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EXECUTIVE SUMMARY

It is increasingly asserted In many parts of the world
that the concepts and technlques of management developed
in the West are vuthnocentric, and therefore they lack unl-
versal valldity {n terms of thelr effectiveness In different
cultures‘. in thls context the present study examines certaln
culturally-orlented behavioural aspects of Srl Lankan mana-
gers, Studies and lterature relating to management, organi-
zatlons, and culture In Srl Lanka ralse questlons of tenability
of certain universal (Western) concepts relating to such be-
havioural aspects as planntag ahead, rationality and olsjecti-~

vity, work ecthics, authority and responsibllity,

Speclal attention has been pald In this study to public
sector organlzations. Performance in the publlc sector orga-
nlza*lons has not reglstered an appreclable overall lmprove-
ment In the last fifteen years, In contrast, there {s evi-
deace to show that the performance in key sectors as plan-
tations, public manufacturing and publlic admlnistrative servi-
ces has been doclining, desplte concerted attempts to contain
such tendencles. Therefore, it seoms essential that declslons
to invest further or ro-allocate resources ln the public sector,
should accompany a careful assessment of the administrative

and managerial! capabllities of public sector organlzations,
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The problems of publlc management In Srl Lanka could
be attributed, to a significant extent, to certaln discontinui-
ties i)etween cultural wvalues and norms on theone hand , and
organizational structures and behavioural expectations on
the other. There 1is evidence that soclal and cultural (nati-
tutions such as famlly, caste, class, religlon, educatlon,
and ethnicity signiiicantly determlne the soclal values in-
fluencing personality and behaviour of Individual In organi-
zations. In particular, the impact of culture could be scen
in relatlon to person's independent thinking, view of authority
and responsibllity, meaning of work, attitude to planning,
and value of being perfect, etc. Resulting from thls 1is
a ‘"behavioural syndrome® of the organizational nan, This
behavioural syndrome could be useful to explain the current
dlfflcu]tlre's of publlc sector organizatlons of meeting  the
expectatlons of Western management theory and practice,.
The continulng fallure to achleve goals, reflecting an ever-
Increaslag lnabllity to achleve states of stable organlzational
equlllbria In a changlng environment, has been one of the
noticeable featuras of publlc organizations, The apparent
lack of cultural parallels In Srl Lanka of the concepts of
management of a Western orlgln such as *planning ahead",
requiring systematlc thlnking, and techniques llke 'MBO’,
requiring ablitty and deslre to lsolate factual and wvalue
Judgements, seems to be the cause of thls "behavloural syn-

drome®, and thus, of the organizational disequillbria,
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There 1s some ovidence to suggest that the behavloural
syndrome of the Indlvidual s In contradictlon with the de-
mands of management for systematlc planning for results, decon-
tralization, partlcipatory declslon-makling, objective evaluatlon
of performance, and controlling positively, In contrast, It
seems to promote (a) ad-hoc and short-run view of managerial
and pollcy phenomena, (b) excesslve centralizatlon in organl-

tatlons, (c) Indlividuallsm, and (d) a legallstic view of control.

Reforms Into publlc admlnistratlon can take two princlpal
approaches: structural change and professionalization of public
services, In doilrg so0, some of the global charactaristics
of cultural [Institutions and values may have tu be accepted
as relevant, The reformer may flad a greater freedom In
hls effort ai changing the Individual characteristics of the
managers, than In {ntroducing macro-level structural changes,
Greatar professlonallz;atlon could be almed at by (a) introducling
measures which wlll restrict and re-distribute the *general
adminlstrative character® of the Sr{ Lanka Adminlstrative Servlice,
(b) absorblng additlonal talent Into the public services on
an open basls, and (c) Increasing the management development
efforts.‘ In regard to organlzatlonal structures, reforms may
focus on smaller slze, structural flexibility, power of the
top executlve, asnd creating an explicit gcal orlentatlon In

organizational functioning.



Chapter 1

STUDY OF MANAGEMENT IN A CULTURAL PERSPECTIVE :

AN_INTRODUCTICN

1. Introduction

Should the ways In which organlzations are managed
reflect the cultural environment of those organlzations? Those
who expound the thesls that management is culture-speclfic
share that there Is a neod to explore the utility of Western
management concepts and practices transferred to Asla{Mendoza,
1978), and Africa (Moris, 1977), Geert Hofstede who studled
differencas of people's work related values among 50 coun-
trlea concludes, {inter alla, that people of the Unllgd States
are ‘'highly Individualistic' and that they tend to “®malntaln
povier aequality”® among them. In case of Indla, it was found
that the relevant value conflguration of the people was quite
the opposite : Low individualism and large power dlstance
(Hofstede, 1983 : 82)., What Is the best apprnach to under-

standing the cultural context of management?

Approacnes to understanding managerlal behaviour In
organizations In developing countries tend to be divided
between a hard slde and a soft side. The hard side approa-
ches are based on “"unlversallsm®, while the soft side deals
In a very casual way with the problem of how organizations

in other cultures deviate from the unlversallstic Western



patterns, The unlversallstic patterns are accepted explicitly
by many on both sides as norms, and cultural aspects are
treated {n order to understand the devlatlions. As a result,
the cultural problem s viewed as a secondary problem,
This seems to have placed a baslc llmltatlon to the under-
standing of imanagerlal phenomena In developling  countries.
Organlzational systems are cultural answers to the problems
oncountered by people In achleving thelr collective ends,
Therefore, one must see the cultural problem not as a secon-
dary, but as a central problem In understanding managerial

behavlour,

The eond concern of management s results, A cursory
gllmpse of organizational performance in Sri Lanka, therefore,
1s a reasonable polint to begln the presentation of this study.
This Introductory Chapter then takes a brlef lool; at the
traditional approaches to managoment development, wlith a
view to appralsing thelr Instrumentality in bringlng about
roalistic answers to problems of organizational performance.
In thils context, thls Chapter Invites the reader then to

consider the soclety and culture as "explanatory variables".

2. Managerlal Performance : The Tendency to Decline

A multi-dimentlonal approach is useful to take an overall
account of managerlal performance of an economy. One could

conslder at least five prlncipal .dlmenslons :



(a) achlavement of overall output goals which can be
measured by such macro economic criterta as volume or
value of outputs, profits, or soclal Indlcators like ecrime
rate, crude birth rate or numbers of road accldents,
atc}

(b) opoeratlon of the management process which can be
judged by such criterla as lnput productivity (capltal
and labour), type of Innovations, and rate of change
in key areas of activity;

(c) employee satlsfactlon and attltudes which may reflect
in  labour turnover, labour unrest, braln-draln, etc.;

(d) system dlsequilibrla, as In the case of external
payments, government annual budget and income disparitles
which represent the dlmenslon of Integration and Iinter-
dependence; and

(e) the dimenslon of ethical responsiblllicty which can

be approached wlith such Indlcatars as {llegal practices,
corruption, damages to censumer, and environment pollution,

Let us look at some of these dimenslons of perform: nce

In the Sri Lankan politlical economy,

{1) Declining overall performance :

Since 1977, the government of Srl Lanka has adopted a
policy of free market economy wherein {mports and exports
are liberalized and forelgn investments are promoted in tle
Island. The removal of the umbrella of protection that has
been effective for years on the economy has brought the real
Issues of development Into the surface of both public and
private sectors, They are reflected in the overall trends

In the performance of the economy.

Since Independence In 1948 the perennial problem of the

economy has beon Its lnablllt‘y to achleve a rapld growth



that {s sufficlent to generate capltal for expansionary lnvest-
ment. A comparison of indices of varlous growth components
for the 19708 indlcates that Sri Lanka has been lagging behind
the average overall performance of the developing economles,
World Development Report 1983 compared the performance in
key development areas of thirty-one developing countries of

which a summary {s given in Table 1,

Table 1 ; Srl Lanka's Overall Performance among

Thirty other LDCS in the 1970s

Sri Overall| High Low
Lanka | Averagd Index Index
31 IDCS)| Group | Group

Annual CDP Growth Rate % 1.1 5.0 6.8 3.t

Comestic Savings Incane 13.0 17.4 21.4 13.8

Rate %

Additional Output per unit 22,2 23,2 27.6 16.8
of Investmant %

Arnual Growth Rate of 2.8 3.0 4.4 1.8
Agriculture %

Annual Growth Rate of 4.0 6.1 9.1 3,2
Industry §

Annual Growth Rate of - 2.4 3.5 6.7 0.7

Export Volume

Source : World Development Report 1983, pp. 60 - 61

Srl Lanka's achlevements in the areas fundamental to sus-
talned soclo-economic development have been disappointing
domestic savings lIncome rates, {industrial growth, and growth
of export volume for Srl Lanka are In the low-index group
of countries. The somewhat satisfactory rate of GDP growth
and output on lInvestment seem to be a result of the expanding
*non-tradable® sectors whlch .thoy themselves are ‘lncapable

of provlding a foundation for economic development. Calculatlons



ahow that the combined contributlion of these sectors -- trade,
construction, transport, utilitles, and other services -- to
total incremental GDP between 1977 and 1982 was 69 per cent
coxmpared to 55 per cent in 1977, Conversely, the dlrect pro-
ductlor; gsectors -- agrlculture, mining, and manufacturing - -
whose share In GDY {n 1977 was &5 per cent, has declined
to 31 per cont over tho following five yoars, These trends
ralse lssues of entrepreneurship, ownershlp, organization struc-
ture and managerial practlices Iin both public and prilvate sectors

of the economy,

From the Income dlistribution polnt of view, the meaning
of real growth rates Is distorted by very high rates of annual
{nflatlon of prices, In 1983, Srl Lanka ranked the second
highest in éonsumer price increases among the member countrles
of the Aslan Devolopment Bank : while the faster growing ecco-
nomles recorded rates of {uflatlon below the welghted average
of 7.8% for the member countries, Srl Lanka's Inflatlon rate
was 14% (Aslan Development Bank, 1984), Fhe high degree
of vulnerability of the economy 1ls due, at ieast In part, to
relatlve inabllity of the economic enterprise to adjust [{tself

to the changing onvironment of organizatlion,

The economic vulnerabllity of the enterprise can be further
understood by looking at some other Indicators of performance,
In internatlonal trade, the trade deficit for the past flve years
has averaged 40% of Import value, This figure was 17% for
1970 - 79 and only 6% for the soven year perlod prior to

trade liberallzation in 1977,
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The national income-expendliture deflclt has been drastically
increasing over the recent past. In 1973, the annual budget defi-
cit vas 12,5 per cent of total revenue, and ien years later, the
deflclt equated the revenue, l.e,, one half of the expendlture
was it by borrowing, Both domestlic and forelgn expendlture ygaos
are flnanced largely through forelgn asslistance, The lncreasing
dependence on such sources s lndlcated by the fact tnat the for-
elgn finance component has amunted to 50 per cent of budget defl-

clts over the past five years (Central Bank of Ceylon, 1984),

The 1increasing lnabllity to manage the economy 1s partly
explained by the fallure of the manufacturing sector in order
to expand and generate a surplus, In 1970, the minufacturing
sector accounted for 17 per cent of the (NP, whlle thls has gradu-
ally 40cllnod to 14 per cent by 1984, Slnce .97y, the rate of
growth in the manufacturing sector has averaged only '3.8 per cent,

much loss than the rate of overall cconomlc growth,

With a high standard of Quallty of Life, ranking third in
tsla In terms of PQLI,(next to Japan and Singapore), Sri Lanka
is having a real problem of managing 1its economy. The lnabllity
to re~-structure the colonial system of production which is dumlna-
ted by plantation crops, and generate adequate surpluses for re-
investment, casts doubts about the capaclty of Sri Lankan organi-
zations and management to lnnovato and achieve growth objectlves,
A closer look at the productive sectors of the economy will give

us further insight {nto thls phenomenon.



(1) The Public Enterprises Sector

The public corporations sector utillses about 35% of the
gross Domestic Flxed Capltal Resources avallable for investment
(The rest Iis divided betwoon the yovernment sector, 25%, and
private sector 40%). When  the government enterprises such
a3 PRallways and Electriclty which are categorlsed under the
gevernment soctor are taken iate account, the public enterprises

sector becomes utill laryger,

Public Industrial curporatlons, whi:h account over 50 per
cent of the total Industrial production of the economy, have
falled to record ulgnificant achlevements Ln any of the dlmen-
slons of managerial performance In the past, Overall output
index (1960/70 = 100} for the slx year period of 1970 to 7%
showed an lIncrease from 168,4 to 209.3 whereas' thls Index
for more recent years (1977 = 100) has lmproved very slowly,
1981 = 118.4, and 1983 = 106.7. Exports of the Industrlal
entorprises were 22 per cent of thelr value of prodrction 1n
1975, In 1979, this went up to 32 per cent and by 1983 it

sharply dropped down to 18 per cent.

The detorlorating performance of Industrial cornoratlons
i{s evident {n the doclining rate of profit, As showa in Table 2,
the rate of profits on sales has begun to show a declining
trend In recent years, An overall loss was lIncurred In 1982
and the Central Bank's provisional data for the years late

are lnadequate to asses the overall sltuatlon,



Table 2 1 The Deterlorating Performance of State Industrlal

Corporations

1976 1978 1980 1982

1. S5ALES VALUE 1,818 12,361 {4,909 {6,600
(R¢, Mlllion) (a)
II, PFROFITS 175 269 619 302

(Rs. Milllon) (3

I11, LOSSES (123V] (122)] (188)] (295)
(Rs. Millton) (@)

1V, NET PROFITSONSALES (3)

1, All Corporations 4.4 6.3 3.8 -3.8

2, Excludlng Ceylon 2.9 6.2 8.8 0.1
Patroleuwn Corporatlan

Source 1 Central Bank of Ceylon, Revlew of the Economy.
Various Reports

(a) Excluding Ceylon Petroleum Corporatlon,

The failure of public enterprises to generate adequate
surplus 1s reflected In the depondence of thesa ontarprises
on gevernment funds to run thelr operations and meet Investment
requirements, As seen from Table 3, the transfers of govern-
ment funds to public corporations have Increased ten times
between 1976 and 1982, Such transfers to industrlal public
corporatlons have amounted nearly twlce of the surpluses created
by these organisations, This situation of exzessive dependence
of industrlal public corporatlons on government budgoet has
no International parallels, Tne extent to which these results
reflect general economic conditions, price competitlon and exls-

tence of government regulations, etc., and how much they a.e



caused by the failure of Individual corporations to Improve
productivity through better management are of course difficult
questions to deal with here, However, evidence from individual
corporations suggests that thers exlsts a substantlal scope
for improvement through slmple actlon of managerlal lngenulty,
Since the public entsrprise sector 1Is very large, a modest
upgrading of efficlency could have very significant overall
effect, For example, a 10 per cent drop In the cost of pro-
ductlon in Industrial public corporations would generate resources
adequate to meet the total annual current expenditure of govern-
ment on general oducation {n thls country or to a quadruple

fncreasa of the government expenditure on higher educatlon,

Table 3 : Transfer of Government Funds to Public

Corporations 1976 - 82 (Rs, Mlillion)

1976 1978 1980 1982
Tatal Transfers 1,084 3,151 7,669 12,350
Chango (1976 = 100) 100 291 708 1,139
Tranasfers to Industrial 493 1,254 550 513
Corporations
Transfers as ratlo of 1.73 2.92 .78 1,70
profits of Industrtal
Corporations
Capital Transfors 965 2,070 6,086 - 10,653
Current Trans{ers 129 1,081 1,583 1,697

i i

Source : Central Bank of Caylon, Review of the Economy.
1979, 1983

After loslng the state of monopoly market, many corpora-

tions have begun to show thelr weaknesses (mostly managerial),



Corporations like Ceylon Steel, State Hardware, Natlonal Tex-
tile, and National Paper, which ylelded profits years ago are
now lncurring losses, Many others, including Tyre Corporation,

whlch was consldered a model, are having serlous difficultles,

As a remedy, the government has de-nattonaltsed certaln
worthy but loss-making Corporatlons by transferring the eontire
organlisation or part of it to the private sectcr o~ forelgn Inves-
tors, Such changes of ownershilp or management have taken
place In the followlng areas : Milk processing, textiles, machl-
noty, electricity supply, frult canning, and flour milling,
Proposala for stmilar changes In about a dozen of other enter-
prises, lIncluding ratlways and sugar manufacturing, are under

consideration,

Organlsational tineffectiveness and managerial (nefficiencles
aro observed almost everywhere In the corporatlons sector.
After natlonallsatlon of large, ‘'ocal aand forelgn plantations,
two publlic corporatlons were set up to run the tea -and rubber
ostatec, The vo.ume c¢f production has declined since then :
Tea - 220 M.Kgs. iu 1971 to 188 M.Kgs. In 1982; Rubbor -
146 M,Kgs. In 1971 to 125 M.Kgs. Iln 1982. With the take-
over, forelgn managements and Agency Houses' control of mana-
goment ware replaced with local management, The new mana-
gers were olther those who were promoted from asslstant Super-

intendent levol or recrults from outside,



The record of performance in other sectors is not nocess-
arily better, People's Bank, one of the two major commerclal
banks of the public sector, is responslble fec the {mplementation
of rural agricultural credlt schemes of the government. By
September 1983, the rate of default of payment has rlsen to
52 per cent for long and medlum term loans, and 21 per cent
for short-term loans (Peoplo’'s Bank, 1983 : 9). 1In the sphero
of housing, the pgovernmeat policy during 1977 - 83 was to
build houses for different {ncome groups and dispose them,
The Natlonal Housing Development Authority later reallsed the
difficulties of recovery of rent on the one hand, and malnte-
nance of housing schemes In co-ordination wlith various local
bodles responsible fcr the task, The housing pollcy has now
shifted from constructlon to extending support for the public
to bulld their own houses. (Natlonal Housing Development Auth-
ority, 1983). In short, the publlc sector organisations demon-
strate an Incapacity to deal with the demands of soclo-economic

development of the country,

(111) The Plantations

Over the recent past, output performance of the three
major plantation crops has declined : From 197% to 1983, pro-
ductlon of tea fell from 214 to 179 M.Kgs., Rubber from 149
to 140 M,Kgs. and Coconut 2,398 to 2,312 M.Nuts, The trends
in this output performance can better be understond from a
managerlal viewpoint by looklng Into some dotails of the tea

plantations, Yleld of tea per hectare had been 914 Kgs. in
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1972 and 920 Kgs. in 1980. From 1972 to 1975 there had bheen
‘an Increment of 12 per cent In the yleld which had continued
to decline thereafter (-6.6% during 1976/78, and -3,5% durlng
1979/81). On the other hand, the cost of production had in-
creased five times between 1973 and 1983 (from Rs. 3.52 per
Kg. in 1972 to Rs. 26.37 In 1983 : or an lIncrease of 66% during
1973 - 176, and 200% lncreassz during 1973 - 76, and 200% {n-
crease during 1973 - 179). Something 1s serlously wrong in
the management of plantations, and that has to be found In
order to expliln the declinlng productivlity In thls vital sector

of the oconomy,

(lv) Private Sector

The private sector of Sri Lanka has lInerited Its buslness
traditlons from the mercantallist functlons of the colonlal tlme
private enterpreneur, Centered on three major plantation crops--
tea, rubber, coconut -- an export sector was established during
the colontal perlod, The maln functlon of the prlvate sector
was to export the primary products and Import consumption
items, The Impact of this on the entrepreneur was to focus
on short run benofits and to rely upoun priclng strategy rather
than cost reduction and productlvity Improvement, lnnovation
and risk-takinrg wsre not promoted as impor*ant business values.
Blasoed toward trade, commerce and services, manufacturing

was not qulte attractive for the lIlnvestor.



Based primarlly on family ownership, even the leading
firms in the private sector did not promote professional mana-
gement grounded {n management education and competence, Mana-
gerlial positions were largely reserved for those who had tech-
nical competence tn the trade who would come up through the

ladder of promotlon or through family/soclal consliderations.

Manufacturing actlvity recelves relatlvely a lower priority
in the private sector, For example, 1In 1980, only 38 per
cent of the value of country's manufacturlng came from the
private sector. Eventhough the percentage share of exports
to total gross imanufacturing output (export cu-efficlent) has
been lncreaslng in recent years, estimates at the sectoral level
show that only a few products, namely, wcarlng apparel, leather
goods, rubber and plastlc goods, ceremlc-wear, and nonferrous
metal nas contributed to this favourable trend, and, among
them, wearlng apparel, and petroleum products (public sector)
occupy predominant positions; ln 1980 the contrlbutlon of these
two products to total export coefflclent was 92 per cent,
It §is also noteworthy that a number of industries -- food manu-
facturing, beverages, tobacco manufacturing, footwear, and cheml-
cals -- has recorded a down trend In the expert coefflclent,

reflocting an 'ncrease In thelr domestic market orlentation,

Growth has occurred mostly In trade and services sectors
which 2re directly linked wlth the cssence of the policy of
liberalised economy, Desplte the government's stated deslre

to male the private soctor the driving force of the economy,



the real growth impulses of industry stlll emanate from public
investments made In the past. In regard to the private sector
activitles, a process of “*dsindustriallisation®, resulting  from
shifts of resources to non-tradable sectors, Is dlscernlble,
The degree of export market penetratlion of product sectors,
with the exceptlon of garment sector, still remalns insignificant

without showing any slgn of improvement (Atukorale, 1984 : 51).

Why has progress not been up to the oxpectations? The
World Bank, still maintalning its profound falth in the basic
neoclasslcal tensts of the pollcy reform, has repeatedly ascribed
the blame for this fallure to inadequacies and inconslstancles
In the industrial and trade policy package (World Bank, 1981,
1982, 1983)'. The Industrial Policy Mission of the Bank which
visited Sri Lanka in 1983 has, therefore, suggested further
policy measures to ensure "a system of neutrality of lncentives
betweon Import substitution and exporting activity® (World
Bank, 1983 : 53 - §2), However, the private entrepreneur
continues to remain mercantile in hls orientation and looks

for opportunity to earn short-run profits,

(v) Productivity of Labour

Wealth s generated oy achleving a continuous [Increase
In the value or volume of productlon per unit of labour, Higher

productivity of labour results from changes In the methods
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of productifon, development of human sktlls appropriate to pro-
ductive work, and cultivatfon of values and attltudes deslirable
to promote and organlsatlonal culture In which Integratlon of
man and work s achleved best, The productivity of labour

In an organlsation {5 a product of management,

It was the high rate of productlvity of labour In the
manufacturlng Industry that enabled rapld transformatlon of
the agrlcultural economlies of the West Into Industrial socletles.
The productlvity of labour fu the manufacturiug sector of Srl
Lanka has naver been impressive at any tlme of the hlstory.
The decade 1971 - 8] marked by a decline of labour productivity
{n that sector by - 2,3 per cent (Table 4). A country cannot
envigage a strong econoiny without lmmproving the role of labour

in the koy sectors of production, (sce Table 5 as well),

Table 4 + Change Iln Labour Productivity : Some Developed

Countries & Sr! Lanka

lfverage Annual 1 Change

Aggreyate Manufacturlng
Economy

1971 - 1981

Sr! Lanka 2.1 ~-2.3

1975 - 1978

Canada 2.0 4.5

France 5.0 6.1

Japan 4.1 7.3

USA l 2.1 3.0

Source : World Development Report 1984, p. 1é6.
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Table 5 1+ Declinlng Marginal Productivity of Labour

in Tea and Rubber Plantations

19767717 1977/78 1978/7¢9 1979/80

Change in Production 2.6 1.9 1.0 ~20.3
(%)

Change {n Labour(%) 4.3 3.9 6.5 1.7
Output/Labour 0.6 0.5 0.2 ~34.5
Ratlo

Scurce 1 Caentral Bank of Ceylon. Review of the Economy

(1976 to 1980}

During the two Censuses of Population, 1971 and 1981,
the productivity of labour: in aggregate terms for the total
economy has Increased by about 2 per cent per vyear, The
real Income growth per person employed has been much slower,
only about 7 per cent for the ten year period, or Rs, 3,693
and Rs. 3,953 for the two years respectively, The real natlonal
income per person Int he category of professalonal, technical
anc; revlated workers has remalned the same (Rs, 75,527 and
Rs, 75,517 for 1971 and 1981 respectively), while that In the
category of adminlstrators and managers has declined irom Rs.,
969,000 to Rs., 780,500. This may be evidence of the raptd
growth of bureaucracy which cannot be Justified by results,
In the meantime, the number of employces pes staff category
person (span of managerial control) 1in the seml-government
Institutlions has increased from 26 in 1970 to 52 in 1982, This
may be a result of employment fFressures on the government
with ultimately makes the productivity of labour a matter of

secondary {mportance.
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(vi) Social Responsibility

To whom should the management of an organisation be
responslble? The so-called guardians of the <classical model
of capatalism, Ilke Miiton Freedman, would argue that It is
to the owner (and stockholder}, and the sole responsibility
of private business s to make profits, Serve the public,
the burezucrat in the state organisation is told, Public corpora-
tlons are expected to make a profit while menting the *soclal®
objectives of meoting welfare intarests of their customers. Often
they are called upon to mike "public profits® to maximise not
economic benefits as judged from a natlonal perspective rather

than from a narrow, accounting vlewpolnt of the firm.

Irrospective of the form of owncrship, ‘the management
of an organisation can be made responsible In practice to one

or moro of four different stances

{a) meeting the Interests of ownars and stockholders;

(b) oxpanding the concern to include the interest of managers
and employees of the organlsation, a family model, which
assume that the omployees are an asset and they have

2 claim on the firm;

{c) moving beyond the boundaries of organisation structure
and caring for the welfarc of customers as well,a "customer

modol®; and

(d) a citizen model, with a concern for long-run benefits

of the organlsation for the larger soclety.
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Where does the typlcal Srl Lankan private business firm
fit In? Those who make private nroflts are often s:en publicly
or privately maklng contributlons to a temple or a church,
a school or hospltal, [t Is not clearly understood, howaver,
whether the objective of dolng so 1s thelr bellef that the firm
{s linked to future socisty and hence the Interdependence between
the two Is recoguized. Or, s It something of a non-capltalis:ic
deslre, llke belng a rellglous person or a respectable cltizen,
or Is It a political one - to be a close ally of the exlsting

powor structura?

As the privately-owned bus stops on the road whether
it .be in front of a CTB bus, in a Jjunction where all other
vehlcles have to move, or just on the road, vight in the middle,
does the- bus-owner attempt to maximls~ passenger welfare by

responding to thelr wants, or maxlmlse own profits?

According to the Department of Census and Statlstics,
there were oaly 15 fatal industrial accldents which were bro-ght
In for settlement in 1973; total compensation pald for these
accldents was In the range of Rs, 100,000, By 1980, the fatal
accldents had Increased by number from 15 to 176 {nvolving
compensation to the value of Rs, 1,500,000, Are the employees
of our {ndustrlal organlsatlon concelved as the most preclous

agaots, partners of business, and members of the same family?

The modus operandl of the private sector of Srl Lanka

{s typified by the behaviour of the private omnlbus operator,
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Cancerned with short-run profits with a mind te recover soon
the capital lInvasted, he would Increase the price rather than
cut the costs; and, try to flnd loop-holes in the regulations
which 1Insist on the welfare of employens, customers or cltlzens
in order to gain ULy foollng, misgulding, and lying to them
on the product, quallty and service, The cltizen, the customer,
the employeo has never been the genulne interest of our buslness
organisation, To reap money by means of correct or crooked
ways ‘for the owner seems w0 be the dominating ldea of respon-

siblility in our private business.

In the public sector, the lidea of serving the cltizen,
is hardly the gulding responsibility of work., The Westminister
Model of democracy was not well recelved, and the weak polnts
in Wobor'sy model of bureaucracy were ecmbraced. As a result,
the public employee 1s Increasingly asked and 'compelled to
be responsible explicitly to the political master, Those who
can manage to avold thls compelling necessity are respansible
to no one but themselves, Let It be the Department of Tele-
communications whero you have to go to get vyour telephone
fixed, the Department of Motor Trafflc where you go to plck
up a driving llcence or renew 1 revenue llcence, the Customs
Department where you have to collect your goods, the Minlstry
of Public Administratlon where you have to talk about your
transfer 1f you are a pubiic servant, or the CTB Bus where
you get in, you find the so-called servant of the public who
Is mlndful of the maximisation of private galns than meeting

the customer wants or rendering a good sarvice,



To summarise, the processos of management In our organisa-
tions In almost every vital sector of the2 economy are increasingly
proving thelr Inabllity to convert Input resources into useful

outputs efficiently.

3. Traditional Approaches to Management and Nevelopment

(1) Universal Management

Management {3 Increasingly accepted as the kay factor
in economic develcpment, It Is also widely felt that capltal
ilnvestment, the Introductlon of advanced technologles or improve-
ment of technical and vocationa! skills can be fully effective
in ralsing the performance of an enterprise, an Industry or
the economy of a country only when they are correctly combined

with good managomeant,

Good managemont was always thought as management (n
the Wast, The devslopment of management as a distinct disci-
pline of education at higher learning institutes in many less
developed countifes (LDCs) has been dependent In terms of
objectives, deslgn, content, and methods on the disciplinary
development of management education in the dcveloped world,
The varlous typos of technlcal asststance programs of the late
1950s and oarly 1960s hetween those countries were malnly {n-
strumental In the Initlatlon of this dependency relationship,
What Is rather Iinteresting, in fact, Is not the beglinning, but

the continuation of this relationship over tae past two decades,
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The maln thrust of thls relatloaship has been the bellef
in both Western & LDC countries in the unlversalism In manage-
ment objoctives, content, and .nethods of dellvery, The maln-
tenance of such a bellef over tlme nas been possible, In the
flrst place, because of the {deology of management adu-ation
in the LDCs which came from the lcading Amerlcan Universivtles
such a Harvard, MIT, and UCLA, or prestiglous Engllsh lInstl-
tutes like the BIM, Secondly, 1t has been pocsibie because
the parsonnel involved In bllateral and multilateral technical
asslstance programs have spread the same  ldeclogy through
thelr management tralning programs in the LDCs, As & result,
a third factor, the inanagement literature avallable In LDCs
efther by way of imports or local proaductlon 15 almost exclu-

slvely Wesatern In orlgin and charactor.

Two recent sgtudies on management needs of Srl  Lanka,
ono by Arthur D, Little Internatlonal, (1Y83), and the other
by USAID (1984) have concluded irter alla that Sri Lankan
managers need more wostern management know how ();Aarketing,
Personnel Managoement, Investment Analysls and similar subjects
of a traditlonal Business Currlculum), The universallstic app-
roach to management oducatlon training and development has
always beon promoted ald glving agencles, Howwaver, the train-
Ing lInstitutions have failed to attract those managers in key
positions of organlsations to particlpate in tralning courses,
Thoso who have recelved higher degrees/diplomas in management

in Sri Lanka or aborad have found it difficult to fit themselves



better Into Srl Lunkan organisations, The result has been frus-
tration, and frequent "brain-drain.® Thus the management training
Institutlons suffer from a lack of qualifled staff; for example,
the University of &ri Jayewardenspura, the only unlversity
offering management degrees at undorgraduate or postgraduate
level, has falled to recruit a Professor of Managemeat, since
the doparture of the founding Manageme.. Professor to USA In
1976; Five faculty members who had Ph.D degrees left the
unlversity {n tho 1980's leaving not a single Ph.D avallable
for undergraduate work toward the end of 1987, Simllarly,
the Open Unlversity has fatled to fill the post of Professor
of Managoment, despite the fringe beneflits of forelgn asslstance
attached to 1it, On tho other hand, out of 2,100 graduatus
in buslness and public adminlstratlon, nearly 15% are unemployed
and about iwlcu of that are under-employad, On'ly about 30%
have found management-related jobs. These structural woaknesses
and imbalances In the fleld of management oducation and em-
ployment are Indlcht've of the nature of appreclation of manage-
ment In thls country, More doeeply, thls may sugaust, at least
partly, that recognitlon of management s conflned to i.p service
bscause Western type of management cducation aand tralnlng (or
good managament) has not been able to make an aprreclable
contribution to organisatlonal success, Tnerafore, people, In

general, are |llusioned as to what *good managemant® can do.

This 1s a dilemma pesed by the Western effort at promoting
unlversallstic management thought elsewhera, The predomlinant

expectation has been sclence of management/or public adminlstation
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in the sense of a body of gencrallsed principles, independent
of thelr pecullar narlonal settings (Dahl, 1947, 8), A sclence
of a universallstic nature, as opposod to a sclence of Amerlican
management/or public administration, a sclence of French or
Brivish management/public administration, was sought, The
attempt was to establish propositions about administrative be-
havicur which transcend national boundaries. (Heady, 1966 : "3;

Madgsle & Luytjes, 1972: 11, 12).

(11) People i1 the Paradox

Management means searching for superlor resu.lts through
people, That 1is, people matter ‘n management, If people,
manage~s and non-managers, do not seek superior results, |{f
they are not ready to take personal responslbility for a never
er.ding quest for better reosults, then managemont shall cease
to search, The crux of the many proublems of managoment {n
developling countries, speclally Srl Lanka, rests In this paradox:
People make the difference in management, rather than the tech-

niques of management themsclves,

In thelr explanation of Industrial progress In the West,
the historians werc obsessively fascinated with the technelogical
artifacts of Nineteenth Century Industry and the flamboyant
entreprencurs of that era, MNelther Lewls Mumford for Max
Webor and certainly not Karl Marx ever bothered to explore
the specific detalls of the functlonal roles played by lIndustrlal
organisers and managors whlch.enabled those entrepreneurs render

such artlfacts as machlnes, englnes, tools and crude Ilnstruments
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productive, this 1s preclsely bhecause the people In those
countrleas in that ear were personally engaged in a never endlng
quesat for superior results, There was nn need to emphasize

the primacy of the people factor in progress,

Ignor!ng the role of people {n management for soclal pro-
gress ipso facto exaggeratod the {mporiance of technlques of
managoment, Rooted In the concept of *(Western) econoamic man®
Frederick W. Taylor pioneered a revolution in managemont thlnking
by suggesting the desirability of flnding the most effective
methods of task performance through time and motlon study
approach to work, and matchlng the workers to work, The
sclentific management “movoment®"thus started was promoted by
those O.l' the functionai school of management, Includlng French
Industrlallstl Henr: Fayol, [ollowed by James D, Mooney, Luther
Gulick, Lyndal! Urwick, Harold Koontz and Cyril O' bDonnell,
The world was made to belleve of the universal valldity of
a management process (consisting of plannlng and controlling,
organising, staffing, leading, mctlvating, etc.) which was essen-
tially an Interpretation of people's behaviour In the Western

Industrial organisaticn,

(111) Ethno-centricity and Instrumentalism

Management Is a means to deveiopment, The deflnition
of aims of development, of course, has largely shaped the
definitlon and role of management, The current, most dominant,

fdv:ology of devalopment, as much as that of the historical



one, i3 materiallstic, Thus, universallstic managament, in
essence, 13 an exprossion of the Western materiallstic {deology

of{ developmant,

The fallure of Western materiallstic ldeology of develop-
ment to recognlse the soclo-cultural and religlous components
{s often attributed to the reductionlst approach to knowledge
which underlines the Westora "ideologies of soclal change and
the cognltive systoms which grew out of the industrlial revolutlon
and enthroned the economistic view of soclety and man*

(Gunatilleke, 1979 : 4},

Many people in developing countries find thelr primary
sources of meanlag of {ife In the soclo-cultural values, bellefs
and myasaterles, They Instinctively sense, moreover, that ®neither
the promive of matertal paradise nor the glorification of politi-
cal process can abollsh life's tragle dlmenslons - suffering,
death, wasted talerts and hopelessness® (Goulet, 1980 : 482).
The late-twentleth century world of the West, wlth {ts urge
to openness and equallty, s also a world which 1Is starting

o think that Its pre-cccupation with the mataertal aspects ol

life may ke Incomplete.

Parallel to unlversallst management thinkers, most deve-
lopment authors and practioners have simply assumed tnat rell-
glous bellefs and cultural values !n the developing world in-

carnate a retrograde approach to knowledge and reflect an



uncritical cast of mind lIncompatible with the demands of modera
rationality, For them, duevelopment has meant not only scoaiari-

zation but secularism as well,

Most  strategten of development are based on the assump-
ttons llke elther the traditlional wvalue systens must He treated
as Instruments to  reach naterfalistic goals or the achlevement
of matoarialistic goals must  change the value systens in pre-
detorminad  dlrections  (of the Western type), For cxample,
tho late cconometriclan, Max Millikan insisted that good planning
ought to be ®the presentition of certaln key alternatives to
the community fn ways which will shape the evolation of the
communlty's  value system®  (Milltkan, 1962 @ 33), Implizlt
in  this thinking 1s that the plaoners  would embody  certaln
standard  values la the plans and plaannlng process which  will
help shape the evolutlon of value systen In the communlty,
Besldes the fact that these standard  values are drawn from
tho tano-centric bellef systems of the planners, the strategles,
ag Iln t.e case of scemlngly legitlmate self-rellant  strategles
ol daevelopment, are oot hullt from witnhin traditional value
3ystedie Locause  planners  have  largely  ignored or  dlsparaged

the critical dimenslons of those value systems,

The above observatlons lead to a fundamental question:
Should soclo-cultural values be treated 1n a purely Instcumental
fashion? Agents of development who are sensltive to local value
systnins often treat local values as Instruments to achleve *helr

goals which are drawn from the assumptions common to thelr



scleatiffc or academlc disciplines. Thus, a demographer will
strlve to “*harness® local values to hls objective of promoting
contraception or achteving zerogrowth in populatton, Similaciy,
the agronomist will search for a traditional practice upon which
to  fgraft* his  recommendation to use chemical pesticices;  the
cominunity organizer will *mobilize* 4 population for politlcal
or wconomic ends aroand  traditlonally cherishoed symbols, All

threo cases {llustrate an *tnstrumental® treatineat of local values,

Those who argue agalnst lastrumental treatment of wvalues
hope .to define development and management in  terms of full
human development, taking Into account soclo-culiural value systems
as part of the definition, The implication of this whole argu-
ment for the study of management is that whether one should
focus on the tdentification of cultural barrlers to good manage-
ment and means to overcome them or on the discovery of a new

meaning of *good management®,

4. Soclety and Culture as Explanatory Varlables

If people matter in managoment, then the cultural context
of poople rust have an tmpact on the practlce of management
in dlfferent sacieties, It seems that the problem of manage-
ment in our organlsations can be better understood  with  the
hoelp of a culture-specific approach, The culture-free thesls
wlilch  suggests thot the techniques of management should yield

mors or less almilar results across  socletles does not provide



fcr an understanding why such technlques have often falled

to produce results ln many developing countrles,

Historically, the linterest in  cross-cultural study In
management seom:  to have vesulted by the reallzatlon that
the effectlveness of Western expurts operating In LDCS was
dependent upon the degrecot c<pert's adaptation to local culture
of the operating country (Megglnson, 1967 : 69 - 70; Yoshlno,
1968 : 65) and by academlc Interests of those who were ln-
volved In plannlnog aad alding business schools and  tralalng
institutes In the developlng countries (Committee on the Pro-
fesstonal  School aad World  Affalrs, 1967 @ 54). A trend
thdat has omerged In the past 15 years 1s the attempt to inte-
grate, at least partlally, the cross-cultural management litera-
ture with organlsational thenry, Bastcally, there are two
approaches that resorachers have followed in  thelr effort

to lntegrate whac Is new and old,

One group of researchers has taken an open-systen
or eanvironmental approach by whlch the Ilmpact of external
onvironmental factors, not only cultural but also soclo-economlc,
polltical, educatlonal, legal, etc., on managerlal practices
and effectiveness s emphasized, For example, Farmer and
Richman (1965) hypothesized In thelr work  that  interflrm
differences In the practlee as well as effectivencss of Manage-
ment could be explalned on the basls of differences in en-

vironmental conditlions which firms face In different locatlons,
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While the arbitrary classification for separating environmental
factors into groups or concepts and the raosultant lack of rigour
In opurationallsation are under attack, It is feared that the
over-emphasls on environmental factors could lead to the boilef
that indlvidual enterprise nenagers are baslcally  passive
agents of exterezl environments, whereas it i{s not necessarily
so (England, Nogandhi, Wilpert, 1979 : 2), Negandhli's inter-
naticnal study on tne transfer of advanced management practi-
ces to developlng countries represents a significant departure
from the previous studles undertaken In a systen approach,
In the first place, this study recognised the actlve role of
managers In responding to envifonmental factors; and  int  he
sacond place, It attempted to establish that mmanagement practi-
ces which are environmentally produced, affect organisational

and enterprise effectiveness (Negandhi, 1975),

The other ygroup which attemnts to Integrate cross-
culturai laterature with organisation theory has w.ken a bnha-
vioutal approach to explaln Individual and group behaviour
differences In organlsations in different cultures, The concen-
tratlon seems to be on ldentification of character profiles
of different culture as a prerequisite to predicting organisa-
tlonal behaviour patterns (Naraln, 1967; Davis, 1971), attitudes
and percoptions of manayers concerning  some  key management
concepts and functions (Barrett, 1970; Haire, 1966, Nath,
1969; Thiagarajan, 1968), and understanding the general frame-

work of Individual and group behaviour In a soclety studying
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the system of values, aystem of beliefs, or hlerarchy of
needs which are prevalent in the soclety (Davls, 1971).
A ‘more recont aditlon by England, Negandht, and Wilpert
(1979) represents a somewhat tntegratlve approach to putting
togoether the imaterial prepared with dlfferent concentratlons
for the purpose of lntegrating such matorlal with organlsatlon

theory,

There 1s now an lIncreasing awareness of the neod to
axplore the utility of Western managemert concepts and practi-
ces transferred to Asla (mendoza, 1978) and Afrlca (Moris, 19Ty,
Scattersd ovidence suggests that the cuiture-paradlgm of mana-
gorlal undordevolopment way help finding a aseful explanation
to the probloms of productivity and the resulting undordeve-

lopmen. la these countrles,

5. Conclusion

A cursory gllmpse of economlc performance of Sri Lanka
indicatas that the natlon 15 contlnually falllng to uphold
a ratlonal utlllzatlon of resources., The slgnlflcance of mana-
gement, inter alla, ln the creatlon and development of soclo-
oconomlc progress 1s cruclal, Thls fact has been eclipsed
by the 5rt Lankans by having apparently a blind-falth In
the Western  historlans, economlsts  and management  writers
undlpmctulonors. The Sr! Lanka decislon-makers, who seem
obstlnatoly reluctant to learn and bellove, must  constantly
be reminded of the fact that management is the cruclal factor

In devolopment, and people are the cruclal factor In managament,

Howaver, what is good management 1s yot to be found,



- 31 -

Chapter 2

THE SRI_LANKAN SOCIETY AND CULTURE:

STRUCTURE AND FUNCTIONS

1. Intreductlon

The prupose of this Chapter 13 to describe and analyse
the predomlnant cultural behaviours and thelr rslationship
to the Institutional system of the Srl l.ankan culture and soclety,
The socle-cultural (institutions, or the olements of the soclo-
cultural system discussed here include famlily, caste, chnlclty,
class, religlon, and oducation, FEach of these Institutlons
has spacific roles to perform, These roles can be understood
furlhgr in the context of system structure of soclo-cultural
Institutions, particularly the values which the structure supp-
orts, Therefore, the first part of the Chapter will examine

the system structure,

- Cultural behaviours are functions of structure, The manner
in which the structure produces various cultural behavloural
patterns, as may be reflected in the concern for obedlience,
status, achlevement, responsliblility etc, which are quite rele-
vant for manageria!l behaviour, wlll be examined in the sacond

part of the Chapter.

At the outset, however, It -will be useful to define some

concepts like culture,values,roles and structure and also to take a
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note of the philosophical foundatlons of the Sri Lankan culture

and soclety,

2. Definition of Concepts

(a) Culture

The term culture seems to carry a wide meaning covering
many things In & soclety, R.Thurnwald, for example, used
it to refer to hoth practice and evolutlon of family, poiltical
and economnlic achlevements, ethlcs, customs, law and thought
(Senoeviratne, 1971), Soclologlsts, In the meantlme, seem to
confino the meanlng to a rather narrow arsa of f{adividual's
knov;ledge, bellefs, customs, and skllls which are carrled
forward In a 3oclety, It has a materlal or overt aapect and
a soclo-psychological or covert aspect. In general, culture
lt seen both as a process as well as a product. While |t
oftern Includes rellglon, Its relatioshlp to concepts llke clvill-
zation 1s a2 subject of debate, Thus, one |ls deallng with a

concept which has very different and wide connotations.

As Araold Ventura describes 1it, culture signifies the
spectrum of the responae of a group to Its environment which
provides a sense of purpose and a reason for exlstence, 1t,
therefore, embraces the varlous means of communication, langu-
ages, oral tradltions, bellefs, rites, games, soclal artifacts,
patterns of production and conswiption, and perceptions of
‘he material, biologlcal, psychological, and spiritual goals
of 1ife which are sonsidered worthy of achlevement. Cultural
values allow the past to be interpreted, the present to be

organized and the future to be anticlpated(Goulet,1075).
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Poople's exlstence and strateglaes for using knowledge, coplng

with the eavironment providing materlal needs, ways and means
and spiritual expresslon are ldentifted and ratlonalized In
accordance with thelr own cultural values., Natlonal pride,
self-awareness, confldence and the f(lexibtlity necessary for
the creative and lnnovative spirit to mect changing situatlons

are indlcative of a strong culture,.

The cultural patteris of asoclety are, therefore, intri-
cately made up of componets which Intermesh and affect each
other, Further, these are rlveted In the subconsclousness,
and reflectively dlctate a sense of belonglng and rasignatiorn.
These patterns are, howover, never statlc, Although often
firmly rooted in dlistant traditions and axperlences, culture
ls contlnually belng altered to meet the dally fluctuations of
11fe and with time becomes modified to match the viclssitudes
of nature and soclety,. Srl Lanka, helng a relatlvely very
small soclal group In the world and subjected heavlly to the
pressures of changlng world In recent times, the process view
of culture 1s very lmportant In understanding the current
statae, Howevev, the threads that bind one generatlon to the
next are always present as the mental background against

which much action Is taken,

Definitlons of culture scem to stress one of the varlous
aspects such as soclal therltage, learned behavliour, shared
behaviour, and abstractlon from behavlour, Edward Saplr
defined culture by refering to ‘any soclally {nherited element

In the life of man, materlal and splritual’(Cafagna, 1960:119),
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Culture, in {“s ordinary connotation, ls viewed as a process

as weall as a product, The connotation of'soclal heritage’
doen.not inciude the processss by means of which naw cultural
elements are Introduced, and old ones are modified aad trans-
mitted lineally and laterally, Thus, the connotatlon of 'soclal
heritage'appears to be a subset of the coanotatlon of culture.
Besides this, the vagueness of 'soclal herltage® proveats one

accepting as an adequate deflinltion of culture,

Definltions which emphasize lecarned behaviour have been
employad by mary psychologists, soclololsts, and anthropologl-
sty, For Clyde Kluckhohn, for example, “culture consists
{n ali transmitted soclal learnlng®(Cafagna, 1960:121). This
approach to the deflnitlon of culture, too suffers from the

same Inadequaclas which were reterred to earller.

On the basls of common usage and understanding, and
with regard to the speclal Intersts of students of managemont,
the following dofiniton of culture is proposed here: A culture
ls the conflguration of learned behaviour and results of beha-
viour whose components are shared and transmitted by the
membars of a particular soclety.® Like all definitions, this

also requires some amplification and explanation,

'Learned behaviour' Is {important here because nelther
lnstln;:tlve behaviour nor the bas!c nesds or tenslons which
provide the ultlmate motivations for behaviour In the indivi-
dual have ever been recarded as parts of culture In splte

of thelir obvious Influence upon culture. ‘Learned Behavliour'
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limits the actlvitlies which are to be classed as part of any
glven culture conflguration to those whose forms have been

modlfied by the learnlng procass,

Although man'z behaviour {s motivated by hls needs,

thd‘ forms which It assumes are normally condlitloned Ly expa-
rlenco. Thus, although use of language ls a response to the

{ndividual's need for expression, the way in which he uses
language depends upon how he has learned to express - talk
and writa, The term 'behavtour' In the phrase under dlscus-
slon 13 to be taken In the broadest sense to luclude all the
activitles of the individual, whether ovart or covert, phyalcal
or psychologlcal. Thus, for the purposes of thls deftnitlon,
learning, thinking, and so on are to be considered quite as
much forms of behaviour as are the coordinated body move-
ments In Indlvidual's expresston or muscalar mnv'cments ln-

volved In technological processes,

The term 'results of behaviour' rafers to phenomena
of two dlfferent orders, psychologlcal and materlal,
The forme:r includes those results of behaviour which are repre-
sonted in the Individuzi by psychologlcal states. Thus, a‘tl-
tudes,value systeus and knovledge would all be Included under
this head. To clais these phenomena as results of behaviour
may appear to tour de force, but they are unquestionably
established {n the Individual as a result of hls Interactlion
with hlas environment and zonsequasnt learnlng. At the same
time, they cannot be classed‘ as 'learned behaviour' since

they lack the dynamic qualltles Implled by thls term,
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Like the realitles of the external environment, they excerclse
a directive Influsnca o the develcpment of behaviour patterns.
Thus, when confronted by a new slituation, the individual wili
‘react to It rot only in terms of {ts objective reallty but also
litn terms of the attitudes, valu~s, and knowledge which he

has acquired as a result of his past experlence,

The Inclusion of material results of behavlour in the
phenomena covered by the culture concept may also be dis-
cusscd here briefly, The environment ln which any Individual
develops a great varlety of man-made objects and the effect
of contact wlith these on the developling personallty may be
conslderable. Thus, this aspect of the total envirnment may
operate elther to stliulate or to Inh!bit the development of
manual dexterity or eveu the development of more baslc
features of the personality, such as generalized attitudes of

timldity or self-rellance,

The phriase 'shared and transmitted' limits the content
of c.ulture configurations still further, It is necessary tn
remember that cultures are contlinuums, The sharing which
Justifies the Incluslon of a particular {tem {n the culture confl-
guration must be dgtcrmlncd In  relation to the soclo-cultural
continuum, not in relation to a culture as It exlsts at a

particular point ln time.



(b) Values , Relations, Structure
Values are sets of interrelated ideas, concepts, and princinles
to which indlviduals, groups, and socletles attach strong
sentiments, They are abstract, genceral orlentations that gulde
human bpehaviour. Every system has a system of values, and
it 18 the uniquo constellation and patterning of values that
differentiate people from onn another, Trrcugn a shared value
orlentatlon, members of a group learn to view the world In
simllar ways and ./nconsequence, to differentlate between lInsi-
ders and strangers. "An lIntegrated value system provides a
sense of meanling and purpoce to exlstence; It supplles a fram-
work of preferences by which man can evaluate his thoughts
and actlons, and those of cthers®*(Davls,1971:10)., From thls
broad mental orlentatlon develops a set of bellefs{(conviction
about how the world actually 1s), attitudes({predisposltions
to perform, percelve, ihlnk, and feel), and speclfic oplnlons
(concrete expresslons on partlcular lssues), Thus, a funda-
mental and shared world view provides the basls for day-

to-day behaviour.

Values are of particular relevance to understanding the
behavlour iz organlizatlons. This relevance can be percelved
in the dlstinction between ‘'facts' and 'values.' Whlile facts
are supposed to represent the world reallty, values are frame-

works for the perceptlion of such reality,

The processec of rdeclsion making are based on factual
and value judgments, Two types of value Judgments are impor-

tant here: (1) judgments which state simple ascriptlons
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of value(as when we attribute a specific value to an exper{-
ence, a thlng, or slituatlon by calllng it good, pleasiny or
beautiful, and (2) judgments which ascribe comparative values
(as when we ascribe varlous degrees of gondness to different
things, calllng one thing better than another). Value Judgments
are concerned with,or reflected in, Individual and organizational
goals, The drives to achleve goals draw people to form groups
and soclaty., Goals are articulated by the process of goal
attalnlng and concomltant latent actlvlity, and when people are
motivated to achleve a goal, thelr unlted activity s palpable
in greater soclaty, Both goal setting and the process of (ts

attalnment are related to value judgments.

Baslc values are reflected In a soclety's Institutlons,
Institutlons, from a soclological view point, represent persis-
tent elements In the life or culture of an oréanlzed soclal
group. Thus, we speak of marrtage, the family, education,
goverament, natlonal l.olldays, and popular sports as lnstitu-
tions. There are fundamental values underlying these soclal
instltutilons, as In the case of the lnstltutlonv of marrlage,for
oxzmple,whoré the fundamental value may be romantlc love in
a soclaty, the propagatlon of chlldren In a second, and tho stremg-
thening of clan allegiances In a third. Similarly, Industri-
ousness and hard work are baslc economic values in some
socletles which lay the foundation for economic organlzatlon,
whereas work s only a means to Ilmlted onds for many other

peoples; some men work to live while others live to work,
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Values govern the norms. Norms are rules which determine
what s acceptable or unaccaptable wlthin a soclety, and
thert;foro It has & controlling function. No unit within a partl-
cular system, lot It be forme: or laformal, Is permltted to
function as per Its own cholce, Devlatlons from accepted
patterns of behaviour are checked. Norms often form a net-
work of controland constitute the normative system of organi-

zatlon,

When norms are assoclated witn specific soclal posltions,
such as father or manager, thev 2r. called roles. Bales are
the baslc bullding blocks of soclal relatlons. In daily lfz,
people act In awareness of one another by responding In socla-
lly patterned ways, When one Individual Identifies another
as teacher, employer, or father, he knows that hlg relations
with regard to that {adlviaual are qulte different than Iif he
had {dentifled him as a student, employeco, or son, The beha-
viour approprlate' to each role helps to make these soclal
Interactlons a stable and predlctable process at interpersonal,

group, and socletal levels,

Flve broad patterns of soclal relationship exist In evory
soclaty and historlcal perlod, One form may domlnate and
glve 'a distinctlve character to the soclal order, but the
patterns are not mutually exclusive, A brlef reference to
them by way of definltlon Is usefu! for the understanding of
the operatlon of the lastltutions In the Srl Lankan culture:

Kizship: This s an lm;;ortant basls for soclal relatlon-

ships In all socletles and may be consldered the dominant



~ 40 .

form when the famlly carrles primary responsibillty for poll -
tical, economlc, and religlous activities.

Fealty:s This Is a form of personal relatlon in which an
Indlvidual recalves loyalty and service from a group of depen-
dent Indlividuals In return for favours, protection, and the
malntenance of order. Fealty Is most commonly assoclated wlth
feudallsm, but can still bv found fn modern polltlcal life,
In the entertainment world, and In large organlzations, as when
an lmportant flgure hau a loyal coterle that moves around wlith
him,

Status: Status-based relatlons may he a key form of
organlzing a soclety when soclal positions are ranked in terms
of privilege and of a determlnatlon of ecach indlvidual's proper
place. Emphasls here Is placed upon fixed vertlcal relatlons;
horlzontal o6r peer relatlons area of lesser consequence, and
there s little or no toom for change In pcoplc‘$ status In
a hlerarchy over time.

Contractuals Contract-based relatlons do not entall diffused
responsibilitles of persons fromone another, but are llmlited
to speclfic matters that are explicitly deflned In terms of
promlssory obligatlons, The values attached to such obliga-
tions vary across sacletles, and In Srl Lanka they are not
placed In ranks of high slgnificance,

Bureaucracy: Thls 1s a pattern of soclal relatlonships
that 1s more speclallzed, impersonal, dependent on wrltten

rules, and seocular,

It bears repeating that all these forms may be found In any
one instance, The lmportant polnt for thls study will be the

determination of the relatlve |mportance of these forms In



such Instances. Understanding a sltuatlion of bureaucratle rela-
tlonships, for example, may require an Interpretation of

anather type of relatlon, say a relatlon based on foalty,

Soclal organizatlon may be studied In terms of both struc-
ture and process. Thus, we may eoxamlno the relatlons bet-
ween parsons or groups and also the structure of those relatlons
We may study the process of human relations bstween managers
and workers In an organl:atlon, or the structure of the organi-
zatlon Itself and {ts Influence an these relatlons. A structure
refers to the pattern that exixsts smong relatlons. Structares
in that sensn are found generally at three levels: the group,
the soclety, and organlzatlon, Orgenization 13 usually larger
than the group and filnds Its locatlon in between group

and soclaty, I't may be thought of flguratively asu

\little socleties'or as ‘'large groups,'

{c) A uote on the philoscphlcal foundations of Sr! Lankan

culture:

Srl  Lankan soclety belougs to the Indlan civilization,
one of the three greatost in the world, the ciher two belng
the Western and the Chlnese. Each of these iraditions has
accented one of man's three basic problems which Bertrand
Russell vlewed as three baslc confllcts: man agalnst nature,
man agalnst other men, and man agalnst himself. As Huston
Smith(1957) says these conflicts wmay be roughly viewed as
man's natvral, soclal, and psychologlcal problems, It may
be that the Weost has accented the natural problem, China the

soclal, and Indla the psychologlcal., This cultural phenonemon

of Indla, as expressed In the Indlan phllosophles may have
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had some Impressions on the ways of thinking of peoples in

Sri Lanka.

2. Family in Sri Lanka

(a) Structure and functions

Baslc to all types of soclal organlzatlon 1s the famlly,
The tradiational Sri Lankan family, under ideal conditions,
{s llmited to members of a single extended multl-generational
family, Through the device of kinship, adults of varlous
types and parents could be Included In a household, thereby
sharing In the economlc and soclal-psychologlical securlty as
well as the conflicts and anxletles of other family members,
Members of both sexes and all age groups are usually present

in the household,

Family Is the Institution which concerns litself with love,
sexual relationships, marrlage, reproduction and child-bearing,
soclalization of the ch!ld, and the varlous statuses and roles
invloved in kinshlp organization. The most lmportant
functions are briefly described below.

Blological functions: Fundamentally, the family s recog-
nized as the Institutlon responsible for blelogical survival,
In this procreative role, first comos 1s the fulfi{liment of
sexual needs, Sexual relatlons In general, and marital relatlons
in particular are not fetished,but are considered rather as
casual and Inevitable inciderts In a person's life (Plerls,
l956:l97).'l‘radltlonally.mrrlagd is proposed by parents or others

rather than by the mates themselves, Opportunity for the


http:Incidor.ts

- 43 .

mates to assess wach other In terms of likes and dislikes,
attitudes and interests, and other personality characteristics
fs not .ccnsldered as ossentlal preparation for marriage. The
will of parents and adults of the famlly, and the judgment
of the horoscope reader In this traditlon prevall that of
the mates in arriving at the declsion to marry or not. Marrlage
is also viewed as a means o enhance the bases of wealth
and power in the famlly, As much as the marrlage f{tself,
the other bhiloglical functions of fam!ly such as chlld-rearing
are also consldered natural, and therefore, lnevitable or
accldental rather than purpe seful, In the process of moderni-
zation and urbanlzatlon these traditional functlons have glven
thelr way to the currents of charge, though the fundamentals
and thelr [Influence remaln largely unchanged in the wider

segments of the soclety.

Economic Functlons: Slace the family fousehold |s
relatively large, approciably large resources and incomes
are required, In the divislon of labour wlithin the family,
everyone is expected towork, but work done by older family
members is conaidered of great moral worth than that done
by younger family meribers, and work done by men consi-
dered of greater noral worth than that done by women. However,
every member is exrected to contribute to the well-being
of the unit, Marrlago does not necessarlly break up economic
tles in the family, but rather, the parents expect to regularize
aconomic relations vis-a-vis themselves, While indlividual
wealth could be achleved, one is expected to devote such wealth
to s;upport one's family members,.” least when needed, Family

members and relatives have a claim t¢ seek economic support
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In difficulty, Family members are expected to learn tne credit
or trade that has been traditionally malntalned by the family
or otherwise take up economic roles which are better respectad
Thus, thero I3 an Interdependence between the family unit

and individual member,

The function of soclalizations The famlly Is also the
agency chlefly responstble for the child soclallzation proce-
sses, In clvilized socletles especlally, the chlld-tralning func-
tlon has come to have tremendous slgnificance{Kephart,1961;:
4). The limportance of childhood and the effects of home !ife
on perQonallly and ch.‘xrlxclcr fecrmation have been wldely recog-
nized(Whiting, 1953; Adams 1960; Ghre 1965; Mandelbaum, 1970;
Gupta,1974), In fact, as the baslc primary group the family
probably has more to do with the child's ultimate hehavioural
pattern than doecs any other stagle enviroumental factor, and
it Is on tnis assumptlon that tha ‘broken home'. has come
to be blamed for so many of our dolinquency problems(Kephart
1961: 4).

The child learns a system of control through the famity,

S5rl Lankan traditional family 1s organlzed hierarchically tn
which the right to authority in the family is llmited to those
having the ascriptive qualification of the oldest marrled maley,
In part, age ls held to have Intrinsic merit and, in part,
because men ars hold to have appropriate moral qualifications,
famlly authority s lmlited to older men, The elderly are
vonoerated as repositorles of communal and family wisdom,
Howover, the right lto control family members 1s not resorved

for male, but {t flows down according to age structure. Parents
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have the general control over almost every aspect of 1lfe
ranging from eating hablts to cholce of employment or spouse,
The oxerclae of control could take extrume forms In which

the youngar members do not have any fresdom of chlolce.

Economlc resources avallable to a family have a clear
Influence on chlld-soclallzatlon practices withln the famlily,
The control of adults over young poople, as well as the control
of the oldest male over other members of the family {s enhanced

by a more or less total control over scarce economlc resources.

The constant pruesence of adults and young people of
varlous ages and both scexes meant that Infants and young
chlldren would be soclallzed by wmany people rather than Just
the mother and perhaps a fow sibllngs. If the mother is
unable to perform hor child-rearing tasks, numerous substltutes
for her would be avallable. In any event, thls msaat that
the relatlonshlp betwoon the mother (and her assoclates In
chlld-roaring) and the chlld would lnvolve less Intense lnter-
actlon . between the mother and child than would be the case
In the smallar nuclear family. Few problems would result
{f those charged with chlld-ralsing responsibilitles are con-
sistent In thelr actlvitles, but marked Inconslstencles could
procuce serlous problems for both adults and children In the

family,

Dependence and Independence training: Indulgence of the
young chlld's Inftlal tendencles to be dependent ls genorally
high. On average, at the age between three and a half to
[oyr, a chlld begins to seck Indepondence{Whitlng,1953:92).

In response to dependence needs, mothers may behave dlffe-
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rently depending on how free they are at home, 1In the oxtreme
caze of care, the mother may hold the child most of the day
and glve It her undivided attentlon: s'ia slts elther on the
earth floor or on a bark slab under the porch of the famlly
dwelling wlith the baby nestling on her outstretched logs, At
nlght, the Infant aleeps cuddlad by hor slde. Whenever she
has to move, sho carrles the child with her cradled 1in her
arm, During Infancy the feiponde to dlscomfort which is most
strongly established 1s that of seoking holp by crylng or ask-
Ing for it, A motlve which bacomes gtrongly ostablished during
Infancy 13 the wlish to be near to and touch the mother,

Almost ail the palns and discomforts which an infant oxperlences
are roduced whlle he s olther sitting I, hls mother's lap
or lylag by hor side, He 3 fed thera, he sleeps there,
and he 13 worwed and cooled, scratched and petted thore-

always while In bodily centact with hls mother,

At the other end of care(not the oxtreme end),there is
the mother who due to varlous engagements such as fleld or
pald work, does not carry the child about with her, Howeovar,
he (3 not left alone, but i{s not In such contlnuous physical
contact with the wmother. Often the Iinfant child {s left In care
of an older child or femela relative, and ono may surmise
that the nurturince of the Infant under these conditlons s
not llkely to be quite 30 offlcient and metlculous as whoen

the mother herself 1s responsible,

Eventhough the two cases above are seemingly dlfferant
the ultlmate result is likely to be the same, l,e, Infant's

search for further dependence. The more you care, the more
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will be the Infant's deslre to depend, and the leoss you glve
attention the more wlll bo demanded of the same, Thus, In
any case there Is no ascape from glving attention to a baby.
Howoever, the manner In which yYou care the infant during the
first two vyears shall determlne how he 13 golng to demand
attentlon. In other words, the tendencles for the chlld to
sevk Independonce 1a functional upon the previous lezrnlng,
at least as much strongly as that dosire for independence s

natural,

Parents and adults In the Sri Lankan family tend to pay
attentlon to chlld's movements soaklng lndependence and inter-
vene abruptly without understanding the consequensces, If
siblings ftght amony themsolves, the older ones are whipped.
They are told that a bld bear or a wicked ghost will take
them off If they do not mind. Over and over agaln they are
told that they should love their parents and thelr siblings
and should not be angry wlith them nor fight with them, They
are punlshed for destroyleng bird's eggs or hurting any bird
or anlmal, Probably more lmportant than thls direct punlshment
ls the fear of aggression which thoy acqulre by observing
thelr parents and hoaring thom discuss sorcery and fighting,
They are admonlricd never to laugh or make fun of other
people lost Loy ho attacked. They are warned always to be
polite, to spoak to peoply and to speak ploasantly, The result
Is that a child s afrald to uxpress aggresslon for fear of
punishment, Indepondent moves are discouraged when such need
encouragement, and therefore, thc; ~hlld bacomes depondent

rather than Indopondont.
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(b) Impact of famlly on personality and behaviour

The functlons of family lay the foundations of {ndlividual
personality and behavlour. They are subject to change over
time as the indlvidual galns expertence ln the larger soctety,
However, such change may be so Insignificant that family func-
tlons may woxplaln a large part of tndlvidual personality
charactaristics and hehavlicurs at the tlme ihat tho porson
begins to play a productive role In the soclaty. Some of these
characteristlcy of personality and ho'havlour which are directly
1alevant to the understanding of persons beahaviour In organiza-

tlons are dJdiscussed below,

Dependence: The declslon making aystem In the family
fs hlerarchical ln which mafor declsfons are made by father
or mother or by both, As the dosire to be Independont |is
curtalled since childhood, the Individual develops the tandency
to inok for approval froir the hieravchy, Declslons means
value Judgments, and Its the adults who have the right to
paza such Judgments sluce they have the most exparlence and
power to allocate resources, The exercise of control could
tako uxtreme forms {n whlch the younger members do not have
any f{resdom of cholcs. Some form of freedom for the children
Is often assumed right whon they have comploted aschiooling
and ready to earn. Parents and adults would make every effort
to ensure a riskless envlironment for the young inember to take
daclslons, To the contrary, he is not allowed to take a perso-
nalistic approach to probloms, Conformity as opposed to diver-

sity Is promcted.
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Lack of self confidence: The Llmpact of t*e collectivity
and hlerarchy on the Irdividual is such that he hardly guts
opportunity to assass the strengths and weakness of himself
reallstically, What ono can and should do s often the verslon
of some othor adult advisor. Thus, lnstead of a confidence
In the aolf determlnation of future, a probabllistlc view of
opportunity for baotter Hfs 13 cultivated, The fatalistic and
defeatlst vlewpoluts surzounding the famlly environment provide

further suport to uphold woch probabilisile views,

Accoptlag the status quor The family cultlvates a system
of ordur among things and relatlons thay should be accepted
without cnallonga, The  establlshed  patterns of behaviour,
say with regard to marclage, allocatlon of waalih among family
mambers, and malntenancs of workmanshlp with regard to glven
trades or crafts, are o be followad and those who dovlate
face dete rence by sach means a3 cuttlng off economle and
soclal su,port, The neod to evaluats past arrangeaents perio-
dleally for tho Introduction of chango as a means to progress

i3 not valuad,

Work as means: Attitude to work lIs largely governed by
the subsalstance economles or semi-foudal bhellefs tiaat the lndi-
vidual must work In order to earn the llfe., This 1s ln contrast
to tho value of work Itself as an end that scems tc be a
domlnant attitude toward work In the West(Newman,1972:347),

The attltudo 13: work to llve rather than live to work.

The famlly coatributes its share to the devslopment of

stereotyplng attltades along diviston of work, The asslgnmentof
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values to partlcular Jobs as of high or low status begins In
the family. As a rousult of the experlence for centuries of
colonial dominance, the Srl Lankans have developed a partlcu-~
lar preference for whlita-color jobs, especlally In the ygovern-
ment services, Pareats who are deslrous of determining the
future of thelr chlldren, particularly with a concern for recei-
ving a reasonable dowry from the brlde for the sons in

marrlage, or flading a woalthler and respected son-in-law for
the daughter, children are directed 'to Jobs whlch are consl-
dorsd of high status. Thus, the econuomlc function of family
has a role In cultlvating work attitudes amonyg chlldren, These
attitudas do not promote respect for, and the will to undertake
whatever 13 necessary to got the Job done; getting the Job
dotie is not the primary, most lmportant end, One should not
'got one's hands dirty' 1n trying to get some wurk done. Thus
a deslre to lmprove one's lot, to accumulate or to get ahead,
becomas relatively less lmportant. Criterfa of success are
not defined {n tarms of results but accordlng to the status

values attached,

Reapect for authority: Family hlerarchy demands obedlence
and raspect for authority., The child learns this almost everv-
day as, for example, when parents, particularly the father
raturns home ho has to got up from hls seat, Parents expect
the chlld to take peormlisslon to do things, even a minor thing
like leaving home t» the town or the necar-by shop, or to

play with frlends,
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A mentality ls thus developed io belleve that authority
{s posltional, and 1t grows with wlsdom and experlunce which
bulld up with age. The fact that the morlt of an ldea has
little to do with the source, therufore, 1s an allen concept
for the dofinlitlon of authority, Authorlty 1s related to person
and therefore, to question the meri{t of an idea Is to challenge
the person, 1.s. the authority, In fact, such a perception
of authority and 1ts meaning s oncouraged by olderly resent-

ment of alternatives from the youngoer members,

Lack of system and perfection: The pattern of {(nfluence
that the famlly hus on the personality and bLehaviour of the
indlvidual as described above does not demand from the young
to develop the habit of planning and schedullng his day-to-day
work and be syutematlic, Whon things occur s not Llmportant,
Effectlve use of one's own time and effoctive scheduling of
independont activities require a preclsion of tlining. The
lmportance of order and preclslon !s undermined {n the mannor
the dally activitles such as taklng food, keeplng the house,

and meoting commlitiments, are acconmplished.

Attitude toward opposlte sex: The family set up contributos
to the view that males and femalos have different roles to
paly In socioty, Mothar's influence on the child i3 as a parent
rather than as a women, However, father-mothoer relatlons and
treatment of sisters differently from brothers In the family
make children of hoth sexes to accept that they have dlfferent
roles to play. The female ig woaker and must, therefore, be
protected. Major declalons must come lrom, or must have the

approval of male.
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3. Caste in Sr! Lanka
(a) Structure and functlons

In the writlngs of anthropnloglsts the word 'caste' ls
used In two different senses As an othnographic catagory
It refers excluslvely to a system of soclal organlzation pecu-
Har to Hindu Indla, but as a soclologlcal category It may
denote almiut any Wiad of class structure of axceptional rigl-
dity as In the case of arlstocratle ‘claassg,! The toandency
to satrwss the ‘status-group' compgoidont of caste projudgos the
whole questlen as to what 1s the ocgsential soclological nature
of the Iladlan phenomenon(leach,1960; 1), The word ‘caste’
as It occu. v In thls study should always bo taken to have
Its othnographic Hindu meaning, becauss the phenomenon In
questlon in Sri uanka 15 desceaded from Hindu Indla. Slace
a varlety of castes i+ found lIn many countrles, the uvse of
a common definitlon has besn difftzult, Howaver, Kroeber (1931)
highlights some assontial features: 'A  Caste mway be deflnod
as an endogamous and hereditary subdivislon of an ethnlc  unit
occupylng a positlon of superlor or Inferlor rank or soclal
ostoom In comparlson with other subdivisions.' This definition
puts the emphails upon ondogamy and rank aud therefore, It
Is ltkely to give a one-sidad plcture of the Sri Lankan altuatlon,
It slurs the really cructal fact that caste Is a system of Inter~
rolatlonshlp and that nvory casta In a caste systora has Its
speclal privileges. Definitlons of Indian caste have usually
taken the form of a st of cultural tralts whlch are suppoaed
to form a syndrome, The authorities, while admlitting a great
range of detalled varlatlon, have mootly malntalned that thero

Is a certaln mlnlmal set of prlmary characteristlcs whlch together



embody the real esassnce of caste everywhere; Hutton, for example,
holds that normally caste coanforms to the following criteria:
1. A caste 1s endogenous,

2, There are restrictions on commensality botween members
of different castas,

3. There 1s a hlerarchical grading of castes, the best-

' recognlzed position being that of the Brahman at the
top.

4. In varlous %inds of context, especlally those concerned
with food, sex and ritual, a member of a ‘high' caste
Is llable to be 'poluted’ by oither dlirect or Indlrect
contact with a member of a ‘low' caste.

5. Castes ara vory commonly assoclated with traditional
occupations,

6. A man's caste status ls flnally determlned by the cir-
cumstances of his birth, unless he comes to be oxpalled
from his caste for some ritual offence.

7. Thae systam as a whole is always focused around the
proestigo accorded to the Brahmans(Leach,1960: 2,3),

In the Srl Lankan casto system, though hierarchically organized,
one finds It difficult to locate a parallel to the position held
by Brahmans In the Indlan sltuatlon., The Indlan situation may
agaln differ from thy Srl Lankan case In regard to rigidity
of the system. Influenced by Buddhism, a rellglon which rejects
caste, the caste system of the Sinhalese 13 seon as more flexl-
ble. However, tho system among Tamil communities In Sr! Lanka

Is much llke the Indian, rather than the Sinhalese.



The contemporary castes and subcastes {n approximate

order or rank with moat common English Designations

Caste Sub-caste
Govi-vamsa Radala (KIng's office holders)
(cultivators of the Mudall (Leaders of the people)
soll) Katupulle(King's clerical servants)
Poruvakkara{Wood cutters to the
King)
Karava (Flshermen) Karawa porovakkara
Salagama (Ctnnamon peoelera) Hevapanne (Soldlers)

Durava{Toddy tappers)

Navandanna (Artlsans,
Ilncluding smiths of all types)

Hannall (Tallors)

Rada (Washars to
high caates)

Badahala (Potters?

Panlkk! (Barbwurs)

Berava (Tom-tom heaters)

Kinnara (Mat weavors)

Rodl ('Outcastes,' beggars)

(Bryce and Ryan, 1953: 93,94)

The term Govi-vamsa or Govigama means llterally ®culti-
vators of tho soll®™ and 1t !s the cultivating, the farmer,
caste which 1s at the peak of the Sinhalese hlerarchy, While
cultivation Is not actually a caste monopoly, and many members
are not In fact cultlvators, prosumably they have becn distin-
gulshed from othars becsuse no low soervices or cultural practices
were ascribed to them, as was the case for other castes who
far n, Thelr numerlcal lmportance ls slngular, One would scarcely
expact to flnd the peak of a soclal pyramld larger than Its

base, but it {s probable that the Goyigama constitute at least
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one -half of Sinhalase soclety,

Karava, the ‘'fishing caste' of the Sinhalese, 1s heavily
corcentrated In the coastal area. Morv than any others, they
have embraced Christlantty, principally  Roinan Cathollclsm,
This can be a product of thelr coastal posltlion and {s perhaps
related to thelr less firm enmeshinent fa the Sinhalese feudal

order and hence greator susceptibllity to forelgn nfluence.

Caste  amouny Timtls In Srl Lanka s worthy of separate
treatment. Historlcally, Tamlls have been Cconcentrated mostly
In the North and Morth-gast of the lsland and the caste distlinc-
tlons are grounded in the Horth, Jaffuwa. Tamlils have had conne -~
ctlons both to the ‘outh, with Slnhaloese Buddhists, and to the
North, with Tamtl Hindg Indla, At least fiity castes are found
among the Tamlils {n Set Lanka(Banks,1960; 6l). The fmportant
castes are Brahmans (priesty); Vcllala:x(landlord:s), the politically
dominant caste; Koviyars(servants of Vellalas), small renter
of land and formmerly chattnl slaves; Barbers; Washermen; and

Pallas(landless labourers), who are also formerly chattel slaves,

There are sonuwe notoworthy structural features of the Tamil
caste system. Excopt among Brahmans, there Is a total absence
of 1ny prohiblition nn wldow remarrlagoe, and there s no sug-
gostion that the wonan who remalns a wldow s especially
virtuous, fnother pecallar feature |s that temple entry 1is
permlttad to Vannars(washermen to the Touchablo castes), whilea
Barbers are excluded, which 13 the reverse of the South Indlan

rule,



‘The moclal and economic functlons: Caste soclal and economlc
functions can be catogorized as Public and Private soervices,
Caste functiona are soclo-econoiilc  because  thelr activities
are relatad to soclal situations o- occaslons and a system of
payment 1Is often assoclated with s, The Washermen are called
for service at the occaslons like annual feutivals at the Temple,
the Devalo or any other common functlon of a religious nature
at a rellglous centre for the duty of cleaning cloths to decorate
the temples cr to make effigles of goddusses from starched
while shoots for Gammaduva all of which are public occaslons,
Some payment s made by the Templa soclety and the amount
varles accrding to Lhe Job, Ag private Jobs, they do clean
the cloths of a glven number of famllles by pericdical visits
and the payment for that service varles according to the status
and wealth of the patron, Boravayo services aro made aval.able
at almllar publlc occastons, They provide the coremonlal dru-
mming  durlng rituals and also do public announcements. [n
addition to the rendering of services to Individuals,
they often act as doncers, or astrologors. The rules of payment
Are as same as for Washermen. A few castes, such as Achari
and Valan karayo wmay not be pald by temple for services
but Individuals have to pay set prices for thelr services,
In the Tamll caste systom, payment In kind Is cowmmon. Vellalas
reward the membors of other castes for thelr caste sarvices
In a varlety of ways., Brahimang get a salary from the temple
funds, plus varteus presents  or rowards from familles for

spectflc survices they rveander,

The orlglns and foundatlons; Throughout Srl Lanka, the

orlgins of caste differentiation tend to be Intorproted popularly
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In terms of feuda!l service:s aad occupatlons, I Is highly pro-
bable, howaver, that many of the castos repraogcnt Immlgrant
groups qulte possibly having had predotermined statuses, whlle
others arose through division of labour and other schlsmatle
procaesses  within the socluty (Bryce and Ryan,1960:11,12),
Thus,‘ speclflc  coastal castes undoubtedly have nltary tribal
or caste orlygins ln India, Upon what basls the Interlor, or
Kandyan, castos were origlaally differentiated no one can say,
although the most common designation of a caste 13 one differen-
tlatlng 1t by traditional, feudal r;)lc. In the sonse that most
castes, Including those probably of lata South Indian origin,
c'lalm a service role or occupatlon as thelr prim 'y dlstingulshling
featurs, wo might, {n torms of Risluy's early clasusificatory
attompts, say that most castos are of 'fuuctlonul'typu(Rlsley.

1915:78).

It scoms prababla that the component groups of the Sinhalaese
people accepted generally the Indlan role and status doeflnitlons,
adapting and modlfylng them to fit new balances of power,
and new rellglous, polltical and economic systems(Yalinan,1960:
80-85). If the Sri Lankan caste system (at leaast that of the
Sinhalese) 13 In fact a unique varlant upon the Indian theme,
what then are its chief features In concept, structuro, and

functloning?

Sinhalese caste structure g composed of communal groups stand-
Ing In gsome hlararchlcal positlon In reference to at loast soma
others, Theso groups, the castons and lagsy frequently subcastes
deffine the boundailes of the lndlvidual's friendly, cgalltarfan,
and approaching behaviour, Hlerarchical ponition of a cante

tends, In Sri Lanka, to he tn Llnvarse relationship to the nume-
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rical slze, the nlgheut caste facluding perhaps one-half of
thapopulation, There 1s virtually no furial organtzatlon clther
of the caste, the subcaste, or the system of caste, althounh
to some exent they were formerly partially organlzed under

a feudal bureaucracy,

(b) Impact of Caste on Individual Perusonality and Behaviour

In order to avaluste the possible {mpact and influence
of casts on Indlvidual, 1t Is limportant to re-iterate the fun-
ctional characteristlics of caste In Sr! Lanka. Tho caste systemn
has beon differontlated Ly occupatlonal or curemonlal respon-
sibilitles, or both, {requently amounting to monopolies, Caste
responsibilities or preoyatives or obligations tend to be par-
formed bLy members of a4 lower caste toward a higher or to
the temple and, In ecarlier tlmes, the king., Thelt performance
ontalls reciprocal action on the part of the hlgher caste where a
contractual economy | lacking., Former service lo the king,the fo-
udal lord,or the temple,whether occupational or ceremonlal, is
usually viewod as tho chief functional characteristic of a caste
and In many lnstances i3 preserved today f(n traditlion and
in the casto name, and {n some actual behaviour, The mainfosta-
tlon of soclal diastance In overt conduct vary In a rough rola-
tionship to the disparity in status botweon the porsons, Althnugh
physlcal sogregatlon In village rostdence Is common, tabus
of caste avoldance soldom apply to the whole gamut of human
relatlonshlps, and are most pronouncod o sttuatlons {nvolving
home, famlly, and food, Logal dlsabtlities formerly assoclated

with caste are abolished, but uxtralegal disabllitles parsist,
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overtly as In certaln tumple functlons, covertly as In prejudi-
ced appolntments to office. Symbols of s0cial distance vary
wldely by roglon, but range frowm diffarentlal axpressions in
salutatlon to proscription of articles of clothing ana .ruawment,

and lnslstence upun worshipful behaviour toward the high caste.

A further summary oxposltlion of caste relations {n modern
Srl Lanka, especlally (n the urban areas, s nocessary to unders-
tand the lmpact of caste on personality and hehaviour in the
present day coutext, In Colombo, caste distinctlons and discrl-
mlnations approach the wlnlmum, and the institutlon Itself
mainly exlsts below the surface of vasy vislbllity, No porson's
caste ls sglgnlffed by hls dress nor are symbols of status,
systumatlc,,;(,\,;.3,1..(,.m In  houslng, or dlscrimlnatory treatment
In schools, templas, or publlc places apparent, Although anclent
caste roles have affected the modorn occupationz! structure,
conformity to traditional occupatlons 1s of no graeat lmportance
in the wurban life or economy. Typically, the sophlsticated
Goylgama urbanlte wlll assure the outslder that caste i3 meanlug-
less In modurn urban Sri Lanka, except for the qualnt retention
of caste prefarence ln marrlage, and the auperficial observer
usually agrees. Also of central lmportance In the tradlitienal
caste system s the hlerarchy of zaste prestige, In the urban
climate the hlerarchy vyet stands, but it Is largely shorn of
behavioural manifestations. Caste i{s a subjoctive reality evon
when behaviourally Inconspicuous. To the peruon of low caste,
birth satatus s always a potentlal explanatlon of untoward
occurences. On the othor hand, leading cltizens of low casto
enjoy wlth sardonic amusement belng offered honorary poasts

which are Interpretable only a3 organizational techniques to



demonstrate that 'cacte does not matter,' Deaplte the broak-
down of feudal caste roles In the Low Country Srl Lanka, and
particularly In the city, not all persons of lower caste have
left thelr traditional vocatlons even In Colombo., Saveral of
the old caste occupatlons are malntained as monopolles although
it 1s obvious that not all members of the caste are assoclated
with such work., Since occupations of high status In the urban
environemont have beon dlssoclated from caste, the retention
of such roles ls among the lower sconomlc classes, On the
basls of above, we shall now examine the !mpact of caste
on indlvlidual personallity and behaviour. We wlill use the same
framework adouptad earller to review the Impact of family on

Individual personality and behavlour.

Dependence:s The pattern of dependence that the family
system promotes, as discussed ecarller, 1s characterised by
a tendency to look for approval, conformity, and acceptance
In the absence of alternatlves for effective cholce. The caste

systamn Is hlerarchically organized in such a way that
the low-stztus castes have fewer alternatives as the status
poslitlon goes down, Occupational alternatives are detormined
and the system of payment forservices 1s so structured that
the lndividual of low caste cannot detemlne price. Cante Is
botlh a system of soclal {nterrelatlons and a psychological
order. The f{nterrelations are governsd by values which promoto
virtual acceptance of the will of domlnating castes. It Is
a psychologlcal order in the sense that the lower caste as
well as higher caste Individual has a mental framework Justified

by the casta stratification, Many things and functlons are
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fixed In a mental framework and beyond which a person would
not expect to move, In this divided world, two featurus
are dependancy-oriented, Firstly, certain functions which are
of low status oenable those who are raesponsible for functlons
of higher status to functionally order the depanduncy pattern
because of positional power, as In the case of landlord reques-
ting the landlesz to perform certaln functlons for him (Tamtl
casto system), Secondly, the econumlc strength to demand
soervices and unllaterally declde the valus of sych services.
This alleocatlve powor, togother with the powor of hlerachlcal

position, onables the higher castes to koep othars dupondent,

Lack of =self confidence 1 Caste status and functional
differences place artiftctal limits on opportunities avallable
to low caste Individual to assess hls/her own strengths and
weaknosses In  different sphazes of activity, He 13 denied
opportunity to develop variant interests and test own potentlals,
The se!f contalned environment for the use of abllity prevents
the development of confidence In the self to determline the
future, In fact, to the contrary, one 1a made to belleve or
accept that one has only a limitad range of abllity as defined
by the caste functlons and thus the futuro 1s largely predeter-

mined,

Accepting the status quos A challenge to the status quo
could come only by Individual effort which Is difficult, of
course, Marrlage across caste 1s one method of changing the
caste positi.n of getling rid of the boundarles of It, but as

Bryce and Ryan =say oven endless cross marriagos may not
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drastically reducsa the caste dlistinctlon primarily becausa |t
{s a psychologlcal phenomenon as well, For the same reason,
hierarchlcally upward movement for better economic strength

may not ellmlinate the subtle aspects of caste relatlons.

Work as means: The attitude that work s to live rather
than live to work newsds a fresh look in the contaxt of casts.
Tradltlonally, the people probably enjoyed the caste roles
as In the case of participating In public functlons assoclated
with rellglous lastltutions or rltuals'. wWith tae changlng econo-
mic environment in wmodern tlmes, there is no doubt that the
new goenerations working In caste-determined Jjobs find that
the tasks are monotonous, and tihat they are not materlally
or mentally rsawarding cnough, In the clrcumstance, one could
expect low caste or [unctional caste pecople, as In fishery,
pottery, or washlng buslness conslder that the *"work 1Is to
llve®* rather than an cnjoyable and psychologlcally rewarding
exarclse, Although certaln functlons such as washling and
flshing are «capltalistically organlzed today, both proprietor
and his hlred laundrymen are of Hena caste In the washing
buslness, and Karava caste In the case of large flshlng boat
and notting organizatlons, Thus, technologlcal advancement
In the particular trade must have added flesh to the meaning
of work, but agaln It 15 only for the few rather than the

majority,

Caste is a primary source of gradatlon of work by status,
Undoubtedly, such an approach to organizatlon of work croates
artificial and thereforo, inefficlent boundarles of work, The

*principle® of division of work Involved here ls "unsclentific®
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and unable to obtaln the oconamle advantages of the ratlonallty

of functional apeciallzation,

Lack of system and perfectlon: System and poerfection
requlrements of caste functions are all defined and embeduad
in the structure of caste system. Tradition governs the system
destgn, and there 1z lttle freedom for tho functionary to
change, Improvement is not expected ULocause wvach function
as designod hay Its place In the system, and a change In
one element would requlre change in other parts and perhaps
In the gystem as a whole which {3 unthinkable, systems are
grown ovor centurles of wexperfence and ths zoafldence In the
history {s strong to bolleve In Its usefulness for the day,
Thus, the ballaf {5 that, ovar tlime, the nocessary poerfection
has beon achleved and the current responsibility 1s to malntaln
and protect |{t, In the final analysis, 1t 18 allent to the
system to envlsage change of system deslgn and Improvement

of system performance to achleve higher levels of output,

4. Ethnicity in Srl Lanka

(a) Structure and functloas

The Sri  Lankan soclty Is comprised of three distinct
ethnlc communitlas : Sinhala (74%), Tamll (18%), and Muslim(é6y),
The Sinhalese, who are widely belleved to be the descendants
of Aryans of North India, are often ldentified into two reglonal
grouplngis, namely, low country and up country or Kandyan,

The Sinhalese Illving in the low country which {s about half
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of the total Slnhala population had the first opportunity of
Interacting wlth the Europeans and thus they hecame the first
to exploit economic and professlonal advantages offered to
them by the forelgn admlinlstratlon. Thelr early mastery of
the Engllsh language gave them a competitive odge over the
Kandyans In matters of employment and commerce, The fact
that the Kandyans wore shut off from forelgn influence untill
Britlsh Occupatlon in (918, and that the commerclal plantatlon
deprived the peasantry of thelr traditlonal land and resources,
had delayed their jolunlng the maln stream soclo-economic deve-
lopment {nt he lsland. it ts lmportant to remember that the
up country - low country divislon 1s still {n the conclousness
of the two groups, and It often gurfaces at the organizatlonal

level,

The Tamll communlty, which is concentrated in two provin-
ces - North and East - has {ts spread all over the island
as well, Outslde the two provinces, the Plantation Taml!l
community which has a recent Indlan origin, s the largest,
Tamils llve {n the urban areas of Colombo, Galle and suburbs
as  well, Distinct cultural, rellglous, and llnguistic factors

soparate the Tamils from the Sinhalese,

Like the Slnhalese, the Tamlls too are differentlated
into two groupas, The majority, about 2/3, are Identified
as Ceylon Tamlls or those who have lived in the Island for
the known hlistory, The plantation Tamlls, the other 1/3,

are of a recent orlgin and came to the Island In the procoss
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of plantatlon of tea and rubber by the British early this
cantury, The ‘'Ceylon' Tamlls, llke the low country
Sinhalese, are exposed to the forelgner, have learnad
English, and privileged in commerce and bettor employment
Iln comparison to Indian Tamlls in the plantatlons. The
plantatlcn comnmunity had been pgiven 11itl. opportunity to
mix with the rost of soclety bv way of .iducatlion and dilver-
so omployment, and thuraforo,‘ they are cut off from tue
benaflts or lufluence of the malnstream dovelopments of
the oconomy. ‘The typlcal plantatlon family will have par-
ents and children of the working abllity attending the work
of plantatlons as the major occupation of thelr life. They
have remalned an Illliterate unemancipated group of estate
labourers (Warnapala, 1973; 4), and positive changes have

reached thom only in recent years.,

The Mucllm  community, composed of Ceylon Moors
and Indlan Moors, 1Is spread well In the Islaad. Thelir
rmain economic Interests are In trade, both 1Inland and for-
elgn, thelr cultural and religlous bonds keep them In
a strong communal solldarity though It does not affect thelr
relatiznship with other community groups, Being confined
to trade, the Muslims have largely naglected education
for children, and therefore, thwy ara not well reprosented

In the publlc services,
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Communal harmony is a subject of relevance fo mang-
gement of organlzations. If ali the communities live in
harmony, then the organizations shou'u have .ttle to be
concerned with {ssues of communal conflict, The peaceful
coexlstence, however, does not mean that perceptual diff-
orences among them will not be there or such difference
are of minor {mportance. Porcoptions which are antoganlstic
lead to conflictual relations, while other porceptions of
differences such as of a cultural nature, enable the orga-
nizatlons to adjust and accommodate communal diversity.
Thus, thls study ts concernod with perceptions leading

to coafllct and percoptions of communal uniqueness,

Among the varlous perceptlons are (a) the overall
perception of each community ~f {ts relative position |In
soclety, (b) the soclo-economic status of i*solf and of
the othor communtties and (z) the benefits it enjoys or
what It has falled to derlve from the solco-economic chan-
gos and the dovelopment processes during the last three
decades, On the one hand, there is a common perception
amongst sectlons of the Sinhala majority that the Tamll
(Ceylon) community enjoys a privileged positlon, has re-
coived benefits from the economy which are far out of

proportion to the share it has in the total population,



and that the average standard of living or Income of Tamlil
housoholds s significanly higher than that of the Sinhala
housoholds, The Tamil communlty, oa the other hand,
entertalns thes perception that they have beun a disadvan-
tagod community, have not beer, above to get an equitable
share of the benefits cf soclo-ecoromlc development and
therefore, that they have serlously fallern behind the lovols

of well-being achteved by the Sinhala community,

Both these perceptlons of the Sinhala and Tamll comm-
unitles are highly distorted and exaggerated and do not
reflect the real situatlon, while dlsproportionate shares
of gains and bheneflits may have accrued to small sogmaents
of the Ceylon Tamil population, and again while political
processes may have had the effect of placing soctlons of
the Tamil communlty tn scriously disadvantaged conditlons,
it would not be true to say that in terms of average soclo-
oconomic woll-being the Tamll community has been adversely
affected (Marga, 1985: 6). At tho same time, It would
not be corroct ‘o say that the soclo~economlc status of
the average Tamil houschold 1s slgnificantly higher than

that of the Sinhala houschold,

The socond areva of concern for perceptual differonces
betweon the Tami! and Sinhala communities 1s the language,
rights In the arenas of educatlon and admlinlstrative/judictal
affairs of Tamlil-speaking areas and of Tamils In other

parts of the lsland. The language In adminlstration and judicial
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affairs fg¢ a major lssue concerulng the Tamils residort In
other districts than North and East, Eventhough legal provi-
sions are there, the fallure to lmplement fully and offectivoly
seans  re he at the root of the problem hera, Beyond all
the sorts of lmplemontation problems, the Sinhala community
must recayalse the fact that the Tamlls vresldent 1in Sinhala-
speaking aveas are often reduced to the condltion of the 1111~
terate when they recolve communlcatlon in the offlclal, Sinhala
language. The Sinhala porcoptlor; in thls regard seems to
be that those Tamlls llving In the predomlinatly Sinhala areas
must learn Sinhala, as the latter has done so in the Tamil

domlinant areas.

Thirdly, perceptual dlfferences are felt in the area
of education. Tamlla porcelvo that thoy do not have adequate
language schooling facllitles In the 3Sinhala domlinant areas
and lIncreasingly In rocent years, the patterns of higher edu-
catlonal developments have dlscrimlinated against the Tamll
youth seckling unlvorslty entrance in particular, The Sinhalese
perception In thls regard ls that the recent trends in higher
educatlon is an adjustment glving the Sinhala community {ts

due share which it had been denled in the past.

Access to omployment and the distribution of employment
opportunities ralse another area of perceptual differences, The
Tamil communlty clalms that they have been denled falr access

to employment aad that there has been serious dlscrimination
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agalnst them {n this {inld, The Slinhalese slde argues, however
that the Tamils ars over represented in employment, partlcularly

In the publlc services and professlonal services,

Fourthly, perceptual disagreement 1is found with regard
to the distributlon of state land and land policles relating
to land settlement, Along wlith thls aspect of ownership and
control 1s the lsaue of minority holdings {n trade and business
In the lsland. Thus, antagonlstic perceptions are present in
regard to economic status, language, employment, and ownorship

of wealth,

Cultural unlqueness of ethnlc communities as relevant for
organizations s the other aspect of concern here, However,
there seems to bo a sorlous lack of literature on this aspect
and thereforu, it 1s difffcult at this time to identify significant
cultural tralts pecullar to Tamlls and Sinhalese which are
reloevant to organlzations. Therefore, for the purpose of thls
study,we may conslder that all the ethnfc groups share the sane

culture as far as organlzatisas aro concerned,

(b) Impact of ethnlcitv on Individua! personality

and behaviour

Dapendence: Tho perceptual differences among the ethnlc
groups seem to Introduce an element of {ndependence inta
the depandency syndroms that |s supported by famlly and
carte In Srl Lanka. Individuals {n organizational context would
under the given othnlc relations try to keep away from each
other, not readily accepting the authority of persons of other

sthnic groups,
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Lack of self confidences Ethnic conflict may promote greater
self confidence at the group level. However, the Influence
at Individual level, apart from that trickle down from the
group conclousness, s dlfficult 1o assess. At a tlae that the
conflictual perceptions are high 1t s llkely that the many
would begln to lose falth In the exlsting order, and as a result
they imay begln to lose self confldence as well. In the event
that one group s clearly dominating and the other group ls
forcad to accept the phcnomcnon,'lt s llkely that members
of the minority group may become less aad less confident of
the abllity of the sell to progress., This may imean, ultlmately,
less confldence {n the indlvidual self, but more confldence

in group offort

Accepting the status quo: The status quo wlill be challenged
under conditlons of perceptual confllct, and change would be

demanded by both groups of iadividual,

Work as means: The meaning of work wili be Interpreted
Iln economic terms further In order to {dentify lnequalitles
and Injustices of the systom of remuneratlon and allocatlion
of work opportunities. As a rosult of thls trend, there will
be little scope for the indlvidual to deflne the meaning of
work differently in rolatlon to other drives of life such as
achlevement, enjoyment, or advancement, Work will be seen

less and less as reasonable meanz to live.

Respect for authority: Legitimacy of the sources of authority
whether the sources be formal or soclal, would be questioned,
The factual bases of knowledge would be reexamlned as a pre-

requlsite to the acceptance of knowledge as a source of authority,
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Lack of syatem and perfection: Ethnic mind may not
have a riear relattonship with a person's Inclination to system
and porfection, and therefore, ethnlcity 1s consldered here

as irrerelevant,

Attitude toward opposite sex: Sinhalese, Tamil, and Muslim
ethnlc communities seem to asslgn somewhat different values
to the role of opposite sexes. The Sinhaless community, Iinfluenced
by Buddhism, a religlon which promotes, at least theoretically,
an ldea of aqual treatinent of women, has allowed women to
engage or occupy social activities m(;ru openly than the Tamlil
community, The Influence of Hldulsm on the Tamlils, and lslam
on Muslims have promoted a rather closed soclety for women,
From an othnic polnt view, though all the three communities
agrae that the male has a dominant role, they do not necassarily
agrae with regard to the role that the women ahould play.
Thus, in an organizational context,iho multiplicity of ethnlcity
would mean the difftculty of developing a uniform pollcy aand

behaviour with regard to the lncorporation of sex factor.

6. The Soclo-economic claas

{a) Structure and functlions

With the advance of capltallam and the elaboratlon of
the administrative and judicial structure in Britlsh Cevlon(Sri
Lanka) during the course of the nlneteenth and early twentleth
centurlea, a whole new range of employment opportunities was
created, while cotain functions (e,g. dlstrict chlof headmen)
were malntained with some modification in rolus. While subject

to contractlon at places and times, the number of offlcers,



roles, and poaltlons of status arlslng from thls process was
gencrally on the lncrease throughout the perlod till 1948, the
tlme of pollitical Independence for the lsland. A classiflcatory
descriptlon of the routws of ollte and class formation and the
bases of class status, therefore, dous not merely lnvolve stories
concernlng the rilse of thls or that Individual ; or the pursuft
of aggrugates based on several case historles; or the recording
of group mobllity and advancems=nt, It calls for the appralsal
of a fluld opportunity structure and a survey of the slgnificance

of ollte roles at varlous polnts of time.

Howevur, unsven 1a its diffusion, the economlc and soclal
transformation taken place In Brlitlsh times, provided {ndlviduals
and famllles with the opportunity of achleving and consolldatling
national elite status through two broad areas of activity:
varlous flelds of capltal Investment and economlc entarprlse,
most of which wors now; and educaclonal achlevements , generally
through the moedium of the Engllsh language In an enviroament
which gave scope, though with llmitatlons, for the usoc of
tuch akllls, The two avonues of advance wero closely Intartwlined.
The hard-earned wealth of the ploneer e¢ntrepreneurs enabled
them to educate their sons In the baest schools; and even to
send them abroad for weducatlon and professlonal tralning at
higher levels., The second and third goencrations employed thelr
oducation and thelr soclal contacts to consolldats thelr elite
status. In other ‘instances, the professlons provided a ladder
to the ramparts occupled by the national ollte and acqulsition
of landed property from professlonal oarnings, of a judlclous

marrlage, supported the ladder. Agaln.dowrleo, strategic marrilage
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alllances aind the ostablishment of family phalanxes or pelantiyas

warde another component In class formatlon,

The Britlah administratlon ln Ceylon neaded the asslstance
of a class of natlve subordlnates In the mmanagement of the
affalrs of thelr possosslons and territory, It was for this
class that the opportunities of Fnglish educatlon wore first
credatod, and the objectlive was to create a *body of men respec-
table from superlor educatlon and propurty® to form the essentlal
basls of good goverument{Plerls, 1964:435). Undor the ausplces
of this pollcy, English was made avallable only to the Burghers
and the Mudallyar class whose sons were enabled to become
clorks, Interpretars, preachers and teachers(Jennlings,1951:
42). Theo ocarllest English educated elite was made up of Burghers
and Tamlls, and Sinhalose, and 80 was an outgrowth of traditlonal
offlclaldom. Aftar the spread of plantations In the Island tho
recrultlng ground of the Engllsh educated middle class formed
the clanomon, coconut, gemmlng, and mlnlng Industry of the

low country, and the actlvliies connected with trado and commerce,

This mlddle class became dlfferentlated into two {dentiflable
sectors, now known aus the ‘'upper'and the 'lowor' middle class,
The nucleus of the mlddle class proper, or the upper mlddle
class, according to Tamblah, was 'composaed of higher admlinist-
tlve servants, those ongaged in the professions, those serving
In managerlal and axocutive capaclties In forelgn as well as
locally owned plantatlons or mercantile firms'(Warnapala,1973:117).
The lower mlddle class whlch malntalned a slgnificant soclal
distance from the uppor seginent, was composed of clerks emplo-
yed In both publlcand private sactor, school teachers and
other officers in urban employement. This segment was later

further differentlated on the basis of ability to speak English.
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A brlef dlscusslon of the mitddle class culture {s (n order,
British adminlstrative institutions as transplanted In the {sland
are porhaps most responsible for the moulding of the middle
class culture. The basle structures of the mlnlsterisl department,
and public corpotatlon, the elitlat lastitution of Adminlstratlive
Class (which came to exlstence as Ceylon Civll Service), the
dominance of the goneralist over the spaclallst, overall treasury
control of expenditure and porsonnel, and control of publlc
service unlonlsm wors all entrenchqd In the country's systaem
of government, These adminlatrative institutions were shaped
and run at the top by Britlsh adminlstrators who coopted and
Inducted a sogment of the mlddle class, Soclety was gonoerally
hlerarchical with 4 genoral  tolerance of some Inequality,
The mlddle cluss became Intensoly competitive lately agaln-t
the Ituited obportuelities avallable {n the bureaucracy, and
thero grew up the desire to be more Europoan-llke by outlook

and mentality,

At this polnt, It ls Interesting perhaps to note that the
middle class (n Europe and North Amerlca developed 'naturally’
ay these soclotles ovolvod from the foudal stage {nto secular-
-commerclal and later {(ndustrial modes of production, The
middle claas of Sriy Lanka, as of Indla and some Afro-Aslan
colonles, took shape somewhat artificially and exogonetically
In response to colonlal OCCdethD.. Thus, 1t could be called
a ‘'derlvative' of this rather noval altuation, They ware funda-
mentaiiy differont froi thelr West European counterparts not

only In thelr exogonotic orlgins but In their lopstdedness too,
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The latter were part of an Integrated soclo-sconomic and politi-
cal ovolutlion and hence thelr middle classes included an econo-
mic-commerclal wlng axs well, By contrast, established colonial
ruloe was not keen to ancourage local Industry (o provide a
base for enhanced middle class, It was also lmitatlve of the
rliera functlonally as well as otherwlse. Imitatlon of somo
institutional ethlc, e.,g. separatlon of hoie from office, punc-
tuality, planning tlme otc. wero nocassary to do buslness wlith
them., In additlon, somo tlmitation vf thelr dress waus useful
to impress the mauses with thelr closoness to the rulers,
Imltation often went wmuch further t¢ Include other hablits(drink-
Ing, smoking) and %naunerlsms wlith some lrratlonal oxpectations
of efficloncy and sunccess through magical assoclation®(Subramanfam,

1982:11),

The lower or poor class of the Sri Lankan soclety, conals-
ting of workers and peasants, can be divided lnto three groups
of eoqual status: the urban workers, the estate workers, and
the peasants. The economic and soclal disparity butweon the
lowor class and the upper clasa Is wide, Desplte remarkable
achlovements toward an egalltarlan soclety since Independence,
with high standards of PQLI belng reported for Asla, the
lower 40 par cent of the populatlon still fn the 1980s live
below poverty llnes, wheroas the top decile of population
account for a little over 40 poer cent of natlonal {ncome,

It may bhe suggosted that a slgnificant segment of the
traditional ellte groups of the higher class used theoir banas

of power and Influence to adapt themsclves to the agoclal
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transformation of Britlsh times by acquiring the necessary
lavels of wostern education, by extonding thelr landed bLase
to Include cash crop plantatlons, aad by monopolislng the key
lHalson posts In tho administrative structure and the nominated
leglslative counctllorshlps, In these capacities, they formed
powerful segments within the nowly-svolved Ceylonece national
elite. "Paroto's oplyram to the effsct that History has been
‘a graveyard of arlstocracles' hardly holds true for the history

of British Ceylon(Robertsl1973; 218),

(b)Impact on personality and behaviour

Dopendence: Onc could expect legitimately a class structure
of the type described above to have a positive contribution
to Indlvidual's dopendence on others. For example, person's
dependonce on top admlinlstrators ls promoted becausn the Britlsh
holding the top positions of Instltutions set the example of
power, status, and wealth, which was a re-strengthening of
the feudal hierarchy. Porson's dependence on government instf-
tutlons for allocatlon of opportunity and sorvices was also

enhanced In tho process of clasg formatlon,

Lack of self confidence: The structura of clasas places
constralnts on the number of alternatlves avallable for the
Indlviduals of the lower levels and therefore, It tends to
discourage the development of self confidence. However, one
could arguo that the hlerarchy of class by (tself 1s a challenge
for the lndlvlidual ln the lower levels to achleve, and thus
an encouragement to gain confldence, ln any case, the formation
of claas {n Srl Lanka did not enlarge the oconomlc bage as

in a capltalist economy, and therefore, the majority at lower



levels had limited hope for antering the compotitlve race In
order to rise through the class ladder., Both education and
public service omployment ware two {mportant sources of clasas
formation, but the paradox today s that expanded educatlon
with a stagnant public sector frustrates those who asplre to

move up,

Accepting tho status quos The 'struygle for Independence'’
from the Dritlah colonlal masters In Srl Lanka was a peaceful
affalr when czompared to the vlolernE aglitatlions olsewhere such
as Indla and Africa. It was a ‘struggle' to occupy the top
adminlstrative and government poaitiona by the lccal middle
class rather than a dirwect challenge to the British or the
centre of powaor. Authority of hlerarchy was accpeted la
principla, as (t was cvident In the post Independent veneratlon
of the Britatn as iother country for [ldeology and advlice,
Class formation that took placa durlng the colonlal perlod
ra-gottlad the positlon of feudal ellte enabling them to continue

its tribal charactar.

Work as means: In addltion to the economlc rola of work,
the class structure has added a now meuning to work as a

means to galn status and power,

Respact for authority: Established positlon in class, partl-
cularly the middle and higher has re-stated the {mportance

of respect for authority,

Lack of aystem and pccfaction: Tho woster lzation as a
standard spread through classys though It was only the mlddle

and upper segmunts that could successfully Lmitate, The tendoncy



':vas tr linitate, as agalnst the need to develop "system” to
suit the local situation; and It ylelded poor iesults while
prone to mlsinterpretation. Systam, order, and poerfection
are the tralts to acquire through evolusfonary experlaence,
as an essentlal means to guccess, Furthermore, It 1s only
& small fractton of the populatlon that has learnt by close

aasoclatlon with ferelygners, at least to i.nltate,

7. Educatlon
(a) Structure and functlon

In Srl Lanka, as In other colonlal territorles, the noeds
of public services largely detormine the pattern and content
of woducatlca, Supporting this view, Greon(1956;53) wrote
that 'whother nor not western educatlon aimed first at rellglous
converslon 1s unclear; that 1t had a vocatlonal purpose In
producing clerks and other such servants of State ls certaln,
as it 1s that it sought 10 realign the loyaltles of some In
torms of ruler ldentification,’ Although oducational faclllitles
reglstored a conslderable eoxpansion, thls objective underwent

no substantlal change In the last one hundrod years,

The pattern of distributlon of educatlonal facllitles In
the lsland clogely follows the work of the mlsalonary network.
Its conceniratlon an certaln urban areas as Colombo and Jaffna
where Christianlty galned ground is today blamed for a lop-
sided devalopment in oducation, and subsequent soclal consequen-

ces. Bryco attributes the slowness of Kandyans to appreclate
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government employment to the fallure to establish schools In
the Xandyan terrltory durlng the early perlods of colonization
(19611 473), The mlsslonary supported schools waro open
primarily for tho children of the well-to-do paronts, and 'Eng-
st educailon had for long been the presorve of thoso with

the ablllty to pay fuees'(4Green, 1956:154),

From tho early Britlsh perlod, l.hu curriculum In schools
was planned on the pattern of the Grammer school {n England
and the sole alm was to tmpart a 'sound classical and mathema-
tizal oducatlon.'(Ruboru, 1962:264). The study of humanitles
was promotod, partlculariy in the bollef of ‘gencrallst' adminl-

strator for 1lhe publlc services,

Tachnlcal and professlonal subjects {n the areas of medicine,
onglneoring, genoral sclunces, and law wore Introduced to the
Universality but initlally and until recently these areas have
baen largely restricted to higher Income groups of urban areas
whore facllitles for sccondary schooling are avallable. Commerce
subjects whichk woere orlglnally taught only at the tochalcal
school level were Introduced to school carrlcula In the 19603,
Initially theso subjects wove not attractlve, but in the 1970s
they have buecome Increaslngly popular, Howaover,the universitles
hava not expanded facllltiss for commerce and managomont oduca-
tlon In the bellef that commerce and managemant graduates
wou'd have dlfflculty (n securing omployment relevant to thelr

education,

Educatlon syistem 13 to be blamed for not having both
appropriata content and method of dellvery. Teachlng In schools
as woll as In tho universlties Increasingly depend on lacture

mothod where the studonts are compelled to take notes and
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memorise them for competitive examinations for university
ontry or unlversity final examlinations, The poor quality of
teaching can be atiributed to lack c¢f policy, poor teacher
tralning or lack of training, and low remuneration of teachers
at oducational fnstitutlons. As a result, private tutorles bave
mushroomed In the past two decades by almost rulning the
chances of studunts not attending tutorlos to succeed at examni-
nations on the one hand, and dangerously depreclating the
level of education In the formszl :ghools on the other. The
Inappropriate and outdated mothods of teachlug continue to

ruin the creative abtlities of the student,

As a result of the tremondous expansion of wvducational facili-
tles at the prilmarylevel there has grewn an almost unbearable
pressure on the Instltuiions of higher education in the country,
In recent years, approxtmately 150,000 studonts appear for
the GCE (advanced level) examlnation conducted annually by
the Dopartment of Educatlon from which university admlsslon
I determined. The total Intake to all the seven universitles and
one universlity college In recent years has been around 5,000 per
yoar, which Is around 3% of the total student population havling
somo hope of universitvy education, About 30,000 qualify each
year to enter the unlversity, according to the minfmum agg-
~agate marks required, bLut the government has to allocate
the smaller number of available places among them, Considerlng
the dilsparitles In tne distribution of educational facilitles
at district and rural level, th pgovernment has adopted a
policy of incorporating merit as well as dlstrict basls to

determine unlvorsity entrance (l.e, 30% on merit as shown
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in aggrogate marks; 65V on merlt withian the district of school
education of the applicant; and further 5% on moerlt within

the district {dentiflod as  educatlonally under-privileged).

Today, neacly 89% of the unlversity student population
comes from rural arvas of the 1island. Thelr adaptation to
the new llfe, amldst few hopoes for better employment opportu-
nity dospite difficult life in the ural:n sotting, ls slow, and
the lowerlng standards of unlverslty educatlon and fits lnabllity
to take tho challenge of preparing the youth for the develop-
ment process have reduced the richnoss of unlversity life,
Increasingly, the unlversity campuses have become centres
of violence and ‘lrrational’ agltatlon. As a result, the rest
of the world finstitutional system 1s loslng lts fatth 'n unlver-
slty educatlon {n this country, The private secter, quite
explicttly, has demonstrated an apatbetic attitude io employlng
unlversity graduates, dowevar, there is  littla drabt that
the unlverslty oducation ttself has to bear part of the blame

for this sltuation.

(b) Impact on personality aad behavicur

Caependonco: The educatlon system that has developed
ovur decades if not centurles, hac cortalaly prepared the
mind of the person to leok for public service jobs, A study
of employment expectations was conducted by this authnr among
837 students ontering the unlversity of Sri Jayewardenepura
in 1983, Tho students entered three major branches of study:
Arts (41%); Managewent and Commerce({44%); and Applied Scien-
ces(l6%). Among the five factors determining their cholce of

employment after graduation, "independence at job® ranked

last, and "employment stability® ranked second, The first



was opportunlty for higher education, Among the typws of
job preferred, there was an ovorwheliming proference for public
sector anc banking sector jobas, More Interestingly, only 8
persona (1%] indicated nruference for self employmaent (further
detalls of this study are reported later in this papor), Job
socurlty and stablilly are sought as opposed to challenglng
Jobs bucause the youth+ are not tralned in educatlional Instl~
tutions to assess thelr abilities and make use fo them for

a meaningful life,

Lack of self confidence: Do ocur youth have self confi-
donce? The fact that there I3 uln'uoe.t complete reluctance to
assume self omployment suggest on the one hand, the percep-
tlon of Impracticabllity of pursulng a career of own, and on
the other, a serlous lack of mantal and skill preparation for

adventurs,

Accopting the status quoi Student unrest manlfes. more
of a resontment of Inatitutional order which has failed to
accommodate student expectatlions. The Institutlonal system
favours a status-quo at a tlme the challengo i3 to change the
Institutional system through Inhovatlon In order to make it

better sulted for the changlng desires of new comers,

Work as moans: The educatlon system does not promote
a work eothlc which |5 deslrable for progrussive development
of the person or the macro oconmy, The youth are trainad
to look for poslitlons to acquire, rather than seoklng for mean-
ingful work opportunitles to engago thoemselves and test thelr

abilities,

Respect for authcrity: Teacher-student relationship |is

based on the bollef that teacher is always right and he/she
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is the example for thought and behaviour, Traditlonally,
teacheras occupy an lmportant place in the Srl Lankan sgoclety
particularly Jn the rural wvillage, The student i3 to got disci~
plined and prepared for soclety at the schcol, However, thls
primary function !4 gradually withering away from the school
environment, and {t iy replaced by a widenlng student-teacher
gap of understanding. The scheool gystem and the hlgher learn-
ing lnatitutions have contributed to the cultivation among stu-
donts, a respect f(or authoritty though the recent phenomenon

i{s somewhat differont,

Lack of systemm and perfections The type of education
glven at the educatlonal {instiicvtions does not appraclate the
systeam aad partection neads of the productive organization
of a modarnlslag saocloty, Further, the doterioration of stan-
dards In achoo' In rocent tlmes scems to inculcate in the mind

of the young 'a systsm of chaos.’

Attitude toward opposite sex: Mixed eoducatlon that
was followed popularly in tha government schools for decadas
has been a key factor in brlnging about an egalitarlan treatment
of seox difference In soclety. At tho universlity entrance level
there seems an equal distribution of admlisslons betweon male
and female soxos, and occaslonal by top scoring s achleved
by females, The lIlberal way of life fn the University has
glven opportunity to Increase mutual understanding and appre-
clation of each other (eventhough the gates of tho female hos-
tals are closed for males after 9.00 pm.!). Thus, education

has had a positive impact on attitudes toward cpposite sex,
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8. Buddhliem and the phllosophical foundations of soclzl values

Buddhlst values In Srl Lanka may have had some offect
In three areas, namnly, attltude to populatlon growth, to edu-
catlon and to trade,. *Tne concluslons are that traditlonal
Sinhalese Buddhlam bLoears gsome responsiblllty for retarding
oconomlc  davelopment through merlt-making practlces, non-
rational attitudes to life and population Increase"(Ling, 1980:577)
In the study of Buddhiswm's inf'uence on economlc life, attempt
has been, made to ldentify a modern version of religlen n
which athe emphaslis ts placed on ratlonal and sclentiflc aspects
of the teachlng contained tn Buddhlst scriptures and rltuallsm,
Theso modoera  Buddhlsts  are  consldered more achlevoement-
orlontad than aro thelr rural counterparts (Ames 1964;273), and
a parallel to the Calvinistic-Provestant ethlc has also been
drawn (Long 1940:579). However, a clear relationshlp of
this versslon of rellylon to productivity has not been establish-

od yot,

A porspective drawn froia the Buddhist phllosophy could
be applied to the study of economlc organizatlions, In doallng
with quostions c¢f oftectiveness In organizations, an organlza-
tlonal member 15 supposed to chooss what ls good for the

organlzation. And he {3 to do so by accepting certaln thlngs

as truths or facts. The ethlcs and socla: philosophy of Buddhism

hava inade thelr own contribuatloa to answer the question: What
shoull we do? In a Duddhlisi frema of reference the answer to
thia queation concurug on the one haud -- the iadlvidual dlmen-
sfon -- what the yoa! of a life should be, or is, and what
wo havae to i (or sell-lmprovement, solf reallzgation, and
the aWtalmnont of tue nigherst "good,® On the other hand,

ft has a snclal dimenslon that concerns what we have to do
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for the good or welfare of the soclety,

The meaning of ‘'tryth! or 'fact’ |g relavant |n under-
standing thorelrigegyg ways of defining what Is good for the
self and soclety, In the Buddhist teaching, meaning of ‘reallty",
and ‘truth' or ‘facts' can be found oxprossed {n , variety
of wayg, For tnstance, it jg feund tn the Four Noble Truths,
In the Buddhist account of reality, truth has beon profossed
with Fospoct to (a) the continuity of lndlvlduullty. (b) the
avoldance of gvif and  the cultlvation of the goed along with
the purlfication of mlnd which tend to make Individual'g nature
bettar and happler, and (c) the oxlstance of 4 state when
the mind (4 Pure and cloansed of all defilementy - a state
of bliys, perfoction, reatlzation, angd ultimate freedom,. Thore
ara certaln facts fogarding tnis splritual health about which
1t is necessary to have "rlght® viewgs In order that what |g

8cod may ba defined accordingly,

With regard to thu human and physical things or objectg
in the world, Buddhsm also obsorves two fundi..ental truths;
unlquoness of Lthinyg.. (variety) and state of finite (state of

constant chanye),

Buddhism (g 4 way of life, and therefore, |t 1s  with
the human borsonallty  that gy 1s  almost wholly concornad,
The varlouy mataphors usoed to describe the essentlal natyre
of the porsonality are maant, Inter alla, as a doproecation
of any gonulne satisfyluy value la splritual life to be found

oither in the pride of [tfe o In the lust of tho world,

Tha dupth to which thegn professlons of Buddhigm have

characterlsed the values aad percaptions of )¢ Individual
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in the Sri Lankan soclety can be understood only by a quallfied

guess,

Buddhlst philosophy, {inclined to conslder the universals
In expressing the ldwas of things, considers the positlon of
the parceived Individual as mintmal {n favour of the inferred
particular and the concelved universal, Thls dl{fers from the
schools of European phtlosophy In which the Indlvidual, f.e.
the particular, and the universal waru.all glven oqual considera-
tlon with respoct to their meanings and logical status. In the
East tho tondency 1s to lay stress on the slgnificance of the
unlversals only, and 1t almost neglects the signiflcance of the
Individual or the particular. Following this thinking, abstract
conceptions are treatad as concrete revalitles, and this s manl-
fostad {n the (Buddhlst) influence on education which perhaps
promtod tho value of humnltles as opposed to crafts and tech-

nlquo,

The Buddhist way of expresslon has a particular llking for
the nogatives as opposed to the posltives, Things are often
sxpressed in negatlve torms. For example, 'non-grudge' (avera),
'non-violance' (ahlmsa) appeal as more positive moral virtues
than 'tolerance' and ‘'poace.’ In the flnal analysis, a negative
attltute is takon to life as well, profensing ultimats diffusion
of lifo a5 the ond to b= duslrpd. Pruvention of doing wrong
things (u.g. tho flve precopts, panchascela) rather than dolng

positive thlngs, !a often stressed,

Quddhlism also stresses the supremacy of the universal solf

over lhe Indlvidl gelf., The focus is to coaprohend the



individual as opposed to the outward behaviour of man. Change
ia gseen as natural and universal, and therefore, the Indlvidual's

role In contributing to change 'n the enviromment 1s minlmized,

Impact on personality and behaviour: In a hlstorical
perspective of Buddhist f{aofluence in Srl Lanka, one could
suggest that Buddhlst values about life are radlcally different
from Protestant ethics, A Buddhlst 1is solf-contained In a
meodlocre life in which accumulation for materlal growth |Is
hardly valued. It 1s In this c;mtuxt that the meaning of

work 1a often deoflned,

The Buddhist perceptlon of reallty, as mentloned abovao,
ls governed by the given truths about the warld, It is perti-
nent to ask whuthor the acceptance of such truths may shape
the process of collectlon or perception of f{actg. The fallure
te attach a prominence to the particular may prevont the deve-
lopment of norms and attltudes which are necessary to apprecl-
ate the meanlng of perfection as demanded by the modes of

behavlour in the modern work organizatlon,

An luterost has been uxpressed In other parts of the
world wlith respect to the posslble lmpact of Buddhist cth'cs
and soclal philosophy on the patturns of distribution of wealth
In Srl Lanka. Tho concept of Tegalitarlan soclety®" seoms
to have boen a rclevant factor In the shaping of public sector
actlvitles and policles {n Sri Lanka, Buddhist ideals of sharing
and glving have been probably erxtonded to the government
arena, compelling the itate to distribute 'hand outs' to the
public in the gulue of welfare. Thus, f that {s tho caso,
duddbism has bad s shara tn pramating the dependency syn-

drome of the individual personality.



9. Culture-bshaviour matrix

Mhis Chapte: csauned  8ix of the mst lupartant soclo-cultural
tnstitutions of the Sri Lankan soclety: famlly, castu, class,
ehnicity, educatlon and ruliglon (Buddhlsm). Tho purpose of this
examination was to ascertaln posalble relationships of cultural
fnstitutions to Indlvidual personallty and bahaviour whlch are
relevant to the managenent of organlizations, The porsonality
and behaviour characterlstlcs that wero selaected included sevon
conceptst depondence, lack of solf confldence; accepting the status
quo; work as ummans; respect for au;horlty; lack of system and
parfoction; and attltude toward opposite sox. In the discussion
some of the lmportant bizhavlours which emorged from the concepts
in =elation to further undorstanding managoerial buhaviour are

the followlng :

Concept Behaviours

Dopoendonce - indlvidual lam, lack of change

Lack of self confidence ~ reluctancu to accept responsi-
biltity

Accupting the status quo - dolng the minlmen 1in order
to gurvive

Work as imwans . status, ond lncoms as motlvators,
Respect for authorlity - gtatus, order and obedience
as organizational culture
Lack of systom - Ad-hoc and sltuational ways  of
and parfection dolng
Attitude toward - Rolu differentation by sex

opposite sex

Froae the analysls, o culture-behaviour matrix ecmorgoes
(tig. 1). In thls matrlx, oxcopt the ethulcity factor which
is considnred only In the context of confllctual porceptions,

all other cuitural institutiona contribute positively to the (orina-
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tlon of a behavioural syndrome which ls Incompatible with

the expectations of Wostern management theory and practice,

Figure 11 A Culture-behaviour Matrix
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Chapter 13

CULTURAL IMPACT ON MANAGEMENT

1. Intzoduction

The previous Chapter exer uined at leagth the possible
relatlonshlipas cf the soclal and cultgral Institutlions with {indi-
vidual personallty and hehavlour, The dlscussion showed
that a bebtavioural =+, «rome that s lncompatible with the
oxpactations of the Woes ~rn managerlal theory aad practice
results from the lIntorface butweoon culture and Wustern-type orga-
nlzation, The quuestlon tor the present Chapter is: how does
this behavioural syndromue affect the behaviour of individuals
In organizatlons, and how s It reflected in organizational
performance particularly In the publlc sector of Sri Lanka.
The aspocts of maaagement whlch are selected for detalled

rovliew aro glvea hLolow

Culture-Rolated HBohaviours Aspacts of Managoment Process
Indlviduallsm, lack of Planulng

Change Innovatlon and chango;Conmi tment
Relectance to accept Structuring of Organization
Respongibllity Authorlily Responsibllity
Dolng the minlmwn In Docision Making

orduer to survive MBO

Statuy and Income Motivating

as motlvators Rewards

Status,ordar, and obediasnce Evaluating

as organlzational culture Control, Crolterla of succesas
Ad-hoc and 5! tuational

ways of dolng

Role dlffarentatlon Ly wax
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2. Planning
(a) Tho cultural orlentation

In the Srl Lankan cultural context, planning 1s not consldered
as a pre-roqulalte to success, This la In contrast to the
nctlons hold by counterparts in the doveloped world, For exampls,
the individual In the Ilberal soclety acts In a soclal environ-~
meont lia which he has conslderable cholce in what he does,
Being Individuallstic, he expocts (uture ovents to follow his
actlon now. Ho 13 ready, therefqre, to take the blame for
what may go wrony. ladlvidual responstblillty for one's action
ls stressed {o other socletles asuch as Indla and Srl Lanka
as waoll, This 15 often explalned In tarwms of the religlo-
soclal doctrine of Karwa which says that an Individual s
workling out in the presant llfe, the cunssquences of hls actlons
{n the past life, and also these of the present life, However,
thers are two, distlnct dlfferences to be noted In these Western
and Eastern doctrines. The llberallst notlonof the Indlvidual
refors to the relatlons bhetweoen Individual and his external
onvironment, the matarl2} and aoclal, Thero, the Individual
{s self-confldent {n hls ability and “iliuves In the doulrabtlity
of self-dotarmination of hls own sltuation, Tho Buddhlst Karma
pergpectivo of the Individual, drawn from the principle of
moral reaponsibility <f man fotr his own deuda, refers to Indivi-
dual's actions In relatlon to ono-sslf, thu splritual and Internal
anviroument, Horw, tha individwl (8 helpless regarding hls
own sttuatlon, and the question of man's ability and deslrability

of dutermintiag the external future. gyvironnent does not artsa.
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The doctrine of Karma professes the tranaferenca of gullt
or merit from one Indlvidual to othor !ndividuals or to the
group as a whola (Thakur, 178Lk: 72). Attribution of cause
to thu external lke in attributlpg famlne to the wrong deeds
of the king for example, is related to the doctriue of Karma.
Thus, the iduea of controlling the future Is allen to the cul-
tures whors Karma 1s  valued, Planning 1s couslstent with
the llberal wvalue that the Indlvidual Yes confidence 1n self~
determlination of his Juture 3nv1xm‘1munt, out nnt with a system
of value In which the Individual does not take respousivility

in his relatlon to the material and soclal environment,

The philosophical foundations which govern the cultural
values dampen .ndividual's natural des're to cenquer the onviron-
mont. An Individual, lacking self confidence ard ready to accept
status quo, 's subservient to the concept that change (s natural,
and that man can bring about little change. The dependency
character of the Individual also redices the drive for planned
change because of his different asxoectatlon framework., With
rlannlng, oav makes commltiments for ths future, But, the Indivi-
«dual who dces uot value comamitment as something to fulfill

without fall caanot implement a plan. wih this  background,

lat us tako a look at some of the pollcy and planning experi-

onces In the publlc sector,

(b} The publlc pollcy exporlence

For the tinpouaibility of plaanning, dlzacreta pelitizal declislon-
making p=-vados aver all the actlvitlae of govaernment., Under
tha clircumstancas, the polizlen ameraing from puoblic adminatra-

tlon fad bueen hlpghly pragaatle, showing tendencies for sub-



optimization. The policy procesr 1s !ncremental or as Richard
Roge calls f{t, discontinuous or cyclical, Incrementalism |Is
far removed from the rational approach tc problems In deve-
loping countries where fundamental change ls tuquired, Incre-
mentalism lmplies among other things, conservatlon, lack of
confidence In sigulficant departures and a lack of wlll to exer-
cise freedom to chowvse, The definitlion of a new policy objective
represents dilsconttnalty from the pasat while the policy maker's
alternatlon between options over tlme represents a cyelical
model (Rose, 1976: 7-9), Cyclicai and dliscontlnuous policles
are dapted w~hun the ygoverament wishes to cope with a problem
rather than ellmlnare {ts causesy; rtosolve dilemmas of cholce
by maxing different cholces at differeat polnts in time; and
deal with 'problems' only whuen they are present and prossing
for solutlons, This behaviour 1s rodctlve, and ovasive. It
Is different from perseverence of a directlon basec¢ on axpec-
tation, prediction, and vlislon, The question 1s, when polltico-
economlc plenomena are conduclve to planning, would people
of Srl wuauka maks rational public pollcles, and would thoy

plan to Impleiment them?

(c) Tha planning experiance

In Doceber 1983, 2 total of 30 crganizatlons was survoyad
by the writar with a view to assessing certaln managerial
Incllnatlons, The crganizatlons were dlstributed as, 9 govern-
ment dopartmoents, 5 publle corvporations, 11 government
boards/institutlons, and 5 private scclor firms, This survey
of maragoclal practicas wasn tho flrut of thlg kind conducted

1a Sk Lanka,



From the resprnsen to the questionnaira(Appendix 28)and
documents 1t seemed that plaaning was an accepted process
In 23 of the organizations (77%), eventhough the plans were
not always explicit; In fact the meaning of planning was not
agraed upon at least to say whether planning would mean the
presence of a plan document, In fact only in 12 organlzetions
there wero plan documents made available to the managerlal
ranks, and In eight others there were documents which can
be Interpreted as plans {such as bydgets) in a limited sense,
The exlistence of plan documents did not necessarily 1mply
that organizatlons follow planned directlon. Only in five organi-
zatlons that plans gulded day to day work of managers in
A meanlngful way, while In 15 of the organizations plans did
not serve such practlcal purposes. Stince lndependence, Sri
Lanka has had numerous soclo-ezonomic plans at the natfonal
lavel, Including the most popularized Ten Year rlan (1958-
67), and Flve Year Plan(1972-76), and the fact thit thelr
objectives were hardly approached Ly concerted effort at imple-
mentation should not be taken by surprise, The surprise ls
that at least the printed document came out of planning offices

within the early purlod of the planned porlod!

Planning hablts are all pervaslve, and the private sector
Is not particularly Aifferent. In an effort to promota {ndustrial
Invustient, the Central Bank of Ceylon conducted a survey
ainong 5,426 private organizations In 1984, and found that one
haif of privats s.ctor companles do not plan at all; nearly
one third had a plannlag hortzeon of 1 to 2 yoars and nmbout

a tonth had a plannlng hocleon of over 4 years{Ccutral Bank



of Ceylon, 1984;: 4¢)., The reasvns glven thae aro quite expec-
table from lnvestors ; Insufficlency of resources, uncertainty
of the market for products, and problems of obtaining credit.
The cuitural lack nof a planning tradition 1s exemplified by
the nature of explfanatlon glven there: planning means dealing
with problems of imarket uncortainties, and moblilzing resources
which will not be avallable without sufficfent planning and

confidence of builness,

Systematic long term plannlng'ls forelgn to inanagement
thinking at the departinental lovel. Through  the preparation
of annual budyget, the offlclals face an unavoldable situatlon
of thlaklng about the next year, and that year's budget 1s
casted on thls ysar expondlture plus general increases tn almost
all ttems of expenditure, Programmme budgeting as a concept was
Introduced to budpgueting In the publlc sector in the 1970s and
the flnanctal budgets are prepared on the bauls of some 'projects’
or ‘'objects' which are uot necessarlly clartfied for objectlves
and targets, The departmental budget oxerclse 13 done In a
haste In antlcipation of a short dead-line glven by the respective
miniastry whlch follows Flaanes Minlstry warnlings, and therefore,
serlous thinkling as to the work for future 13 not done at the
budgaet stage., Once the budget estlmates are approved, varlcus
programmes or projects are thought of, to be flnancad by drawlng
from varlous wvotes of asxpoenditure, whure necessary, Prioritizing
cannot be planned out because of varlous reagons lIncludlng
political  conslderations. If the Hon. Mlalater In charge of
the Minlstry decldas to go ahead with a programme or project
as lmportant, almont all other programmes and projects are

tenporarily suspended or ylven scanty attentlon, and sveryono



fe alerted to the specific project at hand, Of course, to succeed
there, one person with authority must work at the top hard enough
to pull the men together, and the taask s casy Lf the Hon.,Minlstaer
himself or hls Private Secretary ls having a personal hand behind
the managerlal authority. Thus, the process fis inherently ad-
hoc, un-balaanced, and un-systematic, Caiden and Wildavsky's
work on planning and budgeting In poor countries cltes suffi-
clent International parallels to this from the third world
countries, Thelr thesls of *anti-plaaning phonomena® In LDCs
can be wenriched by adding a cultural varlable into the ox-

planatlon,

An lmportant a-sumption underlylng the future-orlentatlon
in planning 1s Lthe roalistlc or pragmatic evaluation of what
can be achloved In the futuro which 1Is an equalization of
one's capa:zity aud objectives. The dJdependent and confidence-
lacking personality finds confort with the ldeallstic estimations
when planning 13 requested In  the organizational hierarchy,
Planning offorts in Sri Lauka are ldeallstic in the sonso that
cosls are under estlinated, benefits are over-citimated, and
targets are sot at higher levels. Idvalism affects the extent
of clarity, detall, and logle In implementation. Organlzations
are overly optimistic about achleving objectives on the one
hand, and on the other, they do not have falth in the means
toward goal achiaevement, l.e. commitimeut to tho planned pro-
mise, and persistent hard work, as undurstood in the Wost,
A fact fs that the lanherited wealth ag opposed to the recently
accumulated waoalth, awd perticps the falth 1n luck are valued

more than hard wock., Hard work 1is Interpreted ofton
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to mean ‘worklng to earn soon' rather than belng systematlc
and future orlented, The predomlnant tendency s to focus
on the short-run with a view to earning the Investmment as
early as possible, By dolng so, the necessary bases for
long term dovelopment are undermlned or destroyed, In the
publlc sector, a4 drive to accumulate s not operat.ve, and
therefore, the teondency 15 to do the mlinlmum as requli‘od

by the short-rur perspective,

{(d) Innovatlon and Change

In the Survey of Managerlal Practlces, managers ware
askod to comment on thelr oxperlence of Introducing lnnovatlons
and change. There socmed to be a wldespread lack of undaer-
standing the real invaning of lnnovation, The ldeas showad
that the chanygss they wanted to Introduce woere of a super-
ficial nature, Even In regard to such changes, success storles
wero obtalned only from 14 organizatlons (47%), The genoral
attltude toward change was rather negative in 17 organizatlons,
and only six organtzations exhiblted an over-all positlve attl-
tude,

The oxperlence of Introduclng admlnlstrative reforms
in the public sector has not been encouraging. The first
serious attempt at an ovorview of the entire problem of adminis-
tration and dovelopuent wos made 1n 1966, by the Committee
of Pormanent Secretorles on  Admintstrative Roforms ( known
as Rajendra Commlttee)., This was followed by the appolnt-
ment of a task force on admlinlstrative roforms consisting of
local az wall as UN officlals., *Yet the basle approach 1to
raforms romalnod as belore, and whataver changes wero lotro-

ducod from time to time wore ad-hoc and plecemoal,...'(SLIDA:1983,67).
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At times, It was felt that the lack of political {nterest
in reforms s at the root. In 1977, the present govarnment
appointed a committee of members of Parllament to report on
the bureaucracy. The commlittee,conslsting of young members
of Parllamoent who were by no means experts In admlinlstration,
made geveral, seemingly useful, recommendations. A cabinet
declalon to Introduce work norms to government departmentswas
one of the results followed, oventhough the {mplementation of
that declston has Lecome a problem since then, A second
decislon was the sottlng up of the present Parliamentary Commi-
ttee On  Publlc Enterprise(COPE), The COFE meots regularly
and  reviews progress of varlous entarprises and organizations
under the Ministerlal set-up of the publlc sector, and
mostly meaningful discusilons take place there. The officlals
are pressurized to flad better ‘annweru to problems! However,
the lack of follow-up work, and the fact that It does not
exerclse control with rewards/punishments, there Is not much

influance of {ts dellberatinns on the performance of enterprises,

In the arona of district adminlstration there has been
tinportant changes ftucluding (a)decentralized budgetling,(b)Dlstrict
Miniaster systam (c¢)District development counclls, and (d) Integrated
Rural Development Programmes(IRDP), Since Alstrict administratlion
has only a marginal Interest of the scope of this study, these
roforms are not detalled out here. In any case, the experlence
is that theaso changos have not produced any tangible results,
except In the case of IRDPs, which are funded and asslsted/controlled

by Internatlonal donor agenclas such as World Bank and SIDA.



- 99 -

A recent Colloquium on Administrative Reforms (SLIDA)
concluded, {inter alia that,

a, the approach to reforms has bheen graduallstic, ad-hoc
and fragmentary;

b. they fall because of lack of political support;
€. structural changes have not beon accompanied by signifcant
changes In behaviour and attitudes toward achlovement

and motivation;

d. personnel adminlstratlon has not recelved due attentlon.

The behavioural syndrome which we discussed {n the previous

Chaptar should explain most of these observed shortcomlngs,

3. Structuring of Organlzatlon

The structure of organization ls characterized by excessalve
canirallzation of managerlal work at the top of structure, very
often In a single tmportant person, This tendency {s actlvely
supported by two distlact psychological processes of the indivi-
dual nergonality: one s the authority-conformity orientation
of the f(ndividual, In which case the relatlons betweon parent-
orlented superfor and the chlld-orlented subordinate are the
principal force for centrallzation; and secondly, there ls excesslve
{individuallsm pushing the work upward the hlerarchy. In the
second case, there {5 no much room for staff consultant; and
Indlvidual competition suppresses group work. Both of these
processes can he attributed to certaln aspects of the behavloural
syndrome, such as dependency, lack of self confidence, accep-
tance of status quo, and respect fur authority., A detaliled

analysls of these processes follow.
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Authorlty-con!ormlty orientation: The authority structure
and patterns of relation in the soclo-cultural system 1n Sriy
Lanka 13 seon respounsible for the development of a behavloural
syndrome. An lmportant feature of the working of this syndrome
ls found to be o ‘child-parent'type relatlon. Erlc Burns(1964)
In his exposltlon of transactiona between {ndividuals suggosted
that an tadividual may have throe different mental states:

Child, Parent, and  Adult, Though thesa cgo states may bha

present In all individuals, the degree to which they can exist
ln an tndividual ts shaped by the configuration of learned
behaviour and results of behavlour whose components are shared
and transmitted by the wmembers of the soclety In which the
Individual  has grown, l.o, culture, The analysls of communlca-
tlon between ladividuals on the basls of these three ego states
and thelr behaviour s known as Transactional Analysis (TA)

In the management lterature,

Child type of behaviour Is demonstrated when: demands
halp frequently and in detall; shows support expllcitly or
openly, and expresses feellngs openly, Parent type of behaviour
ls present when: expects chlld type behaviour from others;
demarcatos spheres of activity; Imposes 'dos’' and ‘don'ts';
helps selectively, And, adult form of behaviour ls axhibited
when: controls both parent and child types of the selfy values
freedom to choose, change, and to respond to new stimull in
new ways etc.; coatrols emotlons; and sticks to current state

of affalrs/facts In a reasonad and controlled manner,
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The author of the present study conducted a research
project In 1983 (Nanayakkara & Ranasinghe, 1984; 198-206)using
the above three ugo states as the focul concepts., The principal
hypotheses tested tantamounted to a proposition whilch can
ba formulated for the purposc of the prosent study:The Behavioural
syndrome causies child-pareat relations pattern(authority-conformity

orfentation) which Intenstftes contrallzation In argantzationa,

Tho stuly was conducted  with regard to managers from
52 organlzations  {government=15; phblic corporatlons=22; and
private sector=15), The sample Included 58 managers from the
publlc sector, and the rest 15, from the private sector.
It was hypotheslzed that tn the upward dlrection of relation
In an organlzation, mwanagers demonstrate a greater child orlenta-
tlon than an aduit orfentation. In the downward dlrectlon,
managars  wora expoected to have a greater parent orlentatien
than an adult orlentatton, While these two hypotheses were
supportad, It was also found that those managers who demonsg-
trate child ortentation tended to demonstrate parent orlentation
as well but In two different directlon of relation. While more
than 50% of the managers belonged to these types, only a very

fow managers had adult orlaentatlon.

Eventhough the sample was relatlvely small, the findings
wore more lmportant eye-openers for the management researcher

in Sri Lanka.

The centrallzing organizational structure Is characteriznd
by a process that Is related to Individuallstic behaviour,

Let us conslder thls aspect and related literature,
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Individual orleatations The behavioural syndrome of the
Sr1 Lankan manager dJdoes not allow for collective offort In
organlzations. Drawling from Indian phitosophical bases of the
Indlan  clvilization that the person's lnner confllct rather
thaa hls confllct with the physlcal eavironment or fellowmen
Is lmportant, one could suggest that the Srt Lankans would
be more incllned to be individuallstlc than pluralistic/group
orlented. In fact there ls some emplrical evidence about such
tendoncles of the Iudlan managers, - George W. England's study
(1975} of 2456 managers of five countries, Includtng 623 from
India ( USA 997; Japan 374; Korea 211; Australla 3%1) showed

the following camparison:

Indlan managers American managers
Personaltstic goals & High achlevement and
gtatus-orientod competence-oriented
Oriented to Drganlzatlonal Orlented to prafit maximi-

stabtlity inlzatton
Orlented to oryganlzational Oriented to organlzational
compliance and competence efficlency and high
Individual-ortented productivity

Group-oriented

Compared with the International avarage, the Indlan manager
scored low on wvalues pertalning to the roles and lmportance
of other persons in their organlzations such as peer groups,
subordlnates, technical amployees, white ceollar employcus,
and  blue collar employees, (International sainple  total score
for flve categorles of persons was 206; USA 238; and India

141),
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Indlan managers scored relatively high on the concepts
of obedlence, loyalty, trust, and honour, suggosting an organl-
zatlonal compltance orfentatlon, Further, they rojected the
notlon of aggressiveness as holng behavliourally relevant which
further supported thelr compllance orlentation. These findlngs
support our construct of behaviour syndrawme And, 1t 1s consls-
tent with Chowdhry's observatlons about managing agencles
which have establlished most modern Industry in Indla: "The
typlcal organizction of a manag!ng agency can be described
as hlghly centrallzed and personal, with a rigld soclal structure®

(Chowdhry, 1970: 32)

Indlviduallsm as a hahavioural characteristic was observed
at least In onu study in Srl Lanka. This ono, conducted by
this wrlter In the Bank of Ceylon, one of the two major commerclal
banks of the government, focused on the group processes centered
on Commlttees at middle and higher exccutive levels. The
altarnative hypotheses were concerned about the productivity
of groups, and Individuallsm was constdered as an Intervening

variable,

Dynamlc groups attempting to achleve organlzatlional goals
through group declslons require that members of the group
place high value on the relevance of other people (McGregor,
1960; March 1965; and Harrlson, 1981), The dynamic character
of groups was examlned In thls Bank of Ceylon study wlith
regard to (a)group coheslveness, (b)type of declslon made,
and (c)group orlentatlon, The relatlion of group to organizational
goals 13 also examined (n order to puercelve the lmplications

of group behavliour on hlerarchy.
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Approxlmately 90 percent of the top managers (at the
levels of Deputy General Manager/Asslstant General Manager)
of the Bank, numberlng a total of 34, were contacted uslng
the questlonnalre (Appendix 29) and discussed the results

with them at a week-end semlnar on the subject{April 1984),

The hypothesis that group functlons are lnadequate to
convince managers of the utllity ot having commlttees |5 genorally
held, Tea out of 34 wanted to sce that the commlittees performed
more meaningful things; PFifteen wanted to run the commlttees
more efflclently, and , however, twelve stlll see that the
committees are worth.hile continulng. The gencral dlssatlsfactlon
of the functivas of the commlttees s agaln reflected tn the
tyse of declsions they make mostly., They mostly make routlne

declslona, and very few creatlve ounes, (Mcre detalls on declsllon

making aspect wlll be dlscussed later In this Chapter),

The commlttees are orlented toward task than group mainte-
nance and delf-orlented bshaviour of members, This finding
does not support our hypothesls of Individualtty, Howover,
the task achievement of committees 1s the wcakest element
In the task orlentatlon of a commnlttee, Thiz suggests that though
the group process ls close to ldeal, the group falls to achlaeve
the task, Onc c¢ould tentatlvely conclude that this fallure is
at least partly due to Implement group declsions which
may bo due to, among other things, lack of group behavlour

outslde of the committeces,

With regard to goals that the commlttees are Interested,

responsibllity was scen as the most lmportant, having a total



- 105 =~

value slightly higher than that of performance. The predominant
concern for respousibllity in a commerclal banking venture
slgnifies tho lmportance attached to hlerarchy, and an environment
of tndividual concern rather than an organlzatlonal concern.
An organlzation's responsibility 1s to show results; 1t Is the
pergonalistic view to say responsibllity itself 1s lmportant,
and lmportant thaa poerhaps the results, Thus, It seems that
Indi~ttuallsm pervados over collectivity and it promotes centra-

e < and tmportance of hlerarchy,

Organlzation structures and the processes of structuring
of the govornment Minlstrles and Departments nced closer axaml-
natlon, The above rescarch framework, wlith sultable modifica-
tlong may bo useful for an exploratory study, As a prellminary
step toward thls purpose, informatlon on arganlzation structuros
of 27 Minlstries 1s collected (Appendicies 1 to 27), lncluding
Hsta of persons holding tmportant posttlons Iln those Ministries,
More descriptlive laformatfon about a few Ministrics { Finance
and Plannlag; Plan Implenentatton; Public Administration; Mahawell
Development; Lands and Land Devolopment; Food and Coopora-

tlves; and, Health) ls also glven({Appendlces 30 to 36).

A f(ew general abuservations of structures of public organiz-
tlons are In order, There seems to be a prollferation of govern-
tment organlzatlons In Srl Lanka. This Is evident at all levels,
Including the lovel of Minlstry. In fact, as a result of very
large number of so-callod minlstrles, a numbor of categorles
of mlnlstry has alsa developed In recent years {Cablnet Minlster,
non-Cablinet Mluister, Minlster without Portfolio, Distrlct Minls-

tor otc.), Accommodation of Indivlduals ls porhaps the primary
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motive In setting newer minlstrles. Confllct among Indlividuals
within ministrles may also lead to setting up a new umbrella
post, More lmportantly, the contrallzlng process ls responsi-
ble for thls Institutional prollferatlon. A person's capaclty
to manage offectively 1s iimited and therefore, as the organl-
zatlon grows, due to the difflculty of broad baslng and profe-
sslonallzlng the management, it naturally becomes lnefficlent.
Srl Lankanas cannot manage large organizations successfully.
As the dsmands on government for development Increase, existing
organlzatlons cannot expand to copo 'up with them efflclently
and effactively hHecauss one man cannot do many thilngs at the
same tlime, and hence, organlzatlonal prollferatlon 1s lnevliable.
Baslcally the same process 1s evident when the more capatle
and promlsing leaders (Ministers or adminlstrators) are asslgned
more and more noew responsluollitles, Institutlons etc. untl)
such tlme that the porson becomes lucompetent to handle any
c¢f them., This 1y how a fow personalities have got a number
of portfollos or posltlons. The boundaries of organizational
re-shuffling are reached when leader begins to prove his or
ker incompetence. Smaller unlts, managed by Sri Lankans are
moyre saccessful, simply because of ths function of span of

leader control.

i. Declsion making

(a) Management By Objectives (MBO)
ObJectives, properly developed, analysed, and understood hefore
trylng to achleve them, play an i{mportant role in the success
of managing and organlzation. Operatlonal goals provide guldance

to day to day declslons, while higher level goals gulde pollcy
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declslons, Since wa¢ have already made reference to pollcy
making 1ssues, attentlon could be more directed hore to the

role of objectives In the implementatlon procass,

The very wmssence of management Iinvolves ccordlnating
the activities of people toward goal attalnment MB?O aasumes
that tho declslon making process Itself can contribute to It,
*Management by oblectives Is, firat of all, a phllogophy of
managemoent., It 1s a phllosophy which reflects a *proactive"
rather thun a ‘"reactive® way of managlng. The ocmphasls 1s
on trylng to predict and (nfluence 1':ho future rather than on
responding and reactlng Yy the seat of the pants, It ls also
a "rosulta-orlented® philossphy of maragement, one which empha-
slzes accomplishimzats and results. The focus ls gonorally on
change and on lmproving both Indlvidual and organlzatlonal
offoctivoness, It 1s a phllosophy which encourages Increasad
participatlion In the management of the affalrs of the organiza-
tion at all levels (PRala, 1974: 11). 1t must be already clear
to the reader that such a philosophy of management wlill have
ttle practical value for lmanigers having the behavioural

syndrome we have t{dentifled,

Srl Lankan man(‘.goros are 'reactlve' because they lack
celf confldence and ready to accept status quoj they are res-
ponsibllity orlented rather than results-orientad because they
are dependant and authori{ty-oriented; and they cannot productively
particlpate In group work because they are Individuallstic.
Thus, the philosophy of MBO is allent to the phi.ophy of

Srl Lankan wmanagement cultace,
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MBO 1s also a process conslstlng of a aeriles of Inter-
dependent and Interrelated steps: (1) the formulatlon of
clear, conclse statements of objoctlves; (2)the development
of reallstlc actlon plans tor thelr attalnment; (3) the systematic
monitering and imeasurement of performance and achievement;
and (4) the taklng of the cortective actlons necess2rv to achieve
the planned results. The key ecloments In the process are goal
setting, actlon planning, self contrel and perlodlc progress

reviows,

MBO as o process seems to require certaln Individual
qualitlies which are Inherently adsent In the Sri Lankan cultural
context, It calls for the quantlficatlon of objectlves which
are often oxpressod In value torms; consldorable effort to
assombling roelevant information, and ratlonal oxplanatlon based
on such Informatlion before declzlons are reached. Factual,
ratlonal analysls {s Western rother than Eastern; Eastern culture
emphaslzes the lmportance of global concept not the partlcular
which rocelves emphasis In the West. MBO requlres dependable
data. Accurately and promptly record d data and thelr use
arcnot valued by a person who lacks system and perfection
in the personallty. Dishonesty ‘n reporting informatlon is not
consldered as a sorlous offence or even i serlous mlistake In
our organizatlonal sotting. MBO roqulres ready avallabllity
of data for managars. Our mapagars, so0 Individuallstic, jealous
of others uslng them, fear of authorlty and fecling 1insecure
In the release of Informailen, flnd comfort In the safeguarding
of Informatlon in his ewn desk, However, Information will
be mado avallable to others If such act adds to the Importance

of the Individual, say as the key man or the man who ls



- 109 -

in control,

MBO procaess, further, requires objoctive discusslon of
information and (deas. It requires an environmoen: In which
particlpants could speak out freely, critlctse, express opinion,and
Pass Judgments, without fearing personallstic {mprosslons, {.e.
objectively, The behaviour syndrome does not allow such

an environment for obvious rsasons,

(b)Group duclsions

In the Survey of managerial behaviour in the public sector,
managors were asked to suggest attitudes/orlentations which
prevented or promoted participatory decision making In thelr
organlzatlon, Partlcipatory declsions are encouraged by such
factors as risks {(n doclslonas, deslre to share responsibility
or escape direct responstbhility, and the structure of commlttees
themselves, Group behaviour s discouraged by such factors
as Individuallstic attitudes, structure of the organization lack
of common goals, lack of faith In subordinates and status distance,
In summary, the duclslon making environment In general |s

not supportive of group work,

The study at the Bank of Ceylon, the declalon making
oxperlence of the committecs was {llustrated by the followin,
findings;:

Tavle 6: Type of declsion made by committees

Doecislon type respouse average

(High=1, Low=5)

Routlne 2.0
Negotlated 2.2

Creatlve 3.9
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Table 7: Group conditlons for declslon making

Type of condltion Responsae (Highs=1,

Low=5)

(1)For routlne declslons

Tlme constralnt 3.2
Stress 4.0
Prossure to perform 2.5
Qulck declsion via speclalist 2,6

(11 )For creative dectslona

Rela xation 1,3
Support for origlnallty 2.4
Pressure to perform 2.4
Problem analysls 2.8
Chalrman awaltlng creativity 2.0

(1) For negotlated declsions

Reach compromise than the best 1.8

e e e e

(Bank of Ceylon study, Sample= 34)

It Is Interestlug to find that the commmltteos are operating
under conditlons largely tdeal for creatlve declslons but c:ieatlve
declslon  are not made., Managers do not see groups as means
to solving baslc lssues. Thls corresponds to England's flndlings
that Indlan "managers are orlented tosard stable organizational
goals, When dynanlc change {s not envisaged, ({ssues of a
fundamatal nature requlring original approaches and lanovatlve
declslons do not arlse In a group setting. The banking institution
was  selected for the case study with the expectation that
the nmanagers would take Innovatlve declslons In the present
macro cuvironment of competltive financlal mar¥st in Sr! Lanka.
Howevar, such an organizatlon which should try to be dynamlc
In the market place 1s no* serlous about the challenge, which
mast probably reflect the orleatatlen of top management. Baak's
personnel policy of prowoting from the rink and flle to top

positions, excapt the post of Chairman, ls largely responsible
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for this sftuation.

(c¢) Autonomy

In the Survey of managerial behaviour in the public sector,
the degree of autonomy that managers at the middle level enjoy
In thelir day to day work was oxamined by trylng to explore
thelr perceptlon of (a) supuerlors leadership style, and (b)nature
of subordinates, A large majority (70%) felt that they had
a lot or sufficlent autonnmy. This s enabled by democratle
leader style of superfor (59%) agalnst authoritarlan or consulta-
tive leader style(34%), and bocause of the nature ol work
involved (16%), Freecdom to act was described In terms of
access to the sunerlor(70%), and leader readlness to accept
suggesttons  (443), WVith regard to the nature of subordinates
they had, 603 of the managers felt that they did not show
oxcesilve doslre to consult, Thls evidence should be considered
with addlitlonal zire since the type of issues lnvolved Is sensitive,
For example, one may exaggerate the degree of freedom avalla-
ble in the baollef that the contrary would mean his own weaknass
or low status In the organlzatlion! The responge to the question

of responsibllity for declslon making !s rather Interesting:

Table 8: Readlness to accept responsibllity
Level No, of Public Sector
organizatlons
Hizh 8
Middla )
Low 10

A T;ndcncy_—t; by-pass responslblllity is seen in the pattern

of readiness to accept responsibility observed above.
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5, Motivating

(a) Meaning of work

Adrlano Tligher, a distingulshed gploneer {in the study
of work, has traced a faircinating history of change in the
cultural neanings of the concapt from Biblical tlmes to the
19203, the decade in which he wrote(Beryg, 1968: 341). Accor-
ding to Tilgher, wovk was regarded then (1920s) as an activity
In which man was free to find dignlty or not, Thus, work
{3 no longer thought to be the only or even the best way
to galn nourlshiment, In the publl.r: sector survey, managers
wers asked to define thoe meaning of work for them by saylng
why did they work, and why did other people work,

The responses are glven below:

Table 9: Meaning of work

Reason Why do I work? Why do others
work
1. Earnlng a llving 831% 73%
2, Self satlsfactlon 474 23
3. Recognltlon/status 23% 13%
4. Achlavement feeling 22% 13%

According to the manager recponsoes listed above, our
managers are oconumic men, In Berg's presentation of the history
of meanlng of work In Amerlca, the economlc Interpretation
of work s asslgned to the perlod 1360-1900, the perlod of
Industrlal take-hold, In any case, as he asuggests, the Individual's
meanlng of work s condltisned by much that he brings with
him to his Job which are Influencod by the soctal order in

which the man has to work,
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Another study conducted tn Sri Lanka in the mid 1970s
raports the 70V of the managers surveyed {n the public sector
felt job satlsfactlon as the most lmportant amployment objactive,
whereas satlstactory remuncration was ranked first only by 10%;
the other 204 ranked public recognition as the flrst objectlive
or motlvator{Peoples Bank; 1979: 13), Glven the wide pruvalence
of Job diasatlsfaction and low salarles/ramunoration 1in the
publlc secto-, this reporting ls highly questionnable, It ls
also difficult to !nterpret this {nformatlon for the dofiuition of

meartag of work,

(b) PFactors of motivatlion
In the public sector survey, managers were asked to give
factors which they thought would motlvate them to work (moru
and rank them order, Out of the references made, 768 wore

relatod to latrinsle category, and the rest were extringle:

'mmq _71_(7)_7: Factors of moativation

lntrlnslc_

Recognltion 318%
Achlavement 16%
Opportunlty for 16%

advancument

Extrinsic

Monay 25%

Equallty In rewards 05%

b 0 e o e e -

In comblinazlon witn the {ntarpretation of meanlng of work the
factors of motivation suggest that the managors are not satlsfled
wlth thalc worlk; the work does aot glve them much other
than aa fncome. They are va search of more latrinslc satisflers

through work, This reminds us the words of the French utoplan
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Charles Fourfur who, bellaving men by nature are croative
and active, argued the need to match men and jobs and to
vary work content In such a way as to make work both attra-
ctive and pleasurable (Bery, 341). In Sri Lanka, thls match

ls apparently very weak,

6. Evaluating

(a) Control

Asked to doflne the meanlng of control in their organl-
zatlons, the majorlty of managers 1n the publlic sector survey,
trled to deflne In terms of regulatlon and suparvision (40%)
cutting oxpenditure or waste (18%)., Only 15% described control
In torms of correctlve actlon or concepts close to management
control, Managoers found it difficult to approciate *that the
control functlon i3 based on evaluation of results, as an esson-
tlal process of planned work, or to think of proeventive con-
trol and feed-forward controls, The {mportance of hlerarchy
and the colonlal admlinistrative culture has cultlvated the notlon
of control In the context of supervision wlithln a span of con-

trol.

Control s percelved as a process focussed on employee
vehaviour relating to observatlon of rules and regulatlions and
breach of dlscipline, The fact that mtddle and lower level
managers had little authority to reward employees has weakened
aven thls -ontrol funciton, Difficultles of locating responsibllity
and measursment of output <¢re among the reasons for lack

of coatrol,
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({b) Evaluation

Evaluation presumes a concern for rasults and achleving
targots, The lack of planning emphasts In management, the
assumption that the responsibllity for results lays at the
top, and a consplcous deflclency of sklll, both professlonally
and tachnically to monltor and collact {nformation rvelovant

to Indlcators are: gt the root of the difficultles {n evaluation,

Thn 'JVillu(\!ll)ll nends are  diluted {a the communlcation
process, The behavioural syndrom-:. restricts on tha one hand,
upward communlaation which {s necessary for evaluatlve purposes
In the foar of authority, but on ths other, it creatas an Infor-
mation overload at the top since many want to push [ssues
upward  for constlevatton, In other words, the contrallsing
tendencing  dampon the feasibillty of eaevaluation oven whara

data are avallable for the purpose.
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Chapter 4
RECOMMENDATIONS

1, Objectives

The objectives of recommendations proposed In thils Chapter
are two-fold: (1) Firstly, planned Interventlons into the present
state of affalrs In the public sector of Srl Lanka must recognize
the urgent need to orient the administrative organizations to
make fundamental cholces almed at more ratlonal and progressive
solutlons to public Issues, and (11) Secondly, the system of
public management nust wndergo rapld change In order to be

afticlent {n the {mplementation of cholces,

The objectives can b approached ia two directions: change
In  organizatlonal structures, and greater professionalization
of managamenrt. Ironically, theso two approaches seem to suggest
a blend of local cultural exporlence and western management
experience may work, Structural changes could be designed
by glving due omphasts on local cultural factors because the
former seems to hold strong grips on the latter, There Is
much to learn and adopt from wostern managoment expereince

In the professlonalization of management In the public sector.

A fow more words about the objectives are in order,
In developlng countrtes llke Sri Lanka, managers in pubilc
organizations has a key role to play In the dotermination of
fundamental cholces for soclal progress, Fundamental cholces
provide a haslc framework for actlon and glve direction to

soctatal change, The Western socleties have chosen tho capita-

st framework and have progressed within It, Managers there
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too have to make lmportant declsions but they are normally
within the framework or system. Srl Lanka, as a politico-
aconortlc systam has not succeaded yat in developling and estab-
Ushing a sultable system, =zuch as the western capltallst system
oc a ratlona! derlvative of 1t. The responstbiilty of public
sector admialstrators and managers for fundamental pollcy cholce

to effect a sultable macro system, therefore, looms large,

Many soclal sclentists bLelleve that a system  change
in the public admlnistration of Srl Lanka ls Slne dua non to
be able to determine fundamental cholces. Those who are concerned
with  dovelopment administration development economlsts,
and poltlcal sclentlsts, to name a fow categorles, Increasingly
belleve that the satlsfaction of basle neads of the majority
of peopla and stablllzlng the polltical-cconomlc system aro
the two dlrections In which public adminlstrators are called
upon io mak:s fundamental cholces be made. In other words,
organizatlons In the public secter must be made of fective

withln the macro soclo-cconomic-political environment,

Oace a cholce 1s made, the role of the manager s to
be officlent or productive In the {mplementation of the cholce,
He 1s to utillze the organlzatlonal mechanism In order to mlinimlse
time and cost Ia the achlavement of results as envisaged {n

the cholce,

The tline-cost minlmizing behaviour is basfcally human and
technologlcal. It 1s human In the sonse that productiviiy of
Individual behavicur Is lntérvune:l by an unconcelvable number
of varlables and relationships which have at least something

to do with the cultural environment. Nontheless, not all the
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human behaviours are partlcularistic; some can be universalistic
and some of others could be directed toward unlversallsm by
concerted effort., Productlve behaviour ls technologlcal In the
sonso that the ways In which resources are combined has a
direct relationshlp to resulrs, Agaln, as In the case of human
behaviour, the productivity of certaln tochnlques and technologles
are soclety bound, Adminlstrative/managerlal Interventions must

bear this type of prelliminary conslderatlons,

2. Structural changes

Small sizer Tho tendencles to centrallze are too strong
to neutrallze In the ncar future, and therefore, 1t seewms ratlonal
not to aillow orgaantzatlons to grow In slze, The pressures of
growth on top are normally dealt with through decentrallzatlon,
The dacentrallzatlon strategy does not work in Si Lanka. There-
fore, docantrallzation should be achloved through a satrategy
of organizatlonal fragmentation, They can contlnue to be cfficlent

units undar the leadership of a strong person at the top.

Structural change in the Administrative Service: The Sri

Lanka Adminlstrative Service (SLAS) has grown ln slze, perhaps
with a corresponding lewerlng of Its quallty and approprlateness,
The concept of generallst adminlstrator can no longer provide
the ratlonale for Its <tructure. Tlme has come to Introduce
two tlypes of major changes: (a) A functlonal divislon of the
SLAS, as (n the case Wast Germany, whereln the character
of the service wlll be detarmlned by the needs of the functional

area wlil be the flrst type of change. Functlonal diviston
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could Include, for example, four ar flve flelds such as Industry
and trade; Agriculture; Infrastructure Including sclence and
tochnology; and state soervices, The adminlstrative survices
In this cade could be conflned to each arsa, having saparate
entry system, romuneration, and other treatments, The evasion
of admlinlstrative responsibilty  and  professional decay are
very much due to all-tsland comdbined sertve principle of the

presont 5LAS,

The second major change In the structure of the SLAS
ls the reductlon of {ts total slze,  This should a/low on the
one hand to promote other profeaslonal tachnlcal personnel
Into managoement posltlons, and on the other enablo the government
to recrult directly from outslde eominent professionals to man
key posttions where oxternal Injection of novelty 1s Justified,
The SLAS must opon the doors for competition, The SLAS in
the proeseat format s largely reuaponsible for develping an
organizational culture la the lne of behavioural syndrome which

we dlscusased In the previeus chapters,

Staff reduction: The unnecessary fat, which {35 a lot,

In the publlc services should Bo. Thls 1Is a tough politlical
stop If it would mean uncmployment, but 1t would not be a
difficult deoclslon {f the OXcass porsonnel are redirected for
productlve employment., This Ig easily sald but how to achlevyg

1o a aubjoct for anuther eftort,

Rostructuring support staff; The Genarul Clerical Sorvice,

Stenographer service, Typlsts Service etc, which are support

services at lower level of government organizations are still
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contlnued on the basls of combined all-1sland services. Office
levael managerlal inefficlency ls deeply rooted In these sorvices
which do not cultivate any sense of management for dsvelopment.
These services should ba ollmlinted and substltuted with depart-
mental zystems which tha Ind!vidual organizatlons could deslde.
This should enhance lwensely the effective authorlty of managers

at the top.

Temporary organlzation structuress Orvganlzations must

be compelled to justify thelr exlxtence perlodlically. The concopt
of stabllity and securlty of publlé service 1s so0o embedded
In the minds of the people of thls country, that It may bhe
difficult to apply sun-set laws or zero-based budgeting for
the organlzatlons. However, the need to Introduce an element
of Instabl}ity Into the structures of organ'zatlons is defendable.
Therefore, the overall structure of the typlcal publlc organiza-
tlon be such that part of the structure or a number of divislons
Is organlzed on temporary basls. If the tasks are programmed
and proJocts are set-up as the basls of ore>nlzatlon, such
a s~heme would be feaslble, The concept of smaller units
of organlizatlon, and the neod to emphaslze goal directed struc-

tures can be attalned slmultancously,

Physlcal structure of office: Excesslve compartmentation

of office layout today prohiblts Interactlon which L5 vital
for the promotlon of group work, and enables officlals to maln-
Jtaln Individuallty, Offlce layout should follow an open soclety

concept,



3. Profesasionalization

A Professlonally qualified SLAS: Belng at the apex of wublic

organizations, the SLAS would contlnue to play a key role
in runnlng the organizations offlcleatly, It can llve up to this
expectatlon only If the servicu Is professlonallzed by compui-
sory educatlon and tralnlng regulrements at varlous levels
of the sorvice. At entry as well as at the polnts of so-callad
efficlency-bars professlonal  management quallficatlons  must

be sought.

A Ratlonal management development strategy: ‘There |is

a atrong and undenlable naed for pollcy and Lnstitutlona! arran-
gements to provlde standard faclitles for the public services
to professlonallze though management development programmes
conducted locally. lInstltutional capability for management develop-
ment programmes could be uchleved by bringlng all the proesent
adminlstrative and management Instltntes undor the umbrella
of one strong central School or a Natlonal Centre for Management
Development, The Institutlons which could come under such
arrangoment include (1) Srl Lanka Institute of Development
Admlnlstration, (2) Nztlonal Instltute of Buslnoss Management,
(3)Natlonal Instltute of Plantatlon Managemant, (4)Srl Lanka
Institute of Cooperative Management,(5)Local government tralning
institute, and (6) the proposed Postgraduate Institute of Manage-
mont at Unlversity of Srl Jayewardenopura. At the present
time, as they are, the lastitutlons themselves are a hlndrance

to minagement development In the respectlve spheres of intorst.
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Under such a School or Centre, thera should be astablished
an {nstitute for publlc pollcy utudles which could also duvotoe

s8ome tlme to research Intn» managertal phenomena,

A reasonable remuneratlon system; The prlimacy of remuneratlon

of professlonals In partlcular In upgrading the quallty of work
In the public sorvice ls unquestionnable., A falr balance hotween
varlous modes of remunoration, and expllcit lnking of remunera-
tlon to results through schemes of incantlves are gome asscential

elements to bear In anlnd,

The roie of sclentific & other professlonal serivies: There

has traditlonally beeu a gulf between the managaerial and other
professlonal services (o the publlc service, Both groups should
work hand tn hand, partlcularly in order to briag ahbout techno-
loglcal changes through publlc pollcy. Poth sldes must appreclate
each other's role and comglomentarity, Personnel on both sides
should be glven seme formal educatlon plus tralnlng tn each
other's flelds, Management of rescarch, state support of sclence
and technology, and technology transfor are vital arean where

both si{des wlll have common (utcrest,
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Subject Clerks Mr. W.D.S. Gunaratne the Ministry Admin-
stration.
Peons

Clerical & other
Subordinate Staff
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The ramesof the Officers in-charg> 0f brunches

and their Educgtional gualifications:
Curriculum Levelopment & Tesocher Education Division

I. Mr. D.A.ierara (B.Sc; M.Sc; Dip.In.£d) CH.Advisor (CDTE)
2. Mr. G.Wickramaratne (B.Sc.Dip.In.Ed.) DDG (Ed.Colleges)
3. Mrs.T.Kariyawasem (B.A.M.A.Phd.Dip.In.Ed.)DDG (EGR)

4. Mre.i.Abeydeva (B.A; Dip.Imn.Ed) DE (Primary)

5. Mr. M.M,.Premaratne (B.So;Dip.In.Ed) DE {Secomaary Xd.)

6. Mr. M.A.Da.Si¥va (B.A.Dip.In.Ei) DE (Bnzlich Ed)

6. Mr. Piyatilake (B.A.Dip.In.ka) I'E (TeacherCollegoa)

General Administrgtion Division

I. Mr., M.B.C.Silva (B.h.) SLA®; Addl.SE. (Admm)
2. Mra. K.Wijewardene (B.A,) SLAS; SAS (Admh)
3. Mr. A.S.Weararatne SLAS AS

4, Mr. Rejapekoa SLAS AS

5. Mrs R.Rajupakase (B.A. )SLAS AS

6. Mrs.M, Ferin (E.A.Dip.In.Ed)SLAS AS

7. Mr. Jigadasa SLAS As

8. Mr. Almeda SLAS A8

Plerning & Management Development Division

I. Mr. W.Jayemaha (3.A;M,P.A;) Add1L.SE (PMD)

2. Mr. M.Bandusena (B.A.) SLAS SA8 (PE)

). MRe.H.Jayswsinghe (B.A;Dip.Em.Ed) DDG (Sch.Sup)

4. Mr. D.Gumaratne (B.Se; MBA;Dip.In.Ed) DE (Flanning)
5. Mr. D.N,Weerasinghe (%.A; Dip.In.Ed) DE (Sch Clusters)
6. Mr. Sathguparajah (B.Sc. Dip.In.Ed) DE (Sech . Sup)

7. Mr. P. Kumarasiri (B.A;Dip.In.Ed) DE (Staff College)

School Activities & Non~Formel Fducation Division

I. Mr.J,T.Dumbukcla {B.Yc.) 854S Addl.SE {SaN=)

2. Mr, Sumanesekora(B.Sc;Dip.In.Bd) DE (Sch.Acti.)
3., Mr.L.B.SumarakOOn (B.A;Dip.In.Ed) DE (Aesthetic)
4. Mr. Sunil Jayaweera DE (Sporte)

5. Mr. S.Eariyawesam (B.Sc;Dip.In.Ed) DE (ESDP)
6
7
8
9

. Mr. S.M.D,Perera (P.So;Dip.In.Ed) DE (NP.ED)

. Mr. P.Kariyawasam (B.So;Dip.In.Ed) COm (Exams)

. Mr.  Adhikari (B.A; Dip.In.Ed) DE (Pirivema)
. Mr.E.K.V.S.DE.Silva (B.A;Dip.In.Ed) DE (FA)

Finance Branch
I. Mr.G.S.Pallewatte (ICMA)} Chief Accountant
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HCONOMIC AFFAIRS

DIVISION

FINANCE DIVISION

ACCOUNTS & PAYMENTS
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MINISTRY OF

rOOD & CO-OPERATIVES

ORGANISATION CHART

Food

: ADDITIONA
Accountant f‘ H AL
Commlissiorer l SZCRETARY
(Food Department)
| | |
Senlor Assistant | Commissioner of Co-| {Chalrman
LAS i cperative Developmen: & . y
[_Seuretary {SLAS) , Reglstrar of Co-ouera- f BLILCOM,
tive Socleties ’ —
(Co~operative Davelopn- f
ment Department) |
i 4
-
Asslstant Asslstant Assistant Assistant
Secretary Secretary Secretary Secretary
(Admin 1) (Adnin 2) {Cooperative 1) (Cocperative 2!
{SLAS) (Non SLAS) {SLAS) {SLAS)
—
~Ne



[-ad
.
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NAMES AND QUALIFICATION OF HOLDERS OF KEY POSTS

DESIGNATLION NAMES QUALIFICATIONS
a) Secretary M.D.DD, Poiris S.L..A.S.
b} Additional W. AL, Wljepala LoA {(Hon,) S.L.A.S.
Secretary
c) Sentor Asslstant [E.A, Nanayakkara B.A.{Hon,)
Secretary S.LUALS,
d) Accountant (Vacant )

e) Asslstant Secre- {Subasingha
tary (Admin, 1)

f)} Asslstant Secre- |B, Liyanarachchi
tary (Adinln, 2)

g) Asslastant Secre- [(Mrs.) B.A, S.L.A.S.
tary (Co-oper+, 1) RMC.G, Wdugampola
h) Asststant Secre- | {Miss) }(}.Aa, S.L[.)li\.S.IPost
. > as p ariaduate p. In
t-(l‘l,' - o AP, Munastingha Hbyat lon, gﬂ’ 1n Go-
(Co-oprratives 2) op. Mg, ( 1a)

* Qualtficatlion glven {s not a complete list but only what
5 generally known In the Minlstry, as the hligher officlals
could not be Interviewed to determine their quallfica-
tinns






7.1 ORGANIZATIONAL CHART FOR THE
MISSIONS ABROAD,

Head of Miaemion

(High Commi

psioner or Ambauszdor)

Deputy Honll of Nission

(Leputy High Commiewu

oner or Charged Affairs)

Minigter

¥inister Councellor

|

]

Coungellor

First Secretary

Seoond Secgretary

Third Searetary

Counuellor (Commercial)

First Ssoretary



7.2

Ssuior Officials of the Kinistry af Foreign Affairs

Presently working in the Ministry,

Designution/pout

Secretary

Uireotor=Genergl
(Adminiutration)

Lirector~Gencral
(Folitical Affairu)

Dirsctor<Grnergl

(Economic aAffairs)
Director~Afriua Denk
Visacior~¥iddle Eaut Lask

DirectoreSouth-Sunt

Auia lerk
Lirector-Soulh Asia besk
Director-ient
birector-lon aligmed

Director-Non aligned

Documentation

Lirector-U.N 4 Muman rights

Director-Concular Affairs
Lirector-iiconomic Aftairs
Chiaf of protocal
Director~Publicity
Interrgl -
Externgl -~
Directour-conferenca

Legal Advigor

Nama of the Of1106.

He'l'e Tayasinghe

T.ftaneviraja
CJhahendran
Susuntha Le Alwia

WelleJeB NukKawita
Ho¥oldeB Nnkkﬂuitu

T.HeW Vouterssz

JoC Rajupakuva
Susantha De Alwis
ReCoA Vandergert

R.Jayasinghe

ReC.ll Vandergert
N.'li jeratna
Susantha le Alwis

Ymand Jayasinghe

Yre.Manel Abcesckara
TeDeS.A Dissanayaka
Kalidaga La Silva

Rohan Perersa

Qualificationa

-Cn Cc S

~SeLeAsS

-S. L.O. S

~8.1..048

~S.,L.0.8
—S-L.O.S

«SeLe04

-L'.L.O. S
~Sele0e S
—SOLIOU S

-s. L.O. l‘;

_S‘LOOOS
—S.L.O.S
=S5.L.0.8

-Sc L.O. S

-S.Illo. S

Cluso

Clasn

Grade

Grude

Grade
Crade

Grade

Grade
Grude
Grode

Crade

Crade
Grade
Grade

Grage

Grude

Grode

II
11

11

94

I

11

11

11

11

11

11

~L.LsB Attorney~At—Law


http:birector-U.11

T1.3 Zenior Ofticials Fresently Work in the higuions Abroad

Australia
Baniladeuh
Belgiuwn

Hritain

Burma

Canadn

People'u Repullic

of Ching

Arab cepullic of
Egyit

Pranca
!".R.Gl

India <hew Leliia

Fadrae
Indonscia

Iraq

Italy

Japan

Kenya

Kuwaat

Federuytion of
Malaywia

Republic of
Maldives

Pakigtun

Philippines

Kingdun o1 Saudi
Arabia

Sngapore

Swhdmn

Saitzerland

Thailand

Us Ao B

u.Y

Uelad
Us 3. SeR
Yugoulavia

ig rxcellency Lieut; General JoE.D Perera.

¥r. D, tilakaraing,
Mro DoA Ue Silya,
¥ro LoB.eC Foneruwel ..
Nrewl Jenarayana,
HoF.BG Eildlugulie,

Mro.k.NeCmaruuinghe,

Mr. A+ Kathairwselainathan,

Uiy LeG.Bs De Silvu,
Hr. AJT.Jayakoddy.

Mr. darn.rd . " luakaratna.

A.H. Seraviratna - Leputy iigh Commiesioner.

Yr. Ho#. Bajasinham,

Mr. N Navaratnaraja.
¥r. ¥.A Pilyasekeru.
Nr. A. lasnayare.
¥r. ReC ierera.

Mr. AyCeH Mohamed,

Vacant

Mr. ¥.ik.H.Mohamed Ali.
Mr. Austin Joyawardana.
¥r. NJ¥.¥.J. Huesain.
Mr. A.L.M. Hashim,

Mr. N, Balasubramaniam.
¥r. P.H, Kurukulaouriya.
¥r. J.C.B Dhanapala.

kro DD.Z.C Seneviratra.

Mr. S. Gauthamudasa.

Mr. Nisonanka Wijewardana.
Mr. lrnest Corea.

Mr. Neville Kankaratna.

Mr. ReAolle S Hamanayake.


http:Indonn-.ca

8.9 ORCANISATIONAL CHART OF THE MINISTRY OF HIGHER EDUCATION

Y-

!
I J J { 43dé1: Secretary
| | | 1 |
Admin. U.Ed. F.Avards F.Projects Tech. E4. Fin. & Sup. Civil Works De,uty M's
(A.S) (SAS) (SAS) (SAS) (D/TEY (CH./ACCT.) (CE) Office (4.S)
1
AO,SA, Typist Adcél:D/TE, Ch.EDO { Acct,(Supply) a Em
(Stpra) Libra- D0 Acct. (Pay) T. A4 PCO, FRO
rian, Trans- { I
lators, PO [ o l |
| i
Heads Head Head Head Heoads Eead
G.A Br. L.z Br. F.A Br. F.P Br. T.4 Br. Accr. Er. Building Staff
Typ. Br. : T.E Br. PIU Unit. '

. Ch. KKS ESP. Unit. NTTTC



8.1 ONGANTIZATIONAL CHART SHOWING MAJOR DIVISIONS
AL RELATIONSHIP WITH UNJIVERSITY GRANTS COMMISSION

Hon, MINISTER

Hon. ULPUTY MINISTEN
I

SECRETARY
{
1
o , . -~ Add. SECKETARY
]
UNIVERSITY UNIVERSITY
GKANTS = 7 " EDUCATION
COMML1SSION E TECHNICAL
EDUCATLON

UNIVERSITIES .
HIGHER EDUCATION
INSTITUTIONS

Note: The Secretary, Miniastry of lHigher Educetion is also
Chairman of University Graats Committee.



o oe o e e e i s e s - Yt oy s o0 > o

The University Grants Comuission, which is an autonomous
body, was eatailished on 27th Dacember, 1978 under the
Universities sct No. 1t of 1978,

The main functions of the University Grants Commisslon areg-

(a) "The plenning and coordiration of University kducation
80 as to conform to nationul policy;

(b) The qpportionment to Higher Educational Institutions,
of the funds voted by Parliement in respoct of University
Fducation, and the control of expenditure by each
such Highor kducational Institutionj

(c) The maintena.ice of academic standards of lHigher
Educationnl Institutions;

(d) The regulaticn or the admlnlatration of Higher
Educattional 1nst{tutions;

o) The regulation of the admission of students to each
K
Higher kKducati{onal Institution”;

Under the Act, b campuses of the formor Unlveraity of
5ri Lanka wuru doemed to be Universities with yf'fact from

Tst Junuary, 1Y79, as roliowsa; -
Campus Uuiyersity
Colombo Campun Univarsity of Colombo
Peradeniya Campus University of Peradeniya
Vidyodaya Campus University of Sri Jayuvwardenepura
Vidyalankara Campuas Univeraity of Kelaniya
Katubedda Campus University of Moratuwa
Jatfna Campus University of Jaffna

I additlon, three new Higher Lducational Institutions
woere oatablished.

Ruhuna University College (now University of tubuna)
Dumbara Campus (of the University of Peradeniya)
Open University of Sri Lanka.

Batticaloa University College(Affiliated to the University
~of Peradeniya)



8.3
Otheur lilgher Educational Institutions areg-

(a) Postgraduate Institute of Agriculture

(n) rostgraduate Institute of Medicine

(c) Postgraduate Inst: tuto of Pali and Buddhist Studies
(d) Institute of Aesthetic Studies

(e) 1Institute of Indigenous Medicine

(f) Institute of Worker's Education















9.3 LIST OF NAMES OF PERSONS IN THE IMPORTANT POSIT10NS
OF THE HEALTH MINISTRY

5.1. Minister of Health
Dr. Ranjith Atapattu

5.2, Deputy Minister
Mr. Chandra Gankande

[T}
w

Ministry of Indigenous Medicine
(Project Ministry)
Minister - Mr, V.J.M.Lokubandara

[8,]
.
=Y

Secretary/Mealth
Dr. S.D.M.Fernando

e}
e

Addl. Secretary Administration
Mr. W.Tennakoon, 5.L.A.S,

tn
(=]

Senior Assistant secretary
Mr. J.D.Ariyasinghe S.L.A.S.



5.8.

5.10.

5.13.

5.14.

%)
—
]

5,16.

5.17.

5.19.

9.4

Director General of Health Servioes

Dr.C.D.Herath

Chaimiin State Phoarmaceuticuls Corporation

Dr. (Mrs.)Cladys Jayawardena

Deputy Director General Administ ration

Mr, S.oGULdamatte, S.L.AWS,

Deputy Dimcctor Goneral Medical Services

Dr. Joe Fernando

Addl, Deputy Director Generad tedical Servioes

Director lospitals
Dr. KoLK, de Silva

Dircctor Ireriphecad Care Services

Dr. V. Singanayagom

Director bontod Care Services

M. L. ode Dongebet

Dircotor Montal Heeldth

Dr. A.C.S.Jayasinghe

Asst, Direcior Medical Services

Mrs. B.Nagahawatte

Director Anti - T8, Camaign

Dr. M. VWeerasekoesa

Asst. Lirvctor Nursing Education

Mraz. PLCUS Samarasekera

Director Administration
Mr. P. Banwayawana S.L.ALS.


http:fle~�.LU
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5.20.

5.21,

5.43.

5.27.

5.28.

5.30.

9

9.5

Leputy Director General Laboratory Services

Dr.W.George Puernando

Director Mxdical Technical & Supplies
Dr.Reggie Poerera

Director Medical Resarch [nstitute

Dr, UJT Vithoarana

Director State Medical Stores
Mr. Wijewantha  S.L.ALS.

Dircctor Canael Control

Dr. B.D.P. Gunawardena

Dircctor National Blood Tran fusion Services
Dr. (Mrs.) S. de Zoysa

Director Bio Medical kngineering Services

Deputy Dircector Genceral Public Health Services
Dr. M. Rodrigo

Director Envirorwental & Occupational Health

Dr. E. Rajanathan

Director Matermal & Child Health
Dr. N.W. Vidyasagara

Director National Institute of Health Services
Dr. T. Cooray

Director Anti-Leprosy Coampaign
Dr. C.5.P.Sabapathy


http:Wijewwint.l1

5.34.

5. 35,

5.37.

. 44,

v

5.39.

5.40,

5.41.

Director Anti -V.D, Canpaign
Dr. G.N.Jayakuru

Director bpidumiology & Specialised Canpaigns

Dr. K. lHeendeniya

Director health Education & Publicity

Lr. Merl berera

Epidemiologise
br. AVK.WV, b2 Silva

Director anti - italaria Campaign

Dr. K. Subramiuiicm

Director anti Filaria Canpaign
Dr. C.L, Mendis

Asst, Director Hursing Public Health
Mrs. D.D. Pliyaratne

Lirector Ploaming

Pr. D.CJR, Livarage

Deputy Dlrector General,/Tinance

Buddiiadasa,  Acoountant

Dirvctor Finance,









10.2

Hon, Minister
Hon. Dy, Minister
Pte, Jecy tc the iinister

Personal Asst, to the Dy.
Xinfster

Peruanunt Secy. to the Minister
Addl, Soecy. ’
Snr. As3at, Jecy(Admn)

Snr. Asut. Secy.(Tech)
fccountunt

Administrative QOfficer

List of Humes who hold kuy positions

MINISTRY OF HIGH WAYS: KEY POSITIONS

R, Proamudaea -~ Hon.Prime sinister
SeW.e Alawathuwala

P.D, Balisuriyu

W.B. Alawalu

R, Pastaralingam, C.C.S.
D.J.
MlJ.

3,4,

Amaravingho

Silva S.LoALS,

R S A<
e Lo ilig,

de Soysa
.

K. Doranegods .

R. Hansasinghe

tho Dept. of ilighways

Director
by.Dirsctor ( Southern Zone)
Dy. DLiruector(Central Zone)

Dy, Diractor(llanning &
Yrogramming)

Dy. Director (Northern Zonw)
Dy. lLirector (Rridgos)

Asst, Director(Adnn)

Chief
Chief :nineer (Construction)
Chiot

Accountant

angineer
Designg (Highways)

Chiaf kngineer Designe(iridges)

Chief sngineer(Traffic and
Pl.nning)

.
.

in
B.C.H. tlendis S.L.E. S,
HoAH, 5, Purera S.L.F.O,
C.J, Senunayako S.L.E.S,

.A.V, Wickrema:inghe
GoYe5. Dussanuyske
F.P.,MH, Yorera

C. Miyanawala

5.C, Havaratnan

R,J,A, loiris

D.D.lenanayaxe

D.D.0.. Paranaguma

u,3, llathithotuwegama












ORGANISATIONAL _FLOW CHARY - PURCTIONAL.

Hon. Miniater of Justice

Hon. Deputy Minister of Justioa

|

Seoretary
| o
Addditional Secietary Additionul Secrstary
(Legal) (Mdministration )
Snr. Asst. Seorvtary dnr.Asst.Sec. Snr. Asat. Secretary
( Legal ) (Bstablishment ) (Administration) .
=
Asat, Seo. Asst. 3ea. Asst. Sec. dsat, Sec.

Parliamentary Co-ordinating Secretary.
g [-Privato Secretary to Miniator.

MINISTRY (QF JUSTICE
QRGANISATS WAL [FLOM ~ Dy '
| I |

Adainistrative Logal Establishmert
National Courto Prisoss la% Bribery Attornocy Prisoms  Courts
Commission Dapt. Commision Com.'s Gepsral's Dept.
for UNESCO of Sri Dept. Dﬂpt.

Legal
Draftaman's

Dapt,



1z.1

2 State Attorneys

I
|

2 3nr. Asst.
State Attorasya

!
|
|

|

6 Asat. State
Attomneys

APTORNRY GINERAL'S D
QBIANISATION FLOW CHART

Attornoy Geno:al

S0licitor Genoral

[ 1

Additional Additional
Jolicitor Solicitor General
General ( criminal )
(Civil )
| |
5 Deputy Solioitor 3 Deputy Solicitor Generals
Gonerals (Civil) ( Crieipal )
! |
5 2tate Jonior State T Senior State Counsels

Counodls ,

|

!
i

10 State Counsels {Apr.) 15 State Counsels (apr.)

D JUANS DBPARTH

ORGANISATION :

Logal Dimftsman
!

Chis f Translator

|
Dsputy Legal Draftsman

[
9 Snr. Asat. legal Draftaman
]
Asst. logal Drafteawen.



QBIANISATIONAL VIOV CGRAKT
Commissioner
I R
Deputy Commissicnor Doputy Commismsioner
(operation) (Muinistration )

Head Superintendent
|

|

! i ! -
8 ﬂupox;ntondonta | Superintendent Sup.
Pri-o@u: l Prison Industries Prison Wwlfare
i
N |
Asst, Supts. Asst. 3ppta. Asst, Supt.
(Bemand Prisoms) (lock Upa). Prison Welfare

BRIRBAY COMMISITONSR'S DRPARTHENT

QROARIIATIONAL FLOY _CHART

Commisgioner

|

Aneintant Commissionar

! 1
Asst. Supt. of 4 legal Officers
Polige

I
Offiocer-in-Chargo



1

Minister

Deputy Minister
Sacretary

Addl. Secrotary
(Legal)

'

Add. Seo.(adain.):

Sor. Asst§ Sec.
(Estat)ichmont)

~do-
(Logal )

Anst. Sec,

(dminiatration)
Asst. 3ec,

Asst. Seo.
(Logal)

-46-

Private Sec. te
Miniater

Parliamentary

1

: Mrs,

Cioordinating Sec.s

2

Attorney Gonnral

Solicitor Generals

Addl, Solicitor
Generals

Dr. Nisesanke Wijeratna, M.P.§.C.S

Shelton Eanarsja , N.P. Attorney-st-law

D~. A.K.,B. Asarasinghs

P.B. Herat.

S.J. Samaraseksre Banda

KeJsCo Wijowardena

Mra. D.S. Wijstillake

¥.A. Somadasa

Mrs. K. Eulatungs

Mrs, L.3. Perera

J.A. Flloa
Mra. M. Wljeratne

Heranjan Wijeratne

ATTORNXY GENERAL'S DHPARTMENT

Shiva Pasupathi

K.K.M.B. Kulatunga

s 3.¥.B, Yadugodapitiya (Civil)

2. P, Sunil S4lva (Criminal)



Deputy Solicitor Genserals : P.R.P. Perera ( Criminal)
T.J. Marspana ( Criminal )
3.N, Yilva ( civil )
M.3. Asiz ( Cavil )
P.L.D. Premaratne(Civil)

Upawansa Yapa ( Criminal )

Sar. State Counsel $ Ao De Z. Gunawardena
H.3., Yam
B.R.L. Jayatillake
A.3.M, Perera
J.A.N, Silva
D.P. Kumarasinghe
M.J.P.R. Perera
K.L. Kamals Sabesan
A.S. Ratnapala
C.R. de 3ilva
S. Mirsoof

P.H.K. Kulatilake

C.N. Jayasinghe )
Acting
ReAJF. mﬂ-kuhmtn.)
Jbove Opnder is based on Seniority.
3 'S Di T
Legal Draftsman ¢ K.H.M.B. Kulatunga (Acting)

Deputy lagal Draftsman 1 V., XK.N, Bamanayake

Snr. Ezgek Asat. logal
Draf tsman 1 N.J. Abeydckera

Krs. R.F, de Soysa

3.K.H, de 3ilva



¥.RB. Goobaratne
C.3. Arunssalam
M.E.N, Peiris

Mrs. T.R, Porers
Miss S.P. Ovitigalia

N, Balazingham
Chief Translator 1 PN, Mallawathanthri
STATE ATTORNEYS
2
Stete Attomeys 3 T.G. Goonaratne

U.R, ¥ljatunga

Snr. Asst. Jtate
Attomeya ¢ H.P, Thillakaratne

K.D.L.¥W. Pervra

& IBE OMMISSIONER'S D KPAS NT

Comainsioner § DMNoel Wijenaike

Aast, Conmissioner t Mra. Helum Gamnge

5 PRIJONS DEI'ARTMENT
Commisaionor 3 J.P. Dolgoda

Deputy Commisaioner t C.T, J*=ss (Administration )
H.C. tharmadasa (Operations)

Head Superintendent t D.A. dickremasinghe

Supdt.Prison Induatrieas ‘H.S. Singhapehu

Supdt.Prison ¥elfare t KE.P., Amarasinghe



Chairman ! Yiotor Tennakooa Q.C.
Aot. B.ﬁ’c t P.B., Borat

Coamiysionar } Dr. H.¥W. Tambiah Q.C.
Asst. Secrvtaries ! Mrs. H.M. Gunawardena

Mrn. D.L. Gunaseksra
Mps. M. N,B, Fernando
Nre. P. Wiesekera.

MATIONAL COMIIIION FOR UNESCO IN SRE LANKA.

Seoretary t Cyril Pernando

All officisle in the Justice Ministry and its Departments are
Attornoys-at-law othsr than the persons who are in a sduinistrative rapacity.
They are generally monbers of the Sri Lanks Administrative sarvioce. Gen)rally
they do not like their qualifications to bs mentionsd.
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Key Parsonnel in the Minietry

Designation
fecre tary

Additicnal Secretary(t)

Senior Annat,
Juoretary
(Tand Policy)

Director
(Land Use)

Director
(Planning & Progress
Control

Additionel Director
(Planning & Progross)

Director
{(Settlement Projects)

Additionnl Secoretary(2)

Director
(Water Resources
Dovelopment )

Director
(Water ¥anagement)

Director
(Porestry &
Enviormnment)

Director
(Porestry Dovelopment)

Director
(Xajor Tank Irrigation)

Additional Secretery(3)

Senior Assistent
Jeoretary

Direoctor
(Inveotigntion)

Chief Agcountant

Nene
Mr Manda Abeywickrama
¥Er R.3. Jaysratns

Kr 0.Cs Jayawardena
Iir 8ilva

3.0, P, Marikkar

¥r I.P.Ce Mendis

Mr hnandoWeeresekara

hr D¢G. Premachendra
Mr J, Alwis

Mr K.,D.P, Porers

Mr S,B. Bandusena
Mr A, Pushparajah

¥r P, Senarath

Mr K.W.M.P. Mapitizama

Mrg No Mpnottals

Mr K, Sarsvepnamuttu

Background
C.A.8.
Ceh,sS,

C.A. 8.

Preffessor of
Geography

C.4.3,

C.A.8,

CeAeSe

Engineer
c."sl
Sciontific

ervice

Bngineex

C.d.9,

Lccountent's
Service.









KINISTHY OF MAMAWELI DEVELORGNT -
NAMES OF Pensons - 15.2

POSITICHS AND

Pogition

Minister

Dye Minigter
socretary

Additional Sceretary
Additional lecretary
Additional Secretary
Additionnl Socretary
Dircctor Plannin;
dpocial Advigor

Conusultant

senior Assts Sucretary

(xunini Disanaynlu:
Mele Adikari

Ivan Samarawickrama
CaeRpsa

ReDels Fornando
DeJo Bandaragola
I.K. Hoerawurdena
Talle Knrunatilake
iteSe Cocke '

Velle Rujaratnam

HeKe Somasundaran

Ue Mudalipge

MAHAWELT AUTHORITY OF 3KRI LANKA

Director.Gencral

Executive Dircctor
(Eniincoring)

Exccutive Dircctor
(Sottlement)

mxocutive Director
Jocrotary Goneral

Dye Secretary Gororal
Dy« Special Projects
Finance Co-ordinator
Financial Accountant

Lejral Officer

Consultant (Asriculture)

Director
Hator Mana,umont

Secretariat

YeHeSe Gunatillake

LeJe Bandara,soda

[KeBe Godamune

PJl's Sonaratne
KeBe Varnasooriya
Hede De Mel
Cellede Wasn

5eTe Yatawara

DeVeWe Aboy;unawatdans

le Us Woorakoon

Qualificntion
LeleDe (Cey)

SeLeAeS, DaAs
SeLedeS, BeAl(Honn)

SelieAdl

SeLeheSs, DeAe(llons)

SaLeAlS

F.C .A.
Ao,

Le.LeB
(Attorney—at-Law)

Belice, PhoD


http:C.I.I.do

Posjtion )

Dy. Dirsotor

Director

(Planning & Monitoring
Unit)

(emoral Managor (MiA)
Hanagor {Projocto)

Manper

(

Chairman

Dy, Chairman

Diroector
Administration

Director

Individpal
P. Samarawcera

A. Attanayako

Sipil Amarusinghe
HeM oW Samarakoon
DJ.He Kannan;mra

ReUs Fernando

Pujitha Manawadu

WeSs Hulugnllo

MeReAs Tllangahoon

CENTRAL ENGINERRING CONSULTANCY BOREAU ‘CEC!J!

Chairman

General Managoer
Sccretary

Addl. General Managoer
Dy« General Manayor
Dye Genoral Managor

Dys Goneral Managor

ANeS, Kulaninghe
GeGe Jayawardona
HeJoePe Porora
Sivapala Bandara
HeBe Jayaucicra
K« Kulavaratharach

GeBe Palipana

Quyflication

Behe, D

BeAe, SeLeAdS
BeAo (lions.)

BuSce, Ph.D

BeSce, PhoD
B.Sc., MIECE

BaSce, MIECE

BeSce MSce



16.0 OHGANIZATION OP PHE MINISTRY OP
NATIONAL SECURITY

MINISTER OF NATIQNAL SECURITY

PERLANANT SECRETARY

JECRETARY

— PRIVATE
SECRETARY

— PARLIAMENTARY
COURDINATING
OFFICER

COORDINATING

SECRETARY
(LEGAL MATTERS)

—e

ASSITANT
et
SECRETARY

‘INPOHMATI ON)

L
ADDITIONAL

T

ALOITIONAL

SECRETARY

AJSLIANY
SECRETARY
ASSITANT
SECRETARY

¥
ADDITIONAL ADDITIONAL

I
ADDITIONAL

SECRETARY SECRETARY

SECRETARY

ADMINISTRATIVE ASSITANT
OPPICER SECRETARY

LSRI_LANKA

PORT AUTHORITY



i6.1 THE SECURITY MuTWORK FOR THE LUPLEMENTA™TON
OF THE PREVENTION OF TERKORISM
IN SRI LAUKA

MINISTER OF NATIONAL SECURITY

GLNERAL OPPICER COMMANDING

r l_-,,‘ e
ARMY CAPTAIN OF THE AIRPORCE INSPECTOR GENERAL
COMMANDER NAVY COMMANDER OF POLICE

COMMANDER, SECURITY FORCES, JAPFNA
COMNUANDER, SECURITY FORCES, WANNI

CO~ORDINATING OFPFICER VAVNIYA
CU-ORDINATING OPFICER BATTICOLOA
CU~ORDIHATING OPFICER MULLATIU
CO~ORDINATING OFFICER POLONNARUWA
CO=ORDINATING OFFICER THINCOMALEE
CO-QRDINATLNG OFFICER KILINOCHCHI
CO-ORDINATING OFIICER AHRURADHAPURA
CO~ORDINATING OFFICER AMPARAI
CO-ORDINATING OFFICER MAHNAR

Above mentloned officers are appointed by the President to act as
Co-Ordinating Officers undsr the emergency (Mic Provisions & Power)
regulationns of No 9 of 1985
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List of important positions, numes of persons und their qualifications
of the Ministry of Hational Socurity

a, Miniateor of Nation." Jeocurity
Hon. Hr Lalith Athluthmudali, WP
B.C.L.(Oxford), LL.M,

b« Perosonal Socrotary
Mr A.P.Hapudeniya
B.A., S.L.A.S.
(In addition to this appointment he also acts as the additional

sscretary to the Ministry of Defence)

Additional Secretariesn:

6, Dr Wickrama Woerassoriya
LL,D., Ph.D.

d, Mr Harsha Wickramasinghe
BoAe, S L.ALS.

6, Mr Luxman De Mel
B.A¢ Hons, 5,L.A.S.

f. Chondra Wickramasingho
B,A,, 8.L.A,S.

Pergongl 8taff of tho Minister:

g« Private Secretary

Mr U.Gooneratne

h, Ce~Ordinating Socrectary and Legal Advisor
Misa 3hamila Parera

Attorneoy~at-Law

i, Parliumentery Co-Ordinating Officor
Mr Luxman ftickramasinsghe
B.A.



FUNCTIONAL STRUCTURE OF THE
MINISTRY OF PLAN IMPLEMENTATION

MINISTER OF PLAN IMPLEMENTATION

His Excellency the President

SECRETARY
Progress Sectoral Regional Food 8 Employment Populahon
Control |4 4Dwvisicns Devp Nutrition |1 18 Manpower || | bivision
Division Division || |Policy Planning
Planning Division
Division
e
[Notlonol Children's Training Information Population Devp:
Fertizer retari VIS] 8 Publicity Intormation Loftery
Secretarnial Secrefariot Division Division Centre Centre

Dept of Census and Statistics.




1.1 Organizational Chart - Development Planning Process

Presidenf
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Cabinat of Ministers

Commitiee of Development Secretaries

Economic
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l

f - Distri .
. ! . 1strict Minister
Plan Finance & Line
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Minigtry Stuff:

Minlater s:jor Montepgu Jayuwickruma

Dy.minister -Mr.Alick Rluwihere

Secretary ~kr.id.D. . Bodidusa

Additional sSecretary/Director Project -Mr.G.A.S.Guaepole

Director Teu/Senior Aasst,Secretary-kr.H A A ilnnuweera

Directcr Plsaning - At present mr.T.Sumbusivum,uy.gaﬁﬁsﬁg
5ri Lenka Teu Bowrd is acting as the
Director.

Dy.Director ianning~-Mr.S. . J. Bandara, Asgt.Director Plunning

is acting au doputy.

Accountunt - Kr.d.N. de Silve

Agst.Secretary/Director ltuboer - hkr.Sunll Sirisceno

Asst.Secretary Development- kr.D.idijer:tne

Asst.Secretury Administration - Mr.Hagohawstte

LAgst.Secretury Trade Uniovng - wr.G.bt.Dunvpala












2 MINISTRY OF pogT AND  TELECOMMUNICATION
ORGANIZATION claRT

Hon. Minmster

[De puty.7 h’mister ]

]
[ Se cretlaTy_]

_ 1L
Additional
Secretgr y

Senior

Assistaint Secrctary [

Asst -

Aast: ASSt:
Scceretary

Secretar y Sccretary
lnformat}on

Trade Union




DEPARTMENT OF POSTS SR LANKA

HONOURABLE MiNGATER
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CRGANISATICS

TER XINISTZIR
I

¥INISTEY OF RURAL INDUSTRIAL DEPUTY MINISTER
DEVELOAENT IN/RT) i
SECRET 43Y
j
1
ADDL, SECRSTARY
ADRINISTRATION
1o
1, DIRSCTOR P 1. CHAIRMAN
DRPT. OF ANIMAL PRODUCTION & HEBAITH | EATIINAL CRAPTS COUNCIL
2.  CEATRYAR i 2. CHATHMAN
NATIONAL LIVESTOCK DEVHLOPMENT BOARD { EATIOHAL DESIGNS CENTRES
3. CEATHMAN 3., CHATRMAN
NATIONAL ¥TLY BOARD SRI LANKA BANDICRAFTS BOARD
4, CHATRHAN 4, DIRBCTR
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Appendlx 28

SURVEY OF MANAGERIAL BEHAVIOUR IN THE PUBLIC SECTOR

QUESTIONNAIRE

1. Declision making

1.1 Do you feel that you enjoy autonomy/freedom necessary

for the successful fulfilment of your job/role in your organiza-

tion?

If YES (NO), what style characterlstics In the leader/your

superior might have contrlbuted to thls?

1.2 Do you feel free to dlscuss any business/officlal matter
with your superlor, whether or not your superior may llike
ft?

1.3 When you approach your suerlor for consultation, do vyou

think that your superlor would think that you are lgnorant?
1.4 Do you think that your subordinates' desire to consult

you ls oxcesslve?

1,5 What do you think about the readiness to accept or by-

pass declsion-making In your organization?

2. Meaning of Work

2.1 Why do you work?

2.2 Why do people work?

{I{f movre than one reason, then rank order)



Appendlx 28 contlnued,

2.3 What will make you work more?

2,4 Do you think many people prefer wark {ndividually or

collectively?

3. Planning and control

3.1 At present, are you working on the basls of a plant that

1s accepted by the arganlzation? (How expliclt 1s planning

and s your day-to-day work gulded by such plans/programmes?)

3.2 What s the meanlng of control as generally understood

In your organlzatton?

3.3 Do you/otheras fear control?

3.4 What are the oxperlences of planning In your organlzatlon?

3.5 What soclo-cultural factors are responsible for the planning

experlencos?

3.6 Have you ever attempted toset targets of performance In
an organization (al)or your self, (b)for others? What are your

experlences?



Appendlix 28 contlnued,

4, Organizatioa structures

4.1 Do you find that formal regulations unduel: holding up

your work?

4,2 Do you have descretion todepart from formal rules?
If so, to what extent can you depart from the rule in practlce

for reasons of efficlency/effectiveness etc,?

4.3 Do you think that your floyalties to your famlly should

recelve priorlty over yourloyalty to the organlzation?

4.4 How strongly do you feel thatyour obligations tofriends

must be met within the contoxt of organltzation?

4.5 Do you find confort in worklng with others on arather

personalized basls than on a formalized worklng relationship?

4,6 You must have comeacross many ‘conflicts' In your work
places, Thinklngabout the most Important conflict you have
experleonced, what soclo-cultural factors could you use to explain

the sltuation?

5. Innovation and change

5.1 Are people with knowledge (e.g.who have educational attaln-

monts) feel confortable in your organization? (Are they given

rolas which allow theutliizatlon of knowledge?)



Appondix 28 contlnued.

5.2 Have you evor trlied to Introduce change in your workplaca?

If 30, what areyour experiences?

5.3 What are thegeneral attitudes toward lnnovation and change

in your organlzatlon? Any soclo-cultural explanations?

6, Isaues of transfer of managemer! across cultures

6.1 In the recruitment of locals for forelgn subsidiarles, what
contexual factor would the forelgner have to conslder in Sri

Lanka?

6.2 What are the difficultles that a foreign Investor confront
in an attempt to start a Joint venture with a local firm by

way of expanding or re-organizlng fan existing local enterprise?

6.3 If the locals attempt topersonallze organlzational relations
which are timpersonal otherwlse, what steps would a Western
{nvestor llkely to take? What would be the reactions of the

locals Invloved?

6.4 Do wo need a change of culture or of management concapts?

If culture, which maln cultural features noed to be changed?

If management concepts, descrlbe speclfic patterns of a

Srl Lankan :inanagement model.
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MINISTRY OF FINANCE AND PLANNING
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MINISYRY OF PLAN IMPLEMENTATION
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MINISTRY OF MAUAWELI DLVELOPMENT
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APPENDIX 33

MINISTRY OF LANDS AND LAND DEVELOPMENT



















Conclugien

In concluding tulpg report, I wioh te thank the officinlg

of tho Minintry of Lanig & Land Davdlopnent for the as-iztunce

extondad to me in sathering naycesanry fnforaitlon and fer the

valuabla ﬂgulrlnucn’ oxplanatlionsivan to ma by them,
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MINISTRY OF FOOD AND COOPERATIVES




ORGANIZATION STRUCTURE OF THE

MINISTRY OF FOOD & CO-OPERATIVES

INTRODUCTION

Tho mintstry handles two maln funcations viz: Jood and
ch-operativaes, With regard to Food, the Minlstry deals
with pollcy mattern In regard to the malntenance of supp-
HHog and {ntorvening to roegulate prices, particularly with
regard to essentlal commoditi{es,. Speclifically the ministry
Is reaponsible for the malntenance of the natlonal buffer
stocks of rice, flour, sugar and wheat and thelr distribu-
tion and tssue,

With rogard to co-operatives the minlstry determines [he
pollcy for the functioning of the co-operative movemant
ard s responstble for render(ng assistance, encouragement
and aupport for {ts development and expansion,

To discharge 1ts responsibility the wminlstry has the foll-
owlng institutlons under it
{overament Departments
(3)  Food Departmant
(b)  Department of Co-operative Development
Statutory Bodles

(a)  The Sri lanka Institute of Co-operative Manage-
ment,
(b) The Co-operative Employees Commsslon,

ORGANISATION STRUCTURE

the organtsation structure of the Minlstry and the Insti-
tutions under [t are shown In Annox, 1.

FUNCTIONS OF ORGANISATIONS UNDER THE MINISTRY

3.1 The Food Department

Following the aholltion of the ratloning scheme,
the romoval of subsidles and the liberalization of
trade the consumer dependence on the public food
dlstrlbution fystem  was  algnificantly reducad and
the role of the food Department changed from one
of a monopoly Importer and distributor of rice,
wheat, flour and augar to that of a buffer stock
holder of theso ossentlal food commodities, ag the
country's food security authority,



3.2

The food doepartment fs responsible for [Intervening
In the market for purposes of price stabilisation when-
ovar there are shortages in the markat, The Food
Dapartment {s st{l] the major {mporter and distributor
of rlce while It {a the monopoly {mporter of wheat
graln and distributor of wheat flour,

The food stamp scheme of the governmant {s handled
by thls Department, 7.2 milllon people are {ssued
wlith food atamps and 1.5 million housoholds are 1asued
with kerosene stamps,

The Dapartment has Its head office In Colombo and
has an Asalstant food commisalonerg in each adminis-
trative district, Each dlstrict has a astore from
which Tasuns ara madn.

The Department has fumigation units in Naiahenptta,
Woellsara, Vayaugoda and China Bay, The Department
conducts courses on sclent!fic methods of stock pre-
servatlon, pest control, quality control and stores
management for offlcars of the Paddy Marketing Board,
C.AR.E. and other private sactor organlsations,

Tha total number of employees of the Department ls
2742,

The Department of Co-operatlve Development

The Department of Co-operative Development has two
malin  founctions; one s that of belng the aunihority
for reglsteratlion of co-operative socletles, and the
other 15 that of developlng co-operative socleties,

To discharge 1ts functions the commlsasioner of co-
operative Development has wlde powers, He can {n-
qulre Into the affalrs of the soclety, he can remove
Boards of Directors and appoint Boards of Managoement

of his nominees, His approval has to be obtained
by societlna for caplital Investment and even for dis-
posing of capltal assets. He 1s the authorlty for

declding on disputh that artse In a sozlety and will
daclde on the dlapata hlmself or will refer it to
an arbltrator,

The Department (s the authority for the auditing of
accounts of all co-operative socletios.

The Department has 1ts head offlice in Colombo and
has 27 dlvislonal officor;, cach having as Asslatant
Cammiasloner (audit) and at loast one Asslistant Co-
mmissioners (Development) and the fleld and offlce
staff,

The Departinent has a total omployee strength of 2323,



3.3

The_Srl Lanka Instltute of Co-operatlive Managment

The ganoral objacts of tho Institute are :

(a) to render managemont consultatlon to co-uparative

soziotles;

(b) to asalst and render such consultation services

to other organlizationas In mattern affacting
co-opoerative sactor;

{c) to render follow-up services to guide the
plementation of recommendatlons arlsing

the

{m-

from

such sorvicns as have been agreed to and acc-

epted by the co-operatlve socletles;

(d) to render advice and guldanca on the feasibility
and operation of agricultural, industrlal, comm-
erctal and other venturos of co-oporative socle-

ting;

(e) to daovelop such trainlng programmes as
Institute’s  consultancy exporience may

the

show

to be necassary to develop the skills required
for effictont management of co-operatlve soclo-

tles;

(f) to reander asslstance to the co-operative sector
and In particular to the co-operative education
and trafnlng {nstitutions at national and distyvict
lavels in order to {mprove thelr programmes

of managrement tralning;;

(g) to produce and fssue teaching atds, such

cases, manuals, modal  Jobh descriptions
other inanagement communication documents;

as
and

(h) to «sponsor and held conferences and seminars,and
pablish books, Journals and magazines, in conn-
ection v ith co-operative management and tralning,

(1) to inltlate and undertake research, surveys
and  studles on aapects of co-operative manage-
ment and tralning elther by ltself or in assocla-

tlon with co-operative societies and other
titutions In 5r1 Lanka or abraad;

1) to ellect and d aseminaze information  or
operative management and performances; and

(k) to dissemlnata Infoermation on the functiong
astivities of thn Institute to the publle
relevant {nstitutions,

ins-

cC

and
and

At present the Institute functlons chlefly as the con-
sultant to the Commnlasloner of Co-operative Develop-

maent,

The Institute has a cadre of 15 multidlsciplinary con-

sultants and has a total of 64 emnloyees,
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3.4

The Co-operative Employees Commission

Tha

powers of the commlssion are aa followa:

(a) to detormlne all matters relating to

(b)

(d)

(e)

(f)

(g)

(h)

methods of recrvitmant to, and conditionas
of amployment of, oemployeos of co-opera-
tive sacleties |In maklng appolntments
and In making promotlons from one posat
In A co-oparative socloty to another
post In the same socloty;

to conduct axaminations for recraltment as em-
ployees of co-operative sccletles or lo appoint
boards of axaminars for the purpose of conductl\g
such axaminations and o charge fees from can-
didates presenting thomselves for examinations;

to deotermine the qualifications nccessary  for
appolntment to any such post, to fix the scales
of =salarles to be attached to any auch post
or posts Ao any class or grade, to revise or
adjust  such  scales  of salarles from time to
time, {n  consultatlon  with the Commlasloner
and  vo  egtabllish such consultative machlnery
as the Commisslon may deem necessary to asslst
it In determintng the remuneration and conditions
of service of co-operative employeos;

to requlre co-operative soclatles to pay salaries
accordance with the salary scaloe flxed by the
Commlsalon for Ay post or posts {n any class
aor grade;

to  determine the procedure or procedures to
be  followed by any co-operative soclety In
exerclalng  Its  rights of dlscipllnary actlon
agalnst  its employees, to call upon any co-
operative soclety to complnte dlsciplinary 1in-
quirles agatnst Its oemployess within a time
atipulated by the Commisslon, and to hear app-
eals arlsing out of any dlscipllinary orders
madn by auy co-operative soclnty;

to call upon any co-operative soclety to keep
the prescribed records relating to employeces
of that soclety;

to call upon any Co-oparative soclety to furnlsh
before a specifind date such files, other docu-
ments  or  lnformation as  the Commisslon may
requlre In  respect of any amployee of that
soclaty;

to nomlnzite a paael or panals of officers to
make suck Inquirles as are necessary on appeals
that are referred by the Commisslon to such
panal or panela and to report thereon to the
Commiasion;
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4. THE

The

offlc

(a)
(h)
{c)
(d)
(o)
(f)

The
the

4.1

(1) to require Any co-operativae soclety to carry
out such Instructlons, {ncluding instructlons
relating to relnstatement, as may be given by
the Commisslon in regard to any omployse of
such soclaty, whare the conduct of the amployea
has Dbeen the gubject of an fnqulry and she
Siapivuyee had appoaled to the Commlaslon agalnst
the dacislon of the soclaty;

(j) to determine the gonoral principlos In accordance
with which gratulty or other benefits may be
granted to employaes on the termination of thelr
services;

(k) to advise the Minifator, In consultation with
the Commlustonsr, In regard to the axomptlon
of any co-opoerative soclety ar  clase of co-
operative soclelles from the operation of this
Act;

(1} to exerclse such other powors in  relatlon to
co-aperative socletles and thelr employees as
may bhe vested In the Commlission by Order
made by the Minister and published In the
Gazotte,

The commisston conslsts of throeo members and  hag
a total employse strength of 46,

DIVISIONS OF Tiik MINISTRY

mintstry  has «lx matn dlvisions under the fullowlng
ers

The annlar Asalstant Searetary

The accountant

Assistant Secretary (Adminlstration 1)
Asslatant Srcretary (Adminlstration 2)
Asstatant Secretary (Cn-operatlve 1)

Assistant Secretary (Co-oparative 2)

functions of the difforent divisions are detalled (n
sucanading sectlons,

sendor Asslstant Secretary

- Gennr.l‘l adividntstrative  and eatablishment  matters
cotnifeptad with the co-operative Development Depart-
ment, The Co-opaorative Management,

- Co-ordinitn  with Minlstry of Plan Implementation
and Job Bank,

= Offlctal  wvistts of the Hon. Minlster and Deputy
Minfster,

~ Cabinet declsions

- Scholarship  matters of minlstry and Institutlons
undor {t.



4.3

1.4

c

ountant

All accounting functions of the minlstry

Complle the estimates and budgets of {nat{tu-
tions under 1t,

Reporting to relevant authoritlies on use
of fundsa and arranglng dlsbursement of funds
to Inati{tutions under the minlstry,

Asszistant Secretary (Administrative 1)

rmallers
Genoral arhninls!r.nlveAOI miniatry

Mattors connected with food distributlon

Credit counclla

Asslstant Secretary (Adminlstrative 2)

Trade unlon matters

Adminfstrative matters connncted with the Co-opera-
tlee Department staff other than Deputy Commission-
er= and Asslstant Comm!ssloners,

Matters connected with SLICM's staff,

Asslstant Secretary (Co-operative 1)

Matters  connoctad  with co~-operative socletles |[n
the (ollowing dvialona . Gampaha, Matara, Galle,
Kuliyapltiya, Chllaw, Anursdhapura, Polonnaruwa,
Jaffna,  Kiltnocheht, Maanar, Vavunlya, Mullaftivu,
Batticaloa, Xalmunat aad Tralncomalae,

Matters  connected  with manufacturing co-operative
anil Dalry co-aperatives In the coconut trlangle,

Matters  connncted  with  the Natlonal Co-operative
Councll and the Co-operative Employees Commission
(other than establishment matters)

Co-oparative Socleties Act Regulations and By-Laws
and pollcy matters relating to co-operatives,

Asglistant Secretavy {Co-operative 2)

Matters  connected  with co-operative soclatles In
the followilng  divistons Kalutara, Hambantota,
Amparal, Colombo, Badulla, Monecragla, Kandy,
Kegalle, Matale, Nuwara Ellya, and Ratnapura,

Matters connocted with the 5rl Lanka Institute of
Co-operative  Management other the oestablishmer:
mattarsg,

Mattars connactad with Dalry <co-operatives and
cradlt soclatles,
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MINISTRY OF HEALTH




I.

INTRODUCTION

I.I.

1.2,

I.4.

The State Health Services are provided trough
a nunber of curative institutions and health units,
These services are administered by the Ministry of
Health, Minictry of Meaching Hospitals and the Ministry
of Indigencus Mediciive,  This report is concermed only

with “he Ministry of Health,

Phe Ministry of Health conprises of the parent
Ministoy under o Cabinet Minister and Project Ministry
viz. the Ministry ot Indigenous dMedicine.  ‘The function
or tiw: Fruject Minisury is to bmplement institutions

placed under than,

The Ministry of Headth is responsible in providing
anprehensive bealth care servioes to the entire
population of Sri Lanka.  ‘The Goverment of Sri Lanka
provides health care,tree of charge, to the entire
population of Sri Lanki, through a network of about 900
institutions and cadres of field officers of about 40,000
organised separately for preventive and curative services.,
Preventive services are provided by Medical Officers of
Health through their ficld staff, in clinics and through
domucilliary visits, Curative services are provided at
institutions ringing from Visiting Stations and Central
Dispensarics to Specialised lospitals.  In addition,health
carc is also provided by o foew vertically organized
Special Canpaians,mostly on the preventive side but with

a certain agmunt of curative work.

The national health policy of Sri Lanka hag been
governed by a main principle, namely the commitment, on
the part of tix: Government, to provide health care to the
entirety of its population. This camitiment was greatly
strongthened in 1980, when the Covernment signed the
Hiealth Charter and thereby formally endorsed the concept
of "hiealth for all by the year 2000", with primary health

care as the key approach.
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Z.

ORGANIZATION OF THE HEALTH MINISTRY

2.1.

2.2.

2.3.

2.4.

The Administrative Organization of the Health

Ministry is presented in

The: Ministry is headed by a Ccabinet Minister with a
Deputy Minister under him, the Ministry of Indigenous
Medicine reports to him,  The Chief kxccutive Officer for

the Ministry is the Sceretary of Health. le is assisted by

an Additional Scecretary and o Dircector of Health Services.

The Dircctor of Health Services is responsible for delivery
of curative axl preventive aealth services throushout the
wountry which is als) called the Integrated lHcalth Care
Doelivery Systom. The Additional Secretary is in charge of
abunistration and eotoblishent work,  The Chailomn of the
state Pharmaceuticals Corporation (S1C) reports to the
secretary of Health,  The SIC 1o the only Corporation that

belongs to GQwe Ministiy of Health,

The SIC imgorts drugs for the private sector as well as
for the Health Department in order to cnsure the free
availability of prophylactic and therapeutic agents, It
has been decided by the Ministry of Lealth that the SPC
should carry out aloo, the mmufacture and formulation of

essential drugs in Sri Lanka.

1he Director Cencral of licalth Services has under him
6 Depuly Divector Generals,  The Deputy Director General
Administration handles the division that pertains to
administration. The Deputy Director General Finanoe, handles
the Finance Division, which also includes the preparation of
budgets, estimates ete. The Deputy Director General
bevelopment & Planning, handles the Development and Planning
division. ALl planning activities for the Health Ministry
iz wone by this division. The Deputy General public Health
Services, handles the Puwlic Health Division. This section
has 4 of the special disease control programs and is involwed
in all lublic Health sefv'u.m:;. The Deputy Dircctor General
Laboratory Services is responsible for the Laboratory Services



2.6.

division. ‘he Stite Medical Stores, a decentralized
unit under the Health Ministry is also in this division.
It is in charge of procuring, storing and distribution
cf medical supplies to oll goveruental institutions,
estates and wrxd servioes,  In 983 for exanple, it was
authorized to inport drugs and supplics to the value of
Re, 212,000,000/~ approximately B0¢ of the total island
requiranent.  This division handles researdh activities,
technology, supplies of aquipnent, cncer ocontrol and
blood trancfusion services. Pl Deputy Director General
Medical sServioes handles the divigsion that deals with
hospitals, dental servioes, nursing medical services,
nursing edvcation, peripheral care services, mental health

and the anti T.B. canpiign,

( Please soo Ministry of Health

Sri Lanki - Organization chart )

The cuntrad lesel organisation given earlier, is

then broken down W o district level of organisation.

This type of organivation would aid in better implawenta-
tion of the integrated health care delivery system which
canbines pronotive curative and preventive health services
and it would put these services in a more equitable way
to the wiole population. 'the 33 AGA divisions are used
for the health districts, 'fhe authority of the Director
General of Health Servioes is delegated to the Regional
Divoctor of Health Services, who is responsible for the
health services in a health division wWhich are as mentione

above, the 33 AGA divisions.

The Reglonal Health seovices is brolen down into
three broad scectiong:

I. Field services, vhidh alds in the preventive health

services and is carried out under a Medical Officer

of Health who is assisted by public health staff,
2. Technical /Administration Services and

3. Patient Care Institutions.,



2.7,

Base hospitals are located in the large towns, then there
are the District hospitals, and anall peripheral Units
with about 25 beds, in addition there are rural hospitals
matenity homes, dispansaries and visiting stations.

‘The Health Services Urganization at the Regional lewvel

is given in Figure 2.6,

The duties and responsibilities of the Regional
Lircctor of Health Serviees and the Madical Officers of

Health ame given lalow,

Responsibilities of o kegional birector of tealth Services;

I, He gives leadisrship in all activities for the
implamentation in his arca of Uw program of Primary
Health Core of the Ministry of Health, under the

quidinee of tne Birector of Health Services.
3|

2. He pling and provides pronmotive, preventive curative
and rehabilitative health care to all persons in his
arca through insvitutions and services established
for such purposes and by mobilising community
participation and inter-sectoral collaboration within

his arca,

3. He is the mnager for the entire primary health care
anplex and also a teacher and trainer for the
continuing cducation of his staff and the community

in his area.

Duties of a Regional Director of Health Services

I. He supervises, directs, controls and cevaluate the
work of all personnel attached to the Pogional

Health area,

2. He plans, organises, participotes, directs and
evaluates the pmdr;um of preventive and curative
health work to provide health care in matemal and
child health,- family planning,control of commmicable
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and non-conmmunicible diseases, cenvironmental
sanitation, health education, school health nutrition,
prevention of hime accidents, munagoment of disasters,
occupaticnal health, care of the clderly, rchabili-

tation and mental health,

He coilects, ancdyses and maintaing all health
statistics,swamits reports, corrics and research and
scientific investigations in health and related

discipiines,

He acty as o consaltont to his stai ! and attends to

clinical duticy and aergencies in institutions and

the fields. e perfons aw other dutics assigned
1 ¥, St

or approved by the Superintenaent of Jealth Scrvices,

He ploag, organdses and conducts in-servior and on
the joo wraining of his staff ana volunteers in
support o5 health and healtny related acvivities in

the region.,

He undertokes in addition duties o instructions

issucd by thi Departzent of Health Trom time to time.

Responsibilitics of Medical Officers of Health and
Modical Officors .

[

He wo-ordinates all activitics in nis area to
bmlement Lhe progran of Primary Health Care of the
Ministry of Health, under rhe quidance and direction

of the Reqgional Directors of Health Seivices.

e plans and provides pramtive, preventive,
curative and rehawilitative health care to all persons

in his area.

He shall organise commmity participation and

intersectoral osllaboration.
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4. He ghall undertake the training of staff and

the anmunity in his area,

Duties of a Medical Offioer of HealthMeddeal Officer:

L. He provides madical gervices for the comion

discases in the area.

2. He identifics ard refers persons for scoondary care

and follow-up action whene necescary.

J.  He plans, organis s and prepare activities in
matermal and child health, fanily planning,
bunisation, cohool heolth nutrition, health
cducation, cuntrol of ounmunicable @d on-
mnmunicable diseases, oral neaith prevention
of hane accidents, care of Ue ciderly, rehabili-
tation, mental health, envirommentel and occupa-
tional health, wder the supervision, direction
and amtrol of the Regional Director of Health

Services.,

4. He carrices out auti s and instructions issued by
the Department. of Health froam time to time and
any other duties assigned or approved by the

Reqgional Director of Health Services.

3. JUSTIFICATION OF THE MINISIRY :

3.1. This Minsstry is important, in order to provide
a guod retwork of health facilities and a health care
systan for the entire population of Sri Lanka., It
distributes heatliv resources to ensure access to the

entire population,
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4.  PROBLEMS OF ORGANISING :

4.1. ‘The abjective of equitable, accessible and
appropriate health care is yet to be achieved. Major
variations exist between different districts, especially
characterised by low coverage of the rural populatior

with appropriate and readily available basic health care

4.2, Coordination between the curative and preventive
servioes 1s inadequate,  In fact these two brandies work
in isolation, thus reducing the possibility of reinforcing
the work of cach otdwr., It is increasingly difficult to
tind medical officers for the preventive programs since
the curative programs assure them of o financial
incentive in the form of private practice, Eventually
the preventive programs will be neglected and there is a

serious dearth of nedical officers in this areo.

4.3. Due to the absenae of a well formulated referral
system, the ytilisation of fucilitics at different levels
of institutions is sub-optimal in wban arcas and under

utilisation of others in rural areas.

4.4, The services are preduminantly curative oriented.
If more attention wis paid to prevention, these benefits

would be far greater and more coonomical .

4.5. There is a lack of conmunity participation in the
health care system, Except for occasional voluntary
ocontributions and donations government health services
are taken for granted. Most of all, there is no
inclination that people feel responsible for the qood

health of thamselves and menbers of their families,

4.6. The present organisation of the health delivery
systan does not lednd itself to effective supervision.
The Medical Officer has no control over Central Dispensaries
and Maternity Homes, they are too scattered for the S.1.S

to supervise effecticly.



4.7.

4.8.

The inpatient services of the hospitals consume
the greatest part of the govenwent's budget on health
but lack of adequate facilitics in these institutions
is a frequent complaint. By-passing of peripheral
institutions is also attributed o inadequacies of

facilities and manpower in them,

It is difficult ro attract, motivate ad keep
medical officers in the administration levels and in
the preventive health programs,.  Most medical of ficers
are interested in doing private practioe or «oing abroad
for higher saluries and better faciltieis. Thus there
is a serious dearth of medical officers which brings about

the detrioration of the health service.
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MINISTRY OF PUBLIC ADMINISTRATION




I. THE MINISTRY UF PUBLIC ADMINISTHATION:
REPORT ON THE ORGANISATION STRUCTURE, FUNCTIUNS AND PROBLEMS

1.1 Ilntroduction

1.1.7. At present there are thirty gight Ministries under Cabinet
Minieters to plan ano implement government programmes. [n addition
Ministries like Higher tducation, Defaenca, Plan Implementation and
Eneargy, Plantations, etc. are held by the Prosident and also
Departments that do not fall undsr a Ministry come under the office

of President for administrative control.

1.1.2, OFficers manning the Ministries and Uepartments other than
the Minieters anc Ueputy Ministers constitute the Public Servicae.
The Public Service consiats of approximately & lakhg of officers.
tach Ministry and vach Uupartment hag a perasonnel managemant

branch usually called the Establishments Hranch to handle all
aapacts of personnel management i{n respect of the officers amployed

therein othur than those belonging Lo the comrined services.

1.2 Functions

The Ministry of Public Administration handles all aspects of
personrel managument in raspect of Lhe staff of the Combined
Services which numbwur approximataly 50,000. It alse renders
advisory servica to all Miniastries and Department and in certain
respacts porforms a ragulutory and controllling role on behalf of

the entire public survica,

1.2.%. It aleo is responsible for development of policy regarding
recruitments, appointmants, tranafers, promotions, discipline and
leying down conditions of service of State employees, Amongst ita
other responsibillties are the formulation of welfare schames for
State officers, attending to matters relating to Trade Unions in
State Service, Supar Annuation Schemes, Administration of Combined
Sarvices, Rue-organisatlon of the Administzative Apparatus, Implemen-

tation of the Official Language and Management Oevelopment,



1.2.2. The organizational chart appended depicts the ‘structure
of the Miniatry of Public Administration. At the level of the
Directorate are those officers belonging to the highest class of
Administrative Service and 2f the fnginsering Service. To the
leval of Ueputy Oirectors aras selectsd those in tha next highear
clsea., viz, Cless Il Grade | wnile in tnes case of the two
epacialived Boards, viz The Lngineering Services Board and tne
Scisntific Survices Hoard, wach has tha Secrotary of the Ministry
of Public Administration as its Lhairman, with two more mambers
farming the Board. Thuess two Boards perform an advisory function

in regarg to appointments and diasciplinary control,

1.2.3. In tha Ministry of Public Administration each Division or
dranch or Unit functions independuntly of the other operating

under the relevant chapter of Establishments Code or Lhe resnective
Service Minute. The co=-ordinating authority that gnsures uniform-—
ity of pollcy action is the Sacretary. The Lstablishmonts Division
occuples a cuntral place within thae Ministry set up by virtue of
the fact that it carrles out & uteff functior in laying oown quide-
lines in all establishmonts matters for the apiire public seorvice
within the framework of qovarnmant policy, ‘nterpreting rules and
regulations and adviasing on baehalf of the other Givisions of the
Miniatry. With respact to the exercisg of cartain personnel funce
tions and powers such as approval of salary scales, approval of
actl..q allowances, the Uirector of (stablishmants dorives authority
from the Lstablishments code while in ragard to others not gpacifi-
cally nis own, he hag to obtain thae authority of tha Secraetary of

Minietry of Public Administration.

1.2,4, Ag for the internal organizational arrangements each
Aesistant Director or Dwputy Oirenctor makes his own dacisions {n
regard to what is consicdered "routine matters" and on decisions of
a higher level he would obtain the approval of the Director of his
Division., There is consultation among the Assistant Directors
whenever it appeuars that certain decisions have a bearing on the
work of tho other Aasistant Diractors of othar Branches., Duties
and distribution of work as ruflgcted in the arganizational chart

is both subjectwise as wall as Departmentwisns or Servicewisa.



1.3. Relationships with the Public Soervice Commission

1.3.1. The Public Service Commission is a creation of the
Constitution end cderives ite powsrs from the Cabingt which reserves
to itself tns ultimate authority on all aspuects of parsonnel
mandgemunt, The Labinut obtoine supportivae advisory and executive
servicues from the Minfatry of Public Administration in the formule-
tien of schemes of rucruitmuent ang promotion, transfers or in short
on 8ll aspucts of public porsonnal managamant , "t is thus seen
that while Public Survice Commission iu the agent of the Cabinet on
appointmunts, transfurs and Gis~dslinary matters, the Ministry of
Public Adminlstration is the policy advisory anug requlatory arm of

the Cabinet on ull aspwcts of nublic personnul manageregnt

1.4, Administrutive Heformy

1.4.7. RAlthough it hay buan dnvigaged that with its creation in
1970 the Ministry of Public Agministration will perform the broad
function of undertaking a4 systematic examination of the administra-
tive supucts of tho machinery of govarnment and to advise the
qovarnment on the administrative implicationsg of pulicy proposals
ralating to tnu uistributlion and location of functions including
Rattors of decentralivation, thiu aim nas yot to be reslised., The
Minlatry nas the supporting staff of the Division of Management
Sarvizoe and the Academy of Administrativae Htudies., Yot it has
shown little gsuccess in daaling with important issues. Tha
Minietry haw aor in thae poast hag o variuty of unrelated subjects to
look after with inadequate resources sod this could nave been one
of the reseons for this inortin, The uvnly function akin ta
administrative reforms is now parformed by the Managemsnt Servicas
Division und centres round the devaelopmant of organisational
structures, introduction of managemant tachriques and systems for
achieving managemant improvemant and attaining efficiency and
aconomy in Mininatrigs and Oepartments by mepans of simplification
of work processsu and effactive utilization of the avaiiable

resourcas,



1.5, Problems, lesues and Justification of the Ministry

1.5.1. The Minitry of Public Administration plays the role of
4dvioing the Cabinet and implementing Cabinat Holicy in .jensral,
Theoretically the Labinet and the Minister of Public Adm.nistration
can bring to pbear whatever intluence it deems necessary Jn the
officeru of the Ministry of Public Administration as well as on
officers of uthar Minlstries who handle thu personnel function.
However thure appeusrs to be nou clear-cut policy on thae staffing of
the UDivislone of the Ministry of Publ.c Administration in that tha
large majority of thu staft are drawn from tha transfaerable and
generalist admirnistrative and clerical services. Thuwse officers
hava not bweun selscted for any specialised skills or exparience in
public peraonnuyl managument, Moreover at the end of a four yaear
period they arg liatble Tor transfer out of the Ministry., This
holds good fur gilaft of personnel division in Ministrius and

Deportmants,

1.9.2. In addition to the above thers are also problems such as
balancing between centralization and decantralization, problems
of inter-agency relationships, and problems of formulation and
co-ordination and co-ordinstion and implemantation of personnel

policy.,

1.5.3. Tho Ministry of Public Administration munages oty _.nalf of
the novernment the human resources which is tha most important of
the resources at hand since it is this resource that manages all
othear rescurces, In o developing country iike Sri Lanka which has
leunched larqge scale irrigation and agricultural devulopment plang,
snddlas ay it is with tha problem of unemployment and its converse,
brain drain, the issue thot looms larga is one of matching man-
powar skills to employment opportunities. [n basic terms it ig a
problem of finding the right parson for thae right jobs, developing
the skilla of such persons and motivating tham to stay in the jobs

by sound personnsl policy.

1.5.4, Une of the problema that has advursely affected the

implemantation of plans for economic and social davelopmant has



been the outflow of technical skills from this country. This
problem has to be solved to a large extent by the creation of the
right conditions as compensation policy, oppertunities for traine-
ing and development of skills, creation of the right administra-
tive snvironment for technical personnsl so that they would not be
considered as playing a subiordinote role tou the so called elitist
administrative group. No attenpt has so far been made to framu a
set of positicn claasificationys spelling out the main technical
and administrative components of the jobs in respect of tha

specialistsy.

1.5.5. At oresent the two ageni:ies that are primarily concarned
with the formulation and implumantaticn of national plans are the
Ministry of Plan Implementation and tho Ministry of Finance and
Planning, while tha latter Ministry s the portfolin of tha
Miniater of Finance the formar comes within thg purviow nf the
President. The furmer Miniotry is also rmsponsible for recruite
munt of puhlic officors to noun-staff grades through fts system of
Job Hank., It appuvars inconqruous that the institutional arrange-
mant for finding the rignt parson for the right job is located
nutsideg fne Ministry of Public Administration. In order to have
an uffective pereonnal policy, implement government programmes in
the personnuel aphers, diract, quide and supervise the personnel
programmaes ant activitiaes of Uepartmental personnsl agenciss and
aleo intarpret rules and lay down quidelines and standoards it
neads autonamy and independenco, If then and then only it can
preserve and act on axiomatic principles such as supremacy of tha

merit principle, consistency, non-partisanship, etc,.

1.6, Conclusion

1.6.1. The need for an effectiva public adminiatration system is
all the more necessary bacause of the growing size .f the public
service from three lakhs in 1963 to the present strength and also
because of the need for training of cadres of public officers both
to man new positions es well ss to reaplsce pwrsonnel who have
emigratad, t aether with the need to build an update on information
base on parsonnel parameters, The exigtence of the Miniwtry I8

further justified bacause of thm multiplicity of organisatieons and

the diversity of roles of the organisations that comes under its



control and guidance. Tne increasing influenca and thao authority
of the politician se tha representative of the people; the

decentralisation of auministretion; tha grant of political righte
to a larye segment of publlc officers, the orientation of public
officers to bu more responsive to the asweds uf the public and the
amployment generation in & development and sociel welfare economy

have further justified and enhanced its saxistence and usefulness.
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