CHAPTER = TIII

INTEGRATED RURAL DEVELOPMENT : A STUDY OF ITS ORGANIZATION

Section 3.1 Organisational Structure : Its basic features

The conceptual thiﬁking developed shows significant relationship
between management, organizational growth and development activities in
the rural sector. These'in turn depend upon the efficiency, and
dedication of the implementing agengies. But experience demonstrate that
the success and failure of organizations set up for rural development
is greatly dependent on participation of the rural mass. Any Rural
Organization requires leaders of strong. conviction, clarify and honest
commitment to the needs of the local pecple. Has such ieadership deve-
loped? Has the concerning IRDPs set up, helped to generate local
participation? What are its obstacles towards enlisting popular parti-
cipation? The focus of this chapter is to-answer these questions.

We must commemorate that any programmes of rural development
constitutes a "socio=-politic economic process which is naturally beset
with incongruities and contradictions“l. Further the political system
of any society is a basic part of its organization and thus has
propound impact on its economic lifez._

The importance of organisations, can be traced back to the
days when the Pharaohs used organisation to buiid the pyramids.

The Emperors of China-used organisation thousand years ago to
construct great irrigation systems. And the first Popes created a
universal Church‘to serve a world religiona. We, living in this
modern age, cannot even conceive our existence, without organisa=-
tion. Especially a least developed country like Nepal which is
constrained with ph?sical, social and economical barriers requires

strong and effective organisations for its development. Amitai

Etzioni aptly remarks that "modern civilisation depends lafgely on
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organisation as the most rational and efficient form of social
grouping known. By co-ordinating a large number of huyman activities,
the organisation creates a powerful social tool. It combines}its
personnel‘with its resoufces, weaving together leaders, experts,
workers, machines and raw materials, At the same time it continually
evaluates how well it is performing and tries to adjust itself
accordingly in order to achieve its goals94@ Fermont E. Kast and
'Jaﬁes E. Rosenzwing argue that organisaticns are imperative in human
societies. The tendency to organise interdependent relationships is
inherent in human nature,

In Kenn Wang states that broadly speaking, the purpose of
an organisation is to provide a continuing mechanism for the pursuit
of some interest or interests of its members as collectively identi-
fied by them or as may be so identi ied by them in the course of

. NP
organised activity .

The foregcing views presented by these scholars brings out
the important characteristics of an organisation. They are (1) 1t
does not involve individual human actions but group actions. Hence
any action is the responsibility of all in the group, (2) Since it
involves collective work it presupposes coordination between the
groups. (3) Crganisation stands for acticns, this tﬁen invclves
functions which in turn is a harmonious combination of Man and Nature
(raw materials). (4) This hamponious combination is a continuous
process, firstly because past actions may not ke suitable for the
present conditions and secondly new horizons.open up for application

of knowledge and technology which may lead to higher levels of
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development. So adjustment is essential for effective organisations.
(5) Lastly, all human actions are done for some specific goals. Hence
an organisations first and the last work is to establish clear cut

, ' " _

and definife goals and then collectively pursue to achieve these

goals,.

The Integrated Rural Development Programmes, as the name
stands represents the collective actions or efforts involving groups
cf politicians, leaders, economists technicians, administrators
and local rural peoples for achieving one broad goal. That goal being
the alleviation of poverfy deep-rooted in the rural sector of Nepal.
The IRDP has all fhe ingredients of an organisation except one,
that is continuity. The countries that have adopted IRD as a pro-
Agramme or as a project, hay be regarded as a temporary action. It
is not that all organisations must be permanent; there are different
organisations some temporary and others permanent, but in the context
of rural povertQ continuity would be a better option. In Nepal this
has been adhered to. There is a general agreement between politicians
and planners that, thbugh IRDPs have not lived up to the expectations

of the rural people it should not be droppéd down; instead the whole
country should be covered by these programmes. Initially Nepal started

only with one IRDP covering two districts (1975) now it has eleven
projects covering thirtyfcour districts out of its seventy five

districts.

The goals of organisation serve many functions. They provide
orientation by depicting a future state of affairs which the organi-

sation strives to realize. Thus, they set down guidelines for
‘ 3 g



78

organisational activity. Goals also constitute a source of legiti-
‘macy which justifies the activitiés of an organisation. Moreover,
goals serve as a standard by which members'of an organisation and
outsiders can assess the success of the organisation?7. It should be
noted that the nature of goals and the setting up 0f goals may
impede the functiocning of an organisation. This may result in failﬁre
of the organisation. For example, when a fund raising organisation
spends more money on staff, building and publicity than on the
charity itself, for which funds are raised organisation then reduce
the service to their initial goals in order to satisfy their acquired
need, rather than adjust the service of their acquired needs to that
veol 8 : '
of theirkgoals . This holds quite true for the IRDP in Nepal, which

we shall refer later. It is, therefore, necessary to keep in mind

the real goals of I.R.D.P.

The major geoal of all IRDP, irrespective of the country which
they are functicning 1s, erradication of poverty. This objective
calls forth the interplay of multisectoral programmes having multi-
purpose goals. But limits of an organisaticnal ability to serve
multipurpose goals should also be remembered. There may be loss of
effectiveness in achievements. Conflict may arise over the amount of
means, time and energy tc be allotted to achieve each goal. Instéad
of integration of different components or programmes of IRD, there
may be disintegratione. Furtherﬁore, serving numercus goals, may
create strains for personnel. Aﬁd there is much possibility that
one goal may completely subcordinate the other and sometimes more

primary one.
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Goal setting is an important aspect of an organisaticn.
Generally, all organisaticns have formal, explicitly reccgnised,
sometimes legally specified organ for setting up the initial goals
and for their modificatig¥, But in practice, we f£ind that goals are
often set in a complicaﬁed power-play involving various individuals
and greoups within and without the organisation, and by reference to
values which govern behaviour in general; and the specific behaviour
of the relevant individuals and grcups in a particular societyg.
Ameytai Etzioni points out that the main factor that enters into the
struggle to determine organisation goals are organisational depart-
ment or divisions, personalities of a strong leader occupying the key
position and envircnmental forces. How the environmental forces limit
the effectiveness of organisation may'be illustrated by a prison
to reform criminal to a measure deemed helpful in the shift from the
geal of custedy (keep them inﬂqto that of rehabilitations (chenge
them while they are in). The establishment of peoples communes in
China, can also be cited as an example of how the forces referred
above, play important role. In order to make China strong and power-
ful, it was felt necessary to achieve rapid econcmic advancement.
The commune system was considered as the magic solution to their
problems by which they could keep all their other goals intact, and
still achieve commensurate agricultural development to keep the
economy rapidly moving foﬁﬂard. Clearly, therefore, the decisiocn to
organise peoples communes was as much a political decision as an

. 1
economic one™ .

The structure of Integrated Rural Development Organisation,

especially the Indian and the Nepalese are so formed (members are
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pebples political :epresentatidn, class representatives and
administrative bureaucrat and technocrats) that groups, individual
and environmental forces seem to have profound influence in setting
‘up of goals. This seems to have created ample snags for effective
working of IRDPs. It is, therefore, imperative if the rural society
is tc be developed, major rocles should be given to local ruler
leaders‘individuale, or/énd institutions within the IRDP crganisa-

tionse.

The effective utilisation of man power, capital/finance
and natural rescurces is the next requirement for the success of
organisations. This thén invclves the planning preocess. Without
planning, purposive and co—ordihated effort is not possible, instead
the result is chaos, confusion and wastage of rescurces, Fayol
observed that “planning includes, ... the line of actions to be
followed, the stages to go through and methods to be used. It is a

kind of future picture and it entails the running of business as

A oo . S o . 2
foreseen and provided against over a definite perlod“1

« R.Ds
2Agrawal points out that planning elements reSpond to the questions
as (1) what will be done (2) what resourees will be required (3)
how wiil it be done (4) who will do it (5) when will it be done?13.
Wwhile Nathaniel, Lichfield and Haim D. Drakin remarked that planning
includes plan-making, plen implementation and plan review... ?urther
more they raise the questibn ¢ are plans meant for implementation?
1If so, they have suggested the'follcwing factors responsible for

success and failures (whén absent) in plan implementation : {a)

Technical inadequacy of plany (b) Insufficient legal framework;
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{c) Inadequate institutions. {d) Not in accord with high or lower-
level authorities.... (e) Inadequacy or mal-distribution of economic
rescurces ... {(£) Inadequacy of financial resources for compensa-

: : 4
tions ... {(g) Lack of political backing (h) Lack of public backingl‘.

So in fo;ming.IRDP plangtgbove these factors should be

considered. In the introduétion chapter we have given views of

IRDP propounded by different scholars. So here we will only recollect
and summarise. These plans must have the following aspects.

(1) t must ensure the optimal utilisation of local resdurces

and the schemes must have a maximum multiplier effect.
- (2) Correct the disparities which have been generated by past
development efforts;

(3) The plan must cover in a decentralised way the whole of
rural=urban continum offering progressively more specialised services
‘and employment ffom village upward.

(4) It must provide for efficient marketing both in the field

of agricultﬁre and sméll and cottage industry calling forth the
develépment of infrastructure.

(5) Another important field would be the flow of credit and other
inputs. Hence the spectrum of activities to be covered will be banks,
co-operatives, distribﬁtion centres, etc,

(6) Besides the economic activities which directly contribute

to production, plans must provide for community facilities such as
education, health, sanitations, envircnmental improvements and better
housing.

(7) Planning must lay great stress on detailed exercise on

acédministration and implementation.
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{8) The plan should also indicate in-built mechanism for feed

back, evolution and if need be f£or the revision of the planlé.

Sesides plans should try to involve maximum participation
of local people (the beneficiariesf} Development does not merely
mean an increase in gross natural production or per capita income.
The increased income should be sco distributed as to reduce the inequa-
lities in income as well as wealth. Further in such pians the socio-
cultural facto#s must be taken in to‘éccount in_formulaﬁion and
implementation of plans. And the adoption of technology for develop=-
ment should be guided by the social structuré pertaining to the

. 17
region .

Thé effectiveness of IRDPS organisation iies not only in
sound clear-cut goals‘and good planning but also in implementation. .
Rather it is the implementation factor that holds the key to success.
This can be illustrated by the IRDP working in Nepal. Here the
objectives laid down and the plans formulated are quite scientific.
But the flaw lies in the implementation of these pregrammes. There
are many constraints that hamper the smooth working of the respon-A
sible agents. Shortage of agricultural extension personnels ané the
delay in the release of funds are two important com/sh‘t.ﬂr\‘bs often
mentioned in this regard. while the cbjective of IRDP is to increase
participation of the local villagers in planning and implementaticn,
in practice they are not even consulted and enlightened about the
benefits of IRDP. At the higher levél the coordination prgblem
'betwegn the line agencies is Voiéed) recurrinéibut actually‘they
hardly keep. in touch with each other. These are some of the flaws

in the implementation of IRDP.
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So besides the above elements as planning, the management
sector should be given due importance. For this fhe personnels
(executors) should be made competent, ample scope should be provided
for planning communications. Motivation of the employee;, assignment
of responsibility of delegatioh of Authority along with development
éf committed local leadership are some of the important aspects of
organisational behaviour. In addition, it is necessary that imple-
mentation machinery should break the inertia of the peopie (the rural
mass). Prolifgration of bureaucracy éhould_be limited as far as
possiblelg.

In the light of the above we shall now be able to analyse

and see how the rural prcocgrammes have been effective in its historical

perspective,

3.2 Evolution of the organisation for rural development
: Pre~Rana Regime (till 1955)
Plan Period {(beginning from 1956)

In a small country like Nepal pressed with the problem of
numerous races, caste, and high illiteracy, it becomes difficult
to seek mass participatioﬁ fbr rural development. But we are perhaps
forgetting that, there is ample proof of a glorious past, where
societies were self-sufficient and institutions were well organised.
The form of Hinduism in MNepal is 'entirely untainted by communal
prejudices!. 'Religious tolerénce contributed in making society
comparatively free from ritual and caste prejudiceslg; The Nepalese
tradition—bouna society has many religious and social institutions
as Dhikuri, Guthi, Tharukalyan Samities, Tuki, Propkar Sanstha, which

' . . _ , s 2
have been performing social, religicus and productive activities O.



84

Even in the pfesent we f£ind the principle of co-operation, strictly
followed in the form of labour exchange.in agriculture and construct-—
ing activities.

Similarly, tracing back even to the days of pre-unification
of Nepal,_(l772 A.D.) as in the Xirates, Liechavi or medieval periods
local institutions as panchayats working as local corporates were
well established. Tﬁese bodiés Were given extensive duties and res-
ponsibilities and powers granted to them were very liberal21. They
enjoyed the powers of the state within their sphere of activities.
The development functions were the public works they included, pro-
vision of irrigation, establishment of mines, factory, maintenance
aééapreserves and grazing grounds, highways; water wayg and facili-
ﬁies of communication. These public works also included the manage-
ment and repair of temples, rqads, guest houses etc. There was due
care-~taker for the health and sanitation of the people. Provision
of hospitals and preventive measures of diseases were providea by
these panchayats. The management of these works were done by the

whole body or through numzer of separate committeeszz.

Then in the early modern era in the period of the Rana
regime K1846-1951) power was highly centralised; hence local bodies
as the panchayat powers were limited. Ehola Chétterjee labelled
this period where "government as it is understood in any civilised
coﬁntry was toﬁally unknown. Depraving poverty, rampant illiteracy

and despotic politics were the hall marks of Nepalese society"ZBa

aAnd administrative policy was progressively revenue oriented24.

Little attention was paid to the improvement of the state of the
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peasants. The merits of the personnel were determined by their
capacity to make a surplus of income over expenditurezsa HoweVef

the main drawback of Rana Prime Minister (who stood at the apex of all
powers) was that he was responsible neither to the king nor to the

peop1626.

But though the regime's aemerits weighi:heavy there were some
merits (in politics economic and social) that can be said to have
at least, paved the path for Nepal's future. It was the regimes
diplomatic policy that Nepal was able to retain, its sovereignty,
during the British regime..Establishment of Chanﬁra Néhar, Sundarijal
Hydel Project, match, cigarette factorie;, Parbar High Séhool,
Trichandra College, Bir Hospital and pipe water supply in Patan,
Kathmandu, Dhankuta and Pokhara are some examples in the economic
and sociai front27. Even in the édministratioh system there was a
host of departments, headed by Director Generalship for performing
différent functions. These in a modern term could be assumed as‘
civil serviceszs. For efficient administration the whole country
was divided into East, West, South and North regions and into 35
districts. The head of the district was known as Bada Hakim (District
Magistfate) who enjoyed in practice the status of king in the

29

District and village level, mWainly due to geographical constraints®’.

Further, it was during this period that modern era of panchayat
as local institution was reorganised (1926 A.D. ). These panchayats

were organised on the discretion of Badla Hakim. They were formed
firstly in Xathmandu Valley (1930 A.D.). Later on, the satisfactory
working of panchayvats led the Govt. to extend its jurisdiction and

formation in the Tarai {1936 to 1946 A.D.). The panchayats were
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composed of eight members, of which seven were elected by the people
while one was the nominee of the govﬁ. Then again, it was during
this period that the first (1949 A.D.) comprehensive Act for village
panchayat was enforced. The detailed functions were classified into
regulaf and optional. The regular functions were development and
maintenance, health and éanitation actiVities, while the optional

were aforestation, formulation of co-operatives etca30

Irresistible conclusions that cén be drawn from these two
periods are: first, there existed locai institutions as panchayats
for local or village develophent. Secondly, whatever the real
objectives may be there was distinct functions and powers given to
the panchayat. Tgirdly, these institutions were formed as local
peoples representatives, Fourthly, the only difference between the
two'was that in thelancient period the general tendency was to curb
the powers of the state (centre) officials "in order to allow a
broad canvas fof the activities of the local inétitutions”3l. In

the Rana period such autonomy was not granted, and there was tight

official control.

After discussing the two periods we shall now try to assess
the historical period in the light of the five year plan period of
Nepal. But we shall deal with only those changes that have brought
forward the Integrated Rural Development programme, as a strategy
for rural development. The advent'of democracy, with the overthrow
of the Rana regime (1951) initiated the need for all round develop-
ment-which was brought abcut by systemdatic and scientific planning
process. Such consciocusness led to the introduction of the first

rural development programme {1952) known as the Tribhuwan Gram Vikas
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Yojana. This programme was undertaken with the i%istance of U, S,
Government and Indian Technical Assistance Programme. It was based
on the community Developmént Model similar to that of India's
Conmunity Development progfamme with the objective of carrying out
various village development programmes. The programmés was regarded
to have had insignificant impact on the area. This was noted to be
‘a failure because of lack of socio-economic overheads, tpained
personnel, technological know-how and institutional frameworszi
But still it was instrumental in hobilizing the rural mass in basic
infrastructure building, improvement in agriculture, introduction
of new iceas and some new technologies and new institution building.
"Tn the areas served bf the block, the pecple seemed stirred with
some fresh activities and hope for a better future"33. This awakened
in the mind of political leaders, planners and administrators that
‘village development shcould be the central focus for a comprehensive

national development plan ianepa134.

Plan Period (beginning from 1956)

'

As a result of the preceding conceptiqns, we f£ind that, with
the introduction of the.plan era 1955/60, specific objectives
and institutional development required for all round rural develop;
ment was stressed. The first five year plan (1955/60) laid down a
detailed chapter for village Devélopment Programmes. The community
Development model of Tribhuwan Gram Vikash Yojana was followed as
the basis of the programme; A systematic structural administrative
hierarchy was created. The village Development Board (more or less
auvtonomous) was the most important institutional body at the centre.

It came under the Ministey of Planning and Development, headed by its
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secretary and comprising directors of concerned sectoral departments
as well as foréign experts and advisors. The village Development
Boafd was responsible for all annual planning formulation execution,
co-ordination and evaluation of Village Development Programme; At
the district level the Badahakim (district magistrate) assisted by
district developrment officer of each district was responsible for
implementation of these programmes. 2And¢ finally at the lowest level
thé Block Development Officer (BDO) with number of village develop-
ment workers in each block were responsible agents. For the opera-
tionalization of the programme, the whole country was divided into
159 blocks. A district had one or more blocks depending on the size
of the district. And each block consisted of about 200 villages
covering 10,000 to 13,000 families. The block was the basic opera-
tional ﬁnit35.

The programme descfibed as a pragmatic approach was to be

36. First the minimal level development

implemented in three stages
activity (creating infrastructures as schools, tubewells, paths
etc.)e. Second the middle level, was supporting agricultural invest-
ment activities. The third Qas intensive village development or
higher development as the extension of scientific modes of produc-
tion, High School development, ccttage industry, market facilities,
co—operativé establishment etc, The important feature to be noted

of this provision was that the first level execution of each pro-

gramme called forth the participation of the local people as a must.

The other important programme towards rural development,
was the Rapti Valley Development Project. It was a multipurpose

scheme. This place is situated 90 milss south west of Kathmandu, It
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was before a malaria infested uninhabited jungle, stretching upto
an area of 600 square miles. Landless families were rehabilitated
there and provided with e@uitable land and supported services for
farming. Social services as health, education, and co-operatives,
cottage industries for non=-farmers were incorporated in a self-help

atttitude.

Besides these programmes, mention should also be made of those
attempts of the government as Tenancy Rights 1951, Land Reform Act
1957, Birta Abolition Act 1969 ‘and co-operative establishment in
1953. Theée steps were enforced in order to remove the exploitation

of rural peoplé and especially the ternants, from the landlords and

~money lenders.

Acco;ding to Nepalese econOmisés there were minor and insig-
nificant developments in natural perspective. But we can not agree
.with the comment of Ry. Prachand Pradhan where he coﬁcludes that the
firét'S years plan "was nothing more than an estimate of income and

37. Visualizing the time in which

expenditure for a five year period®
the plan was initiated with so many constrain, such as, lack of
technical personnel, lack ofgexpérience, lack of basic essential

data. How could we expect more results? 8e we should satisfy ourselves
by the fact that, at least attitudes of the Nepalese towards aspira~.

tion and expectation were changed.

Then a turning point came in rural development programme
after the end of Parliamentary system and the introduction of party-
less panchayét system. The Royal palace note August 30, 1964 listed

the causes of the termination of the Parliamentary system in Nepal.
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They were : scme political instability; mutual leg pulling, exploi-
tation of poverty and igﬁorance of the people to further party
interest etc.38 The four tier partylesé Panchayat system was set up
envisaging a bottom=-up approach for diffusﬂwq.@emocracy and eccnomic
development throughout the country. Hence, the lowest body, the |
village panchayat, was made the respohsible institution for develop-

ment activities, through peoples participation while the district

level worked as the co-ordinating body of the village panchayat;

This change of political system led to a different approach
to local development. The Community Development model for village
development programme was dropped. The reason attributed by Second

Five Year Plan (1962~65) was (1) limited coverage {2) lack of peoples

participation (3) the difference between the U.S. Aided and Indian

ided programmes. Rural develooment was treated as synonymous with

o

agriculture deve lopment. Hence, the‘emphasis was shifted from the
programme~orisnted area approach to the sectoral or regiecnal develop-
ment apprecach. This policy focussed on two types of schemes for
rural development. The first referred as 'general apprcach' lzid
down general socio-economic reforms on a equitéble basis on all»
village panchayats such as primary school.per village, & health
centre per district and a government hospital, multipurpése school,
an agricultural extension office'per zone and cottage industry
training centre. The second scheme termed a&s specific approach,
;entred on the introduction of multipurpose or integrated programme
in some specific localities as a model for-other places (if success-
ful). The regional plan had beén further emphaised in the third

plan (1965-7C). It enunciated a regional specialization programme
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in agriculture with livestock development in the mountains, horti-
culture in the mid-hills and cereals plus cash crcp in the terai.
In order to make panchayat bodies viable, the third plan upgraded
the Panchayat programme tc a fullfledged sector, distinct from the
public and private sectof39. Hence allocation of resources in each

sector was directly laid down.

During these two plan period {seccnd and third) drastic
administrative reforms tock p;ace. In line with two basic princi-
ples of the panchayat system i.e. democratization and decentrali-
sation. The Local Administration ACt 1966 was promulgated. The whele
couﬁtry was dividediinto 75 districts and 14 zones. Except for
four or three zones each zZone covers the three geographical regions
namely the terai, hillé and the mounﬁains. This division was done to
facilitate acéministrative and develcopment works. Local Administration
units‘were créated “to concide with the units qf different tiers

of the panchayats"4o.

The Zonal Commissicner, instead of Bada Hakim was appointed
in each zone . {directly appointed bv the king). At the district level
Second Class gazetted officers of the Nepalese~AdminiStrative Service
was appointed as the Chief of the district (CDD) with the respon-

sibility of the local development works. He also worked as the

Secretary of the District Panchayat.

The period also witnesséd the continuous efforts to make
improvements in the working of the panchayat syvstem. The concern
was how to make panchayats (peoplés'representatives) hierarchy, and
the administrative hierarchy work in unision. These efforts were

made by the Administrative Decentralisation Commission (1963) which
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was chaired by Viswabandhu Thapa. The important reccmmendation was
administrative reorganisaticn and phase-wise decentralisation. To
create village and district panchayats based on the principle.of
self reliance, self-sufficient and self respect. In the lowest tier
of the panchayat system the village Assembly was to work in the
village as the National Panchayat {at the appex) and village
panchayéts as council of ministers in the centre. The administra-
tive bbdy or bureaucracy was suggested to»perform the functions of
a guide, co—brdinator, trainer, supervisér and as a technician to

assist the local panchayats in exercising the delegated powerse.

Then a change was suggested by the Bh#jraj Committee (1967),
It stressed a gradualism in implementation of decentralisation
schemes. The abolition of grant-in-aid to the panchayats, and its
replacement by developmenﬁ materials was suggested. And the authority
given to the local panchayats to levy revenue should be replaced by
extensive Panchayat Development Land Tax. It also advised that
village and district development schemes should come under the
national-eCOnomic plan. Other important reforms were suggested
by the Administrative Commission chaired by Bedanand Jha (1968),
The commission was formed for making the administrative organisation
efficient, competent and economic at different levels. To bring
co-ordination among different elements of local administration and
mainly to relieve the common man of the sbuses of administrationél.
- The comnmission gave a detaii-recommendation on administrative
organisation, recruitment and promotion of personnels, austerity of
financiel matters, establishing corporations, economic planning and

development and establishment of an Ombudsmen type agency42.
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Deploring the non-importance of many management improvement schemes,
the commission noted thé weaknesses prevalent among political bosses
and high civil officers. Therefore, it demarcated the function between
the two, keeping bureaucracy out of the political arena, and flefined

their inter-relationship.t3

Lastly, thé Jayé pPrakash Committee (1969) was constituted
-to examine the effectiveness of (the working of) the decentralisa-~
tion work. This committee emphasised the need for co-ordination
among varioﬁs ministries. It recommended the formulation of district

. . 4
level plans by District Panchayat and its implementation by C.D.O.‘4

The various reforms suggested by the commission reports,
were not £fully implemented. But at - the most they paved the way for
'pdlitical and administrative decentralization. It was recognised
that economic developmeht commensurate with mobilization of local
resource and growth of local leadership. Accordingly, the panchayat
instituticons were delegated the respbnsibility for rural or lccal
development. And "thus necessary»institutional basis for local

development was laid outn 4>,

Besides these steps there were other important institutional
changes that effected the rural life in 60's . These were Land
Reform Act 1964, the pblicY changes in resettlement programmes and
the liquidation (of non-functional) and formulation of guidéd co-

operatives,

Then in the successive decades, the 70s and 80s witnessed the
fourth, f£ifth, sixth and seventh plan (current plan) introducing
important changes in planning,.institutional organisation for rural

programmes,



94

The foufth plan {1970-75) initiated the move towards sectoral
planning. Though programmes for rural development were chalked out
stress was placed more on reducing regional diéparities. The plan
stated that "Development is highly competitive in its locational
aspect which calls for a conscious regiocnal sﬁrétegy that promotes
redistribution of resources, while maximizing ecoﬁomic growth and
national welfare“?‘For the realisatiocn of the goal the country
was divided into four macroc regions, each having a few promising
.growth centres selected for specialised and diversified activities
such as, location of industries, banking, trading and sccial service
fécilities. These would generate growth imﬁulses in the hinterland
areas. Thus entire area would be developed. During fhe plan two
rural development projects, (1) the Jiri Multipurpose Develcpment
Project. (2) And the Remote Area Development Prcject were intro~

duced; "with some elements of integrated approach"47.

The fifth plan (1975-80) followed the same pattern of
‘balanced regicnal de&elopment fdr rural development with more £focus
on the ccncept of integrated rural developmént. However, the spatial
division of the country was altered. In its place the country was
divided into four development regions (later five) namely, far
western, western (mid-western) central and eastern with 'growth
centres' respectively {(Headquarters of the regions) at Surkhet,
Pokhara, Kathmandu and Dhankuta. Theée plans provided the broad
macrce level regional frame. While to reack wth® lower level three
kinds of programmes were introduced. These were : (a) The Integrated

Area Development Programme (IADP) such as Rasuwa/Nuwakot, Sagarmatha,

v
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Rapti etc, (b) The Small Area Development Prcgrammes at the selected
Panchayats. (c) The Integrated Panchayat Rural Development {IRDP)

in a few selected districtse.

The setback that the rufal.development‘or local béveloPment
received in the second third and fourth plan was retrieved fully
by the sixth plan (1980-85). The programmeé for local development
were as fodlows: {1) District plan; these were plans submitted by
the local panchayats to National Planning Commission and financed

by development grants.

 (2§ Local DeveIOpmeht Programme: These were ad hoc projects
gene;ated by the availability of aid from agencies like UNICEF,
WEFP, ILO etc. The programmes'consisted of rural drinking wate;,
‘hill transport, labour intensive, minor irrigation and roofing of

school building,

(3) mIntegrated Rural Tevelopment : These were similar to the

plans introduced in the 5th Plane.

{4) Remote Area Development érogrammes: Conceptually though
different names were given, all these programmes covered basically
plans for certain rurai area development. These were intended in
improving the socio-economic conéifibns of the inhabitaﬁts living

in those specific places.

'The search for effectivé agency for implémentation of plans
continued. Hence important institutional chanﬁes were also intro-
duced by the locadl administration Act 1971 and the District Adminis=
tration Plan 1973 (DaP). These changes‘brought abcut a unified

Administration at the‘distriét level, with the Chief District
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Officer {CDO) as the head. The District Panchayat Secretariat headed
by the Panchaya£ Development Officer (who works as a Secretary of
the district panchayat) also came under the unified district office,
Separate entities for sectoral planning at the district level were
abolished;: all of them were amalgamated into the unified District
Office. The DAP was conceived to enable the systematic preparation
of annual district plan by the district panchayat. This step was
thus ccnsidered the "first comprehensive move towards decentralisa-

49.'By making CDO as the Chief

tion of deveiopment functions®
Executive Officer of the distriét; the responsibility for formula-
tion and implementation of DAP rested with him., At the village level
the Multipurpose develoopment worke; (MDW) came into existence to

shoulder the dual responsibility as MDW and as Secretary to the

village panchayat as well.

It was noted that the f£ifth plan was a turning point in
the development process of Nepal, Because for the first time the
physical infrastructure which:dpminated the other plans was
deemphasised. The plan stated notably that the "People oriented
production on one hand and the maximum utilisation of manpower on
the other, are the twin objectives"so. Hence the policy of the
plan was "to integrate the development pfocess with the Panchayat

system“SI.

The small area Development Programme introduced in 4th plan
had created co-ordination problem among the ministries and Local
Development Departments. Hence, the programme of IRDP came into
being. To remove the problems in IRDP and other development pro-

grammes, two important administration reforms were promulgated.
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Bhek Bzhadur Thapa Administrative Reform Commission {1975) was
formed in order to lessen the legal procedural delays, strengthen
planning cells of the ministries and make administrative develop=-
ment oriented. It suggesﬁed réform for greater iavolvement of the
districts in development'activities. The other step was the intro-
duction of Integrated Panchayat Developﬁent Design (1976). It was
hoped that his introduction would strengthen the planning and
implementing institutional basis of the panchayat system. The design
provided a chain of co-ordinating committees at various levels,

starting from a cabinet sub-committee to central, zonal, district

and village levels.

During these plan periods two other innovations for institu-
tional improvement were introduced. The first was the multi-discipli-
nary Service Centres in each district for the delivery of services at
the village level. Seccnd was the formulation of a new ministry known
as the Ministry of Panchayat and Local Development tMPLD). This
separate ministry»was formed to meet the problem of interministerial
co-~ordination for rural devélopment, and also to co-ordinate rural
development efforts. At the district level the CDO was releived of
the responsibility of development works. Because it was found diffi-
éult for him to perform dual work; as of keeping law and order and
also to promote developmentsz. The pést of a Local Development
Officer {LDO) as an equivalent rank of the CDO was created. Thus
to the present, the ILDC became the responsible-agent for local .
development works similar to IRDP. He is also to act as a Secretary
of the District Panchayat*.

doundeaion
*The German, for International Development (DSE) strongly recommended

the separate ministry and the upgrading of the Panchayat Develop-
ment Officer (PDO) to that of LDO.
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Important sﬁpporting policies during this period was the roles
of banks. The Nepal Rustriya Bank gave directives to the commercial
banks to invest at least 5 percent of their total deposit in small
sectors (1974). 2nd further stepped upto 7 percent in 'priority

sectors' (1976). These included agriculture cottage and small scale

industrises, all relevant to rural deveiopment.

Further the Agriculture Development Bank in Nepal (ADB/N)
implemented an innovative credit progfamme known as small Farmer
Develorment Programme (SFDP). The general objective of SFDP was to
improve the living standard of the rural poor {especially landless
labourer, marginal and small farmers) with an integrated programme
of supervisgd credit through group work plans. Again in the same
period (1976) to consoliéaté and integrate the guided co-operative
functions an institutional arrangement called Sajha was created. The
'strategy for Rural Development (1978) states that "The Sajha Move-
ment should be incorporated where possible as‘the means of channeling

C : . . 53
basic inputs to development projects" .

In the present decade, under the’Sixth Five Year Plan (1980~
85) and the current Seventh Five Year Plan.the Borms for rural
development had been set. The meeting of the-local represéntatives
of Nepal Aid Group, arranged by National Planning Commission and the
Ministry of Finance in 1978 chalked out a ‘Strategy for Rurql
Development®, the basic characteristics of which were wis 3 (1)
Invclvement ©f the people in the development process: (2) Basic needs
orientation in the project components; {3) Planning with reference to
intra regional ahd inter-personal differences aiongside with inter-
regional disparitie354. Likewise the sixth plan made peoples?

participation, the base for rural development. It intended to involve
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the local panchayat in "all espects of local level development
programme from project identification, through implementation to
final erluctlon“Ss. The plan scught to institutionalise the existing
participation of the people through local leadership56. On these
principles the different Integrated Rural Develepment Programmes have

been launched,

To initiate active participation of the local people it was
essential that the principle of decentralisation, the base of the
panchayat system,.should be made more effective. Hence to guarantee
this the Neﬁ Decentralisation scheme implemented through Decentra-
lisation &ct 1982 and decentralisation bye laws 1984 came into
existence. Important rural develoument activities were linked in
the local level panchayats in thié new scheme. They were planning
implementation and evaluarion aetivities, resource mobilisation and
personnel arrangement to rural development. The basic problem of
decision-making, power sharing was through devaluation of authority,
local~level planning and implementation capability, inter-sectoral
co—ordination at national and local levels and meaningful peoples!
participatiop through organisation of beneficiaries have remained

pronouncedj;g{7

It should be noted that, from the initiation of Rasuwa/
Nuwakot IRDCP the bi lateral and multilateral aid to different IRDPs,
have been the main source of financial and technical investments.
Therefore different organisational set up of IRDP have existed. With
the enunciation of the New Deeentralisation Act, there has been
uniformity in the IRDP orgenisation structure. Now all IRDPs come
'under.the ministry of Panchayat and Local DevelOpment, with the same

pattern set by theVAct.
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The historical review of rural development in the four
decades i.e. from 50s to 80s show the following distinctive charac-
teristics.

1. There is a realisation<thek rural development for the
country is a must to march forward in thé path of development. Hence,
emphasis is given on detailed planning in this sector. Though there
had been some set back in the 60s, in the rural development, the
momentum has been pickéd up by the initiation of the IRDP from the

late 70s.

2. There has been a shift in the »lanning pclicy for rural
development programmes. In the 1950s, 1960s and early 70s minimum
functicnal and sectoral norms were laid cdown for the village, district
and central level. Resources were distributed likewise. However, in
this approach the main drawbacks were cited as “they were not directly
reléted to the expansion of production and employment in the rural
sector“ss. Conseguently from the 70s the multidimentional, approach

involving Integrated rural Develorment Project were introduced.

3. Even prior to the plan period, various aspects of rural
life received attention. Emphasis was that our rural policy should
consider the traditional and social aspect on which a particular
village exists. Efforts was concentrated, then to remove the cons-
traints in the path'of developrment. Finally the object was to modernize
the socio-eco structure in order to meet thé~changing demand of the
pecple. Embracing these we f£ind that the component of rural programme
have been activities supporting agriculture, animal husbandry, small
and cottage industries, development of infrastructures, as well as |

health, education and rural institutions. With the introduction of
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IRDP the emphasis is more urgent. This approach is to improve pro-
duction related infrastructure and institutional facilities towards
maximum exploitation of available land, water and human resources

and to activate the people's participation in developmentsg.

4, There has been marked change in the development of supportive
institutions responsible for rural development.vln the early decades,
Government guided co-cperatives were formed to supply agricultural
inputs at local level. Bureaucracy, posted at different leveis was
the main responsible agents for the purpose. But with the change of
political set up, the responsibility was shifted to the wvillage an@
district Panchayat bcdies and bureaucrats and technocrats‘were now
cast intc the role of guide, superviscrs and supporting agents to

these bodies.

5, The involvement of the local people, the development of
their own village or locality, so as to make them self-reliant has
been the continuous concern in the plan pericds. SO programmes are.
laid down accordinglve. But in the iﬁitial stages the involvement was
pegged to fixed financial labcur contribution, in rural development.
With the advent of the panchayat system based on the principles of
democratization and decentralisaticn, the involvement of the local
veople is mere pronounced. It tock the form of trying to involve thé
local people aﬁd their respective village and district panchayats,
in planning, implementing and evaluating the rural development pro-
grammes such as IRDPs.

6. Attempts to strengthen and upgrade the administrative
structure marked these decades. Different Administration Commissions

‘were formed and Administration Acts enforced to implement rural
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programmes more effectively and to bring supportive Service Centres,
nearer to the villagers. The policies towards this direction is to
adopt a decentralised pattern of administrative structure. And

instead of top down, bottom-up planning became the rule.

7. Summing up the institutional set ups and the organisational-
structure of rural programmes such as IRDP, the following can be
noted:

a, Tribhuvan'viilage Development Programme 1952, Its objectives -
A multipurpose organisation for effective means for supplying resocurces
to the villégers and forum to voice threir needs problems and solution.
The programme laid special emphasis on training man power in technical
and managerent fields. The institutions established for the programme
was the co-operative services in the centre, Village Development
Centres, covering different part of the country and village Develop-
ment workers in the villages.

B. Commﬁnity Development Prog:amme (1958). Later on, India
also became interested to assist Nepal in Village DevelopmentGO. The
cbjectives of these programme were similar to that of Community
Development Programmés aé India's i.e. similar to that of T.V.D.P.
Hence the activities undertaken were in the agricultural, cottage
industries, andAadéitional programmes such as social Education,

Bhajan Mandals etc. The institution developed was the Village Develop-
.ment Board in the Centre. At the local level Blocks, headed by the
Block Development CEfficer (BDC) was the responsible agent. While at
the village, Village Develcpment workeré were to assist in the imple-
mentation of the programme. The programme was supported by India,

financially and technically. The main merits of these programmes were
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that the planners, leaders and local level péople were awakened from
their slumber of backwardness. aAnd local people éame in contact with
advanced inputs to increase the agriculture productiocns aﬁd its
allied séctors. Benefits of technical and management training were

also received.

But these programmes were dropped because it created rivalry
between the two donors {India and America) . This resulted to the

termination of assistance by both61

« The area coverage was also
limited. Hence benefits were also negligibler. Due to administrative
constrains and lack of trained manpower, the implementation of the
programmes was alsc poor63e Another main drawback oﬁ these two

programmes was the subordinate position of the Nepalese counterpart.

This killed their initiative and whole hearted participation64.

C. Deriod 1960 onwards: The promﬁlgation of the partyless
panchayat system as the political system of the cocuntry, ieads to
the indigenisatién,of rural development process65. The objective of
this changevwas‘that, uvltimately the village Panchayat‘and District
PanchayatA(the lowest level of the Panchayat system) would establish
themselves as viable institutioﬁs for administraﬁion,and'developmént
at the loccal level on a self-reliant basis-ﬂﬁddzmerge as strong local
governmeht66. Hence the wvillage and District Panchayat became the
responsible agents for rural development. Now the whole process of
‘planning and resource allccaticn reguired the approval of the National
Assembly.at the centre, and District Assembly and Village Assembly at
the District and Village level for local plans. The bureaucratic

administration support wés to be provided by P.D.0O. instead of B.D.O.
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For the attainment of the two objectives éf the panchayat system;
namely decentralisation and democratisation, continucus efforts were
made to stiengthen the sectoral capacity of the governmenﬁ. Some
impressive change was brought about by District Administration Plan
1974 and the Integrated Panchayat Development Design 1978. The former
'brought forward the planning process of the district development

at the village, And an integrated.bistrict Devélopment Plan was to be
prepared annﬁally, which was to éonstitute thé basis for allocation
of résources for each district at the national level. Sevefal subject
matter committees were formed under the District plan in which both
popular representative and government officizls were members ﬁho
functioned to prepare sectoral district plans. The latter the IPDD

- {1978) was somewhat an advancement of the former in the sense that

it proviced for a "cooraination mechanism at the level of the Coﬁncil

: . ~
of Ministers and the permanent Secretaries of the government°7e

The implementation lacuna of the two reforms and complexity
of the problems faced in co-ordination between inter ministerial

‘and between the centre and local level brought forward the need for
establishing a separate ministry of Panchayat and Local Development.

At the District level the post of the P.D.C. was upgraded and replesced
by Local Development Officer (L.b.O); He was assigned the rcle of the
coeordinafor of programmes at the district level. At the Village
level the Multipurpose Development worker was the Secretary of the
Village Panchayat and the‘lOWest bureaucratic repfesentatives-For

_ the.multipurpose éupport to the wvillage panchayats services centres

continued to exist.
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3.3 An examination of the organisational structure

‘With the inception of the Integrated Rural Development design
for rural development and to initiate more éffective local parti-
cipation; Sajha (Co-operatives), Small Farmers Development Programme
and users committee came to be the main stay of IRDP organisational

structure.

However with varicus attempts for effective organisational'
structure and for viable local institutions, a wide gap still exists
betweén p;ans and action and between policies and practices. It is
hoped that with recent implementation}of the Decentralisation act_
1984 the gravest problems of co=ordinations and diffusion of authority

will scmewhat be solved.

Now on the basis of the foregoing discussions, and specific
evaluation reports of Integrated Rural Development Programmes and
supported by our study of the two Rasuwa/Nuwakot and Sagarmatha
IRDP; the hypothesis, that there is positive correlation between
management, organisational groﬁth and development‘activities in the
rural sector, holds true. The broad objectives of all IRDPs is to
eradicate poverty. This reccgnises the necessity of multifarious
activities encompassing the whole life of the rural people. Still
the essential point to be noted in laying down goalé as of Amitai
Etzoni vie& is that goals should be'specific. And much depends on
the nature and setting of goals for organisation to be successfude.
But' what we find in IRDP goals of our study, similar to other IRDP
is that, there are numérous programmes having wide varieties of goals.

Consequently putting constrains on scarce capital, and technical and
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administrative manpower. Further it has left ample scope for the

line agencies to interpret the objectives or programmes in different
ways thus leading to interdepartmental conflicts. Incomprehensible
nature of the project goals also hasvled the beneficiaries to assume
the programme as only government duty and responsibility and not
their 0wn68o The Rasuwa/Nuwakot programme deSpite_five years imple-
mentation is still referred tolby local people as that NRs 130
millicn proj_ect69e The most critical view‘was given by Bharat Bd.
Pradhan. He remarks, "even after about 10 years of eperation and

with eight IRDPs on going, enough effort has not gone into developing
& meaningful framework for formulating an Integrated Rural Develop-
ment Project. Each project is conceived and formulated in an ad hoc
way"70. He pocints out that the wide coverage, the formidable physical
constraints, the areas limited infrastructure for development or the
de-emphasis on infrastructure seems to counter te the achievement of
the objectives of self—eustained development71. All these has resulted
in not only ineffective impiementatioﬁ but also it has self-defeated

the main.dbjectives of IRDP72.

¢

This then shows that theoretical analysis put forward, and
referred by us in our early discussions of planning does not come
upto the essential requirements for effective planning. Our observa-
tion of the village panchayats discovered that-there was not even
preliminary record of essential datas that were to be the basis for
planning rural development. Among the ten panchayats surveyed only
three had records of income scurce and expemditure allotment. No
other records were ccllected by them. Similar view was put forward

by DRC report of Rasuwa/Nuwakct Project. Further the planning officials
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of the concerning district panchayats were affirmative of the
sursory planning of these projects. They pointéd out that the plan
formulation was dominated by foreign experts, who had very little

or no knowledge of the local socio=economic conditions of the village
panchayats, coversed by IRDPs. However, our enquiries with the coe
ordinators of these projects revealed that the basis of these plans
were also the village and District Panchayat plans. But here again
we £ind that these plans were.only amalgamation of priorities of
village and district plans.<That is we cannot count these as scienti-
fic plans. The "annual district plans which were to be the mainstay
of planning and resocurce allocation for the project {R/N) were never

. . 3
undertaken in the real sense7 .

' The need of sufficient technical and administrativé cadres,
is the other pre-rsqguisite of good planning. Albert Waterson concurs,
noting that implementation of IRDP pre-supposes the a&ailability of
adeQuate number of skilled and semi-skilled technical»overseers,
Sub-overseers, Junior technical (JT) and Junior Technical Assistant
in agriculture. But one of the problem that has hampered the imple-
mentation of IRDP is the absence of the regquirement of trained man
power especially.in tﬁe technical field74. Our findings in the two
projects were similar. Though the field personnels educational degree
was'satisfactory, their experiences énd training were poor. This we
concluded from our observation (bf constructed works of water sources,
roa@s, buildings irrigation sourqe) as well as thé remarks oOf concerned

Pradhan panchas and the local beneficiariese.

Further the projects were organised on the basis of existing

administrative structure. No additional staff were provided except
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for a project co-ordinator and some clerical staff. This naturally
strainea the existing administrative personnels. "Another weakness
in the current investment approach is that without taking intb con=-
sideration the capacity of the sectoral agencies to deliver the

regquired services, most of the IRDP have assumed that with the pro-

vision of funds they would be available.a.“75

According to the proponders, good planning fequires sufficient
material and financial resou:ces.Now this is also lacking in the
concerned IRDPs.-HoWever, this shortage of resources is not the cause
of unavailability, but is more brought about by remittance and
reimbursement problems. The district Panchayat office of the two
prcjects, némely Siraha, Saptéri, Udaipur, Rasuwa and Nuwakot, all
voiced the same problem. The delay of fund was a severe constrain.
for these projects. The planning officials have narrated that many

~times funds were provided at the ehd 5f.the financial year. This

had been one of thé causes of incomplete work and the diséppearance
of contractors of concerned wo:ks76. Related tc this resource
obstacle, we find that the evaluation studies especially of Bharat
Bd. Pradhan, observe the inappropriate investment approach of these
projects. he argues and corrcdborates the Interim Report of Rasuwa/
Nuwakot bfoject that "the invéétment in IRDPs has been overly bia;ed
towafés the infrastructure. Even in the prcductive sectors like
agriculture and cottage industry, a major share of investment is ih
" construction of physical facilities, maihly buildings, comparatively

little investment has gone to directly productivé activities77. Cur

observation of the market comples, funded by the IRDP, in our selected

village panchayats as Katari and Chaugadha, showed that they were not
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utilised at all, The fallacy of building a market shed, where there
was non-existence of even a weekly hat baZar points thevwrong
approach of invasﬁment in Chaugadha. While Katari market shed is an
~example of choosing the wrong site. Further Bharagfgradhan aptly
‘propounded that, the emphasis on creating facilities, instead of
utilizing the existing one is “another fundamental weakness in
investment approach as the new panchayat building of Rasuwa/Nuwakot
TRDP 2, Again quoting the Interim Report, there is hardly any scope
for the use of high.level expertise. For designing a pedestraiﬁ
suspension briage, aligning a mule track or constructing a 50 hectare
irrigation rpoject, engaging an expert costing U8 § 70,000 a year iQ
simply ridiculous. The unnecessary infusion of high level technology
will discourage indigenous technology79° Cur findings also support
this view. As for example the Gadkhar irrigation project of Chaugadha
and Rémche irrigation does not provide sufficient irrigation facility
to the lands, that come under its capacity. The beneficiaries, com-
plained that the responsible persons did not heed their advice while

constructing the projects.‘

It is recognised, as mentioned earlier that planning of IRDP
involves the participation of host of line agencies as wellias
peoples representatives (ﬁolitical and social) and beneficiaries. Then
it is essential ﬁhat they work in unision and in coordination with
one another. But the lack of coordination is the most severe obstacle,
for the limited impact of these projects. No doubt there are insti=-
tutions established for éoordination mechanism in the centre, zonal
and district level. But the'problem still persists. To quote Rasuwa/

Nuwakot Final Report "Different coordination mechanisms were tried ...
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Inspite of these attempts the entire project period was characterised
by lack of coordination in policies, planning and implementation
which had adverse consequence on the pace of the project“so. The
coordinaﬁion problem is so severe that Nepalese Economist éovind

Ram Agrawal has lebelled the IRDP as Non-Integrated structuresl. Cne
of the causes is too many changes in organisation structure. While
Bharat Bd. Pradhan observes this problem as a result of " Inappro-
priate Institutiocnal Arrangements leading to contradiction in the
institution. He remarks that IRD programmes are regarded‘as "extra
burden"” on the existing technical and administrative personnels.

"Tt should not therefore be a surprise that IRD projects constitute
the lowest prlorltv activities Withln the sectoral progrenmes, though
they are stated to. be hlgn up in the scale of national prlorluves"az
The coordination committees formed at the centre, zonal and district
level hardly meet®>, our epquiries in the five districts of R/N and
Sagarmatha projects leads us to similar conclusion. In Nuwakot dis-
trict the committee had met only thrice in 5 years. In Siraha district
it met only cnce. While in other district the concerned officials

had no idea of the meetings of such committees.

We now come to the last but not the least important aspect
required for good plamning. That is participation. In our introduc-
tory‘chapter we have quoted the arguments and remarks put>forward
by different writers, in relation to the importance of participation.
Their observation establishes that unless maximum public backing or/and

substantial participation is generated in rural development plans,
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success would not be achieved. Therefore in both Rasuwa/Nuwakot and
Sagarmatha projects, top priority had been awarded to involve the
rural mass in their own development. We alsoc recognise this importance.

Hence a separate chapter has been allotted for this aspect,

The condeptual idea‘put'forWard‘by different writers for
organisation_shows that Rasuwa/Nuwakot. Sagarmatha IRDPs organisation
structure embracés all the aspect. That is in these structures,
'peoples representative of the lowest level and different line agencies
bureaucrats and technocrats all are associated. But only éound
structure of organisation will not suffice. What is more important
is the effective  rcle it plajs in achieving the goals. Here the goal
is the eradication of poverty. This in turn can be possible when
such programmes Or organisation cén motivate meaningful participatione.
Cur analysis presents that multifarious goals hinder the functioning
of organisationo Since IRDP is a multifarious atﬁack on rural poverty
it is natural for the programme to have multifarioué goals. The ques-
tion arises as to what is td be doné? The best that éah be done is
to set‘goals on the pricrity basis in harmony with the localnneeds;
After setting goals a souhd planning for effective organisation is
required. Our discussion cleéarly shows that there has heeﬁ tqp-déwn
planning instead of bottom up clanning although it is advocaﬁed by
IRDP, The most essential requisite for planning is feasibility study
cr preliminary data of socio-economic conditions of the village
panchayat. This is the lacuna, as ourvstudy has proved. The last
aspect of a good organisation is how far it has been able to implement

the plans and thus achieve the goals. It is observed that there has
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been ccntinuous efforts to reorganise or -to improve the implementing
machinery proving that the main drawback of IRDP of Nepal is that what
is planned is not implemented. This is due -to the existence of a
severai obstacles. Such as defective planning lack and inefficiency

of technocrats and adminiétrative staff, delay of funds, personal
interest of political leaders étc. This sum up our view on reguisite

for IRDP organisatione

‘Wext we have tri=d to see the evolution of IRDP in Nepal.
Going through these discussion, we f£ind that frém the very beéinning
{in medieval periocd) local institution existed for local dévelopmeﬁt.
At that time these institutions were given wide power and worked most
independently. While the powers of state officials in the centre were
curtailed. Grédually in the modern era changes came which brought \
a setbhack to these institutions. That is though the responsibility
of the local development was given to the Panchayat, their power
were curtailed. In other words, instead of power decentralisation,
centralisation was the rule. With the overthrcugh ¢of Rana rulers,
democracy dawned which necessitated Nepal to establish diplomatic
relations. This brought forth bilateral development aicd as the
Tribhuvan gram vikash yojana. Cbrrespondingly for the development
works bureaucratic hierarchy grew. Gradgally local dévelopment woxrks
became the responsibility of bureaucrats, and local institutions had
little say. They became more and more depencent and lost their self-
réliant capacitye. With the initiation of the partyless panchayat .
system attempts were revived toc strengthen these local institutions.

village development or local development was to be the responsibility
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of the lowest level of panchayat systém the village panchayaﬁ. S0
IRDP also embraced these institutions, Visualising the varicus
obstacles in shedding off powér to the lower level, different reforms
came forward. So as tc make the administration more efficient and
people oriented.

Coming to our study of the two IRDP we have enlichtened that
there is contradiction between policy and implementation. The pro-
gramme's several goals has put burden on the scarce capital and
technical and administrative personnel. Further sihce goals are not
defined scientifically there has been ample scope of defining it
Gifferently by the implémenting line agencies. Similarly without
taking in consideration the economic-socio situations of the villege
Panchayats in IRDPS_Planning seems to have mede the local beneficiaries
more reliant on outside resources. Thus negatin% the princirle of the
local peoples participation in such programmes. One wonders at what
is actually targeted by these programmes. From cur study and the
evaluation of eminent Nepalese economist it has been seen that instead
of uplifting the rural mass from poverty more funds have been invested
on infrastructural development. The study cf these two projects
provides an example of showing that scarcity of funds is not the only
problem. It is also guesticonable whether high level technicians with
high pay ($ 70,000 yearly) is worthwhile for small low level village
development works.

Finally we can add that the structure of IRD organisation

can be successful only when there is perfect harmony in the working
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of the various line agencies and the implementing agencies il.e. there
should be co-~ordination and freguent rapport between them. This is
what is lacking and is the main cause cf the existing gap between

planning and implementation.
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