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Vikram Sarabhai, an
dimensions established

extraordinary

pharmaceutical
Programmes of our country and built the
electronics pProgrammes of the country.

person
the Physical Research Laboratory at Ahmedabad
and Ahmedabad Textile Industry's Research Association and his family's
business. He was deeply involved in various scientific
space,

of extraordingry

atomic enerqy and

Preservation and Innovation :
The Tasks of Government

Dr. Vikram Sarabhai, about whom Jd.R.D. - Tata
has said that Vikram spoke often of new
attitudes and new insights that make for a new

- operating culture in modern India; he sought to
réad science and technology of the incubus of
past practices, static thinking, purposeless
controls and restaraints that hamstring
development, gave a convocation address at the
Indian Institute of Management, Ahmedabad, in
April
Tasks of Government.' He sdys that the main
obstacles to the growth and development are
neither technological nor economical but social
factors. He feels that the instruments of change
havé . to be those who do not take their
environment for granted.

“Most of us are
hierarchical organization structures involving
vertical controls which continue to dominate
governments whose principle role antil recently
was one of preserving a social order. They carry
an  administrative service, characterized by
anonymity ..coupled with -security of  tenure,
insulating individuals from outside pressure.
The system has built-in controls which act
_negatively, attempting to stop a wrong thing
from happening. 2

familiar with the

: “To realize how distant this culture is from
- one. wherein  innovators are involved - in

 developmental tasks, we can examine some of the

factors which have been observed in the study of
_atomic energy. Organizations were built round
men, and no organization chart stood in the way
of recognizing and rewarding talent. Among
prafessional groups of scientists and engineers,
motivation and control was largely inherent and
contained in professional commi tments. Control
was exercised through discussion and Judgement
Of peers, with administration performing largely

role” of service. Autonomy. of .. working
€onditions and  seif-development were impo
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Horizontal control s'v
they involve mobilitys

to the innovators.
are effective when
interactions. 3
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"The economic analogue of horizontal conty
is competition. Horizontal controls are implf§
and do not have to be imposed from above. i
instance,. if there is a situation where sug
exceeds demand, the price is controlled §
competition rather than by price control. E
competitor, without having to be told so, fulk
realizes the negative implications of
charging a higher price than others. Y
military application of it is seen in a
control through the balance of terror. A e
conflict between the U.S.A. and the U.S.S.R
during the last twenty years has been preven
not by the action of the United Nations but b
the implicit threat of reprisals. z

“While vertical controls are dependent on
system of reporting and feedback involving more
than one level, horizontal confrols :
dependent. on direct interaction at the same
level.  The "hot 1line" between Moscow : and
Washington is necessary to preserve stability
through horizontal: controls between ' the two
Power blocs. The effectiveness of vertical
controls are dependent on the time
delegation. For instance, if the Public Accounts &
Committee reviews the operation of a governmentf?
undertaking two to three years after an event
has occurred, its comments cannot have any
possible effect in producing control on tactical
decisions by the management. With a time span of
this order anly a strategic decision such as one
involving the establishment of a steel plant
coutd be questioned with relevance to controls.

“One  may ask why competition which is
synonymous with horizontal controls has become
assoctated with' capitalism? Are horizontal
controls contrary to socialism ‘or the state
ownership - of the means of production? Wi lqngg
company? Would not the managements of Bhiggi#and
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i government.

r have positive incentives if they were
eting with each other and with TISCO and
8an Iron? Can vertical controls of a Board of
t monolithic corporation or of the Bureau of
Blic Enterprises, or the Parliamentary
Eamittee on Public Enterprises, or the Auditor
meral provide adequate substitutes for what
8% be gained through accountability for task

rformance ir a situation of survival and
rowth in a competitive economy? Vertical
strols usually specify what cannot be done.

&

“The Industries Development and Regulation
Efct is a typical example of such control. Tap
f podies involved in such control can rarely
Lfunction in anything but roles of strategic
f decision making. When they involve themselves in
L ¢he decision making processes of day-to-day
L administration, the system indeed gets fouled
t up. I would suggest that since vertical controls
f iphibit innovation and remove the decision
t making process from the operating level, they
| are unsuitable as a system for the development

f tasks of government.

"We are not suggesting here the abdication of
supreme authority at the topmost echelon of
gut - one  is - talking of .4
self-restraint and exercise of power based on an
understanding of the control systems appropriate
to developmental functions. One is, moreopver,
asking for a sophistication which recognizes
that there is a distinction between a formal and
a real organizational structure, the social
culture of an organization being influenced
mainly by the men who are in it, the determining
factors being their assumptions and outlook on
life and their attitudes related to their past
training and traditions. It is because of this
that one despairs of finding solutions to our
real problems by only organizational changes.

laboratories and in other
developmental tasks, it seems important that the
chief executive, besides being involved in
policy making and administration, maintains
direct contact with his professional role. The
creation of administrative practices appropriate
to a given technology or a set of tasks comes
with familiarity with and knowledge of the
technology or tasks concerned.

"In research

“There is a need for a constant

between the basic sciences, technology,
industrial practice if edonomic progress is to
result from the activity undertaken. The wearing
of several hats by the same person, and the
mobility of personnel from one type of activity
to another have undoubtedly- provided the impetus
for growth in the projects of the Department of
Atomic Energy. Contrast this with ‘the practice
prevalent in higher educational institutions for

basic sciences and .technology and national
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y Structures,

laboratories where the work of applying the
results of research to practical ends had to be
done through other umits, not originally related
to the laboratories or the men that work in

\Epem.

'The various factors indicated earlier are
interrelated and mutually dependent. A change in
one influences the total scheme of things, for
in organizational structures and culture, the
whole is more than the sum of its part
procedures, and technmiques are
important but these must be sustained by a
cluster of attitudes conveying care, trust, and
nurturance on the part of responsbile persons.

“With the problems that we are facing in the
country today, it is pertinent to ask how the
considerations which we have discussed are
relevant to government. The foremost need would
be to identify activities where developmental
functions are primarily involved. Organizational
reforms involving systems of horizontal and
vertical controls would grow naturally when men
appropriate for these tasks are placed in
positions of responsibility. Will we have the
conviction and courage to introduce these
changes? The answer is surely crucially related
to our survival." .

Vikram Sarabhai, Chairman, . Atomic
Energqy Commission and His Excellenc"g Mr G.
Diehl, Ambassador of Federal Republic of
Germany to India signing an agreement for
cooperation between the two countries for
the use of atomic energy for peaceful
purposes and space research. ' ; Lo

public Management and Control
Systems o

In another convocation address:  entitied
wVolunteers for Development! delivered at [T
Bombay in August 1967 Sarabhai has dealt with
Public Management - and: Control Systems. In this
lecture Sarabhai says that - talking of
self-reliance  .in scieatific research and
technological development gne is sometimes. apt
to equate with the nationalism "I do not have to







