33,233 officers. Side by side,the status of the erst- 

while Directorates have been upgraded to that of Departments.There 

are organisations and manpwer to take care of this load if only 

the political will exists to let them do that. 

We are aware of the perverse sense of an exercise of power 

in dealing with matters on personnel management in a sociL2ty 

which still remains traditional in its outlook and socJctal rela­ 

tionships. However, if the power structure could have c1cqu 'i e s c e d 

with delegating the pe r s onn e I rna nurj cruc n t f c nc t i on s to tJ,1_ 1,11blJc 

Statutory Bodies, there is no reason wny this c a nn c t; !),~ e x t o n d e d 

to t h c pure government.. sector also 'rh e first s t e p t.riv o l v e d i n 

the·process would b~ suitable modif1cat1on of the cadr~ ctnd ser- 

vice ru~e~ for transfer of these runct1.ons to the Depart~~nts. 

c;overr>Jricnt ma v like r o p r oc e-e d with this a n i t t a t r vt- on a n 

experJmental basis starting with~ rew maJor Departments. There 

is, of course, 3 need to ensure uniformity of standard in the 

dispensation of personnel cases. This can be ensured by deput1ng 

officers with suitable b~ckground ~nd aptitude from the oool of 

1. Both the figures are qu o t.e o f r oru Syed Giasuddin Ahmed, 
"Structure of Services in Bangladesh" in Career Planning 
in Ba!2.S!_ladesh, 2-E_Cit, pp. 45-58. 



the Ministry pf Establishment to man the principal positions in 

the Personnel Divisions of the Departments. This is already in 

practice in the Public Statutory Bodies and may be tried in the 

Departments also. 

The second set of measures towards reducing un11ecessary load 

consists in the acceptance of the ProJect Proforma(PP) as the 

final operating instrument for proJect implementation. It is a 

common phenomenon that the concerned Ministries take things very 

casually at the tiwe the projects are formulated. This is borne 

out by the fact that relatively junior officers normally attend 

the Project Evaluation Conunittee(PEC) meetings which are presided 

over by very senior officers of the administrative Ministries. 

Even at higher level weetings, there are hardly any thorough exa­ 

mination of the issues, financial outlays or personnel requirements. 

The PPs are passed and handed down to the ProJect Directors for 

i~plementation. Unfortunately, it is at the implementation stage 

that the concerned Ministries wake up from their slumber and start 

raising objections to otherwise agreed parameters. Then starts 

the endless flow of conununication on all fronts creating an all­ 

round confusion,avoidable delay,cost and time overruns and overall 

inefficiencies. 

There can be a vast improvement of delayed cases on proJect 

and financial management if the norm is established that the PP 

is the final document on each proJect and is,more or less, 



irrevocable once it is approved at the appropriate level. 

Speed in Communicating Decisions 

We have found that delay in communicating decisions or not 

c ornrnu n i c a ting th err· at al 1 have con tr a.bu ted greatly in bringing 

the status of disposal to its deplorable state. The Secretariat 

Instructions have laid down well thought-out and detailed proce­ 

dures for quick communication of decisions. We would like to 

repeat a few of the prescriptions. 

One way to ensure that decisions would be communicated rapidly 

is to require an expected draft reply the first time a case is 

processed. 

The requirement that the officer under whose signature a 

comrrunication is to be issued should get the fair copy typed by 

his staff should be strictly followed. Currently this requirement 

is not met at all by the senior officers in the Ministries. There 

is a tendency to pass down the typing Job to the Section even for 

~atters of such a nature as demi-official letters from senior 

officers. This does not at all ensure the best uses of the logis­ 

tics. To the extent that the senior officers allocate to t.hen1selves the cest 

typists and the equipments but do not like to get their own typing 

done in their own offices,there is a rnisallocation of resources. 

This ought to be remedied by sharing equitable load Jn the pro­ 

cessing of decisions for communication. 
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LIST OF t-':INISTRIES/DIVISIONS WITH TP.E 
NU~BER OF AGE~CIES UNDER THEIR CONTROl 

Ministries/Divisions Nurrber of Statutory 
Boches 

Nurrrer of 
Deparbrents 

1 3 2 

1. Presideni'sSecretariat 

(a) Public Division 

(b) Cabi~et Division 

(c) Parliarrentary Affairs Qivision 

2. Ministry of Establish~ent 

3. Ministry of Defence 

4. Ministry of Civil Aviation anf 
TourisITo 

5. ~inistry of Finance 

(a) Finance Division 

(b) Internal Resources Division 

(c) External Resources Division 

6. Ministry of Foreign Affairs 

7. Ministry of Home Affairs 

8. Ministry of Agriculture and Forests 

(a) Agriculture Division 

(b) Forests Division 

9. ~inistry of Fisheries and Livestock 2 

10. Ministry of Irrigation,Water 
Developrrent and Flood Control 

11. Ministry of Food 

• 

2 

4 

12 

1 

11 
23 

3 

18 

5 

1 

1 

1 
1 

1 

1 

4 

10 

1 

7 

1 

1 

1 



1 2 3 

1 2 . Ministry of Cororrunications . 
(a) Road and Road Transport DJ.VJ.SJ.On 2 1 
(b) Railway Division 1 

13. Ministry of Ports,Shipping and IWT 6 7 

14. Ministry of Post and 2 
Telecommunication 

15. Ministry of Local Government,Rural 
Development and Co-operatives 

(a) Local Government Division 2 3 
(b) Rural Development and 1 3 

Co-operatives Division 

16. Ministry of Law and Justice 6 

17. Ministry of Land 3 

1 8 . Ministry of Industry 4 11 

19. Ministry of Commerce 10 9 

20. · Ministry of Jute 2 2 • I 

21. Ministry of Textiles 1 1 

22. Ministry of Energy and Mineral 4 5 Resources 

23. Ministry of Education 

(a) Education DJ.VJ.SJ.On 7 12 
(b) Cultural Affairs DJ.VJ.SJ.On 4 6 
(c) Science and Technology DJ.VJ.SJ.On 2 

24. Ministry of Religious Affairs 2 2 

• 
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1 3 2 

25. Ministry of Youth and Sports 

26. Ministry of Works 

27. Ministry of Information 

28. Ministry of Health and Family Planning 

29. Ministry of Social Welfare 
and Women's Affairs 

30. Ministry of Labour and Manpower 

31. Ministry of Planning 

(a) Planning Division 

(b) Statistics Division 

(c) I~E Division 

2 

7 

6 

10 

2 

6 

2 

1 

1 

4 

4 

8 

1 

2 

1 

177 114 

Source Ministry of Establishment, Government of the 
People's Republic of Bangladesh, 1987 . 
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