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Transforming decision-
making from rule to role-
based is one of the objectives
of Mission Karmayogi.

Commonly, administrative
roles are connected to the
positions (posting) adminis-
trators occupy as they progress
in their careers. In rule-based
roles, decision-making, in the
words of Paul Appleby, is con-
ceived to be a “mechanical,
merely technical, unvarying”
activity, leading to “wholly
scientific or technical and
wholly right decisions”

On the other hand, role-
based decision-making focus-
es on the process used by
administrators to make deci-
sions in different situations.

The most common process
is the typical bureaucratic way
flowing from the ideas of Max
Weber. The steps in this pro-
cess are — bureaucrats iden-
tify a goal based on public
interest, make an exhaustive
list of all possible courses of
action with their consequ-
ences, and decide on a course
of action that is most likely to
lead to goal achievement.

Role-based decision-making in Mission Karmayogs

Administrators use two variants of the
incremental process. If the political environment
so demands, the incremental approach is
reduced to a hands-off role in which
administrators operate only within the latitude
permitted by the political executive

The assumptions are that
administrators know and are
able to determine a goal based
on public interest; politics has
no role in decision-making,
and policy-making is separate
from implementation.

This process of convention-
al decision-making is found to
be slow, costly, ineffective and
unable to respond to unfore-
seen changes. To get over this,
administrators reduce the
extent of analysis by examin-
ing only a limited number of
alternative courses of action.

Issues are addressed indi-
vidually rather than in a holis-
tic manner, no visionary goals
are set, and the objective is to
give small solutions to what
are largely more complex
problems.

When new problems arise,
these are addressed through a
new round of incremental
decision-making. This short-
term focus leads to faster and

more politically relevant deci-
sion-making. This is called the
incremental way of making
decisions.

Administrators use two vari-
ants of the incremental process.
If the political envi-ronment so
demands, the incremental
approach is reduced to a
hands-off role in which admin-
istrators operate only within
the latitude permitted by the
political executive.

Administrators also intro-
duce an element of long-term
by following a mixed-method,
which consists of setting a larg-
er goal and then using incre-
mental actions to achieve

short-term objectives. In this
way, the incremental process
acquires a long-term vision.

The pragmatism of incre-
mental decision-making is
based on the ‘principle of
bounded rationality’ devel-
oped by Nobel Laureate
Herbert Simon. The premise
is that reality is complex and
cannot be completely under-
stood by any ﬁuman brain;
therefore, capacity to solve
problems is also limited. Asa
result, human beings satisfice
— settle for a course of action
that is ‘good enough’ for the
purposes at hand.

The conventional and the
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incremental processes serve
the welfare of all. Often, this
permits the wealthy, outspo-
ken and powerful to veer deci-
sions in their direction. As a
result, special interests of the
poor and disadvantaged tend
to be relegated to a subordi-
nate status. This is addressed
by following the advocacy
way of selecting a course of
action. In the advocacy way of

decision-making, administra-
tors actively pursue the inter-
ests of a less-endowed group
(e.g. tribals, differently-abled)
and behave like lawyers argu-
ing the case of their clients.

The conventional process of
deciding on a course of action
was overhauled in the 1970s.
This is called the strategic
process, and owes its origins to
the private sector when man-
agements of large corporates
started to practice a strategic
process in order to deal with
an increasing uncertain future.
The strategic process is orient-
ed towards actions, results, and
implementation.

It promotes broader and
more diverse participation in
the planning process, places
more emphasis on under-
standing the external context,
assumes competitive behav-
iour among people (and
groups), and focuses on a
community’s strengths and

weaknesses in the context of
external opportunities and
challenges.

Communication to change
the mindsets of people is a
completely different way of
decision-making. The
changed motivations and
emotions, in turn, drive
action. Administrators aim to
develop a public realm in
which individuals can engage
in free and open communi-
cation. Public interest also
becomes the interest of plur-
al communities, which is
known through communica-
tion and discourse.

Some of the processes
used by administrators are -
dialogue and discussion,
consultation on projects
during design and imple-
mentation, and the use of
appropriate type of language
and mediation in order to
evolve consensus among
individuals and groups of

people. Social media has
spawned a new way of dis-
course and communication,
having the potential to influ-
ence action by giving new
meanings to information
and issues.

Therefore, role-based
decision-making involves
knowing different ways of
choosing paths of action,
where all seem to be appro-
priate.

The selection of a partic-
ular path depends on the
deep structure of assump-
tions, beliefs, and values
held by administrators as
well as requirements of the
situation.

The task before the
Mission Karmayogi is to
build the capacity o%admin-
istrators in order to empow-
er them to choose and prac-
tice one way of being and
doing over another.
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