




TERMS OF REFERENCE 

2. I 
Reference of this Commission arc conccr~icd. Wc have becn asked : 

Thcre is a conscious dcparturc from the past as far as the Tcrms of 

"to examine thc work methods and work environment as also the variety 
of allowances and bcncfits in kind that are presently available to the 
aforementioned categories in addition to pay and to suggcst rationalisation 
and simplification thereof with a view to promoting eficicncy in 
administration, reducing redundant papcnvork and optimising the size of 
the Gowxnment machine?." 

Admrnistrativc 2.2 This enlarges considerably the scope of this Commission. Although 
it  would possibly be an exaggeration to call it an Administrative Reforms 
Commission, as was stated by a national newspaper, it brings under our purview 
certain significant issues of public service management which we may not 
othenvise have dealt with at length. We welcome this opportunity to express our 
views on the general policy which the Government ought to pursue in the area of 
civil service reform. 

Rejbrms 
Commission 

~~~~ 1 APPROACH OF STAFF SIDE I 
Supporlivr 
role 2.3 Thc staflsidc of the National JCM havc not bcen aversc to this parl 

ofour charter. They havc repeatedly asserted their comniitincnt to a ncw stylc'of 
zovcmancc in his counu). and pledged their support to an); rcfomiist ideas that we 
may cspoux Tlicy had only two ca\'cilts . thc consideration of such issues should 
be taken up af'tcr thc main report on pil\.scalcs and allowances was submitted and 



Consu Ituncy 
reporb‘ 

Visit to 
Commonwecaltlr 
countries 

thcy bc consulted on the contcnts of the refom pachage Thc Coiiiinissioi1. 
Iioivcvcr, fclt that \vc should present a singlc final rcport containing all our 
rccommcndatioiis, aptxially as therc is an incstricablc linkage bctwccn thc qualit! 
and quantity of manpouer. thc rcsultant quality. utilit! and cost cf’fccti\ciicss of 
public adrmnistration and the corrcsponding compensation package The pay scalc 
& allowanccs cannot simply be dctermincd without refcrcncc to thc organisation 
and s ix  of thc Government machinery 

2 4  It must be admitted at the outset that the time at our disposal \\as 
not enough to delve deeply into the controversial arms of public senice 
management However, we tried to enlarge our horiLons by resorting to 
c~nsdtancics on such diverse subjects as the ‘emcrging scenario af govcrnanco in 
the 2 1st ccntq’, ‘restructuring of organizations’, ‘optimisation of manpowcr’ etc 

2 5  We also tried to analyze the mcasures taken by somc 
Commonwealth countries which have atuactcd vide attention Tlic Coinniission 
paid a brief visit to Malaysia. New Zealand, Canada and the U K which havc 
undertaken widc ranging & succcssful refoms In public administration We had 
fruitful intcraction with the pcoplc who were involved with thc ncu s\stcms 

EXPERtENCE OF CIVIL SERVICE REFORMS IN OTHER 
COUNTRIES 

6. K. 
2.6 In the Un i t4  Kingdom, the effort started in 1979 whcn i t  was 
realized that the countn wa$ excessively bureaucratizcd and regulated. At first, 
Efficiency Units werc created in the Prime Minister’s Ofice. Scrutiny Exercises 
revealed several flaws in the civil service, which w r e  saught to be remedied 
throygh the Financial Management Initiative. Government departments werc 
allowed to manage their own budgets and managers made personally accountable 
for results. Then came the Next Steps Study, which resuited in the creation of 
Executive Agencies. In 199 1, the Government launched the Citizens Charter, a ten -: 
year programme designed to raise the standards of public service. Privatisation has 
been a key strategy in order to promote fair competition between thc public and 
private sector and give the best value for money to thc tasjaycr and the user of 
public seniccs. 

2.7 New Zealand also kicked off its reforms process by corporatisation 
and privatisation. Many government enterprises were sold off into private 
ownership. More than that, the principles of private sector organisation, cfficicncy 
and market coppetition were applied in the public sector A new system of 
financial manigement was put in place to give individual departments gricalcr 
autonomy in rhc management of thcir resources. Ministers now cntcr into contracts 
with dcpartmcntal chicf oiecutivcs, specifying thc dcsircd output and the pricc that 
will bc paid. Chicf Executives arc on fivc-year contracts. The!. i n  turn havc full 
powrs to hirc and firc thcir staff and to fix thcir salarics which arc wholly rclatcd 
to pcrformancc. 



< ~ r I l , l l / , l  Z R  111 Canada. tlic rcnc~al  oltlic I'cdcral piiblic scr\ ICC \\;la i i i i t i ~ t ~ d  i i i  

1080 Thc kc! thciiic of tlic rcfonii proccss is 10 pro\ idc liigli qualit! scr\ ICC and 
iiicrcascd clicnt satisfaction Tlic public scrvicc has to bccoiiic niorc cngagcd. niorc 
opcn. morc I isiblc and morc consultativc It must i i n  cst niorc hcavily i n  thc 
dclclopmcnt of pcoplc and simultancousl\ rcducc thc burdcn of internal controls 
An intcr-dcpartmcntal quality nctwork has bccn cstablishcd and scrvicc standards 
picscribcd Greatcr powcrs havc bccn dclcgatcd to dcpartmcnts through thc 
cstablishicnt of opcrating budgcts and incrcascd fiscal jmr-end flcsibility Ncu 
inforniatioii technology has also bccn uscd to providc improvcd scrvicc at rcduccd 
cost 

,\ h / ~ ~ S " '  2.9 Malaysia has also travcllcd in thc samc dircction through thc 
do\vnsizing of thc public sector through privatisation, thc introduction of thc 
Malaysian Incorporated conccpt and thc inculcation of positivc values and work 
cthcs. The public service has adopted thc concept of Total Quality Management 
lchich has paved the way for thc crcation of customcr-focused organisations 
capablc of delivering quality outputs and scniccs to customers in a tinic bound 
fashion. Towards this cnd, Govcrnmcnt has adoptcd thc clicnts' chartcr which 
ciii~isagcd a \+Titten commitmcnt by its agcncies to mcct prcscribcd standirds 
SJwmic changes wcrc introduced in the budgcting and accounting arcas lo pcrmit 
iiianagcrs to achicvc optimal utilisation of rcsources Thc Ncw Rcniuncration 
S\.stcm cerated a work culturc that cmphasizcd pcrformancc, qualit!. and 
productivity 

2.10 
other countries in this general area : 

There are several lessons that we can draw from thc expcricnce of 

Civil service reforms have been identified as a 
critical concern in the quest for rapid economic 
progress, both in developed and dcveloping countrics 

the reform process has sought to define and 
concentrate on the core duties of Government and to 
ensure that non-corc functions bc offloaded on to thc 
non-governmcntal sector 

this has involved right-sizing of the Government and 
reduction in its flab 

many functions have consequently been privatised 
fully or partially. corporatised o r  ,given out on 
contract 



Lhcrc has bccn rc-engincering of the Govcrnmental set 
u p  lo mahc i t  i'unctional. cilicicnt. prodiictn~c. cost- 
cffccti\ c and sen icc-oricntcd 

standards of perfornirrnce have been published b!. 
indr\ idiid organications and bccn adhcrcd to stricill 

greater transparency has bccn impartcd to thc 
functioning o f  Govcrnnicnt dcpartments 

gotcmmcnt employees a re  being held accountable for 
thcir actioiis. and ;ii~otis mcthods of rcrvnrd and 
punrshmcnt rclatcd to thcir pcrformniicc arc bcing 
dc\ 1 scd 

thcrL is greater erriphasis on productivity, qualit!,. 
courtcsy and custonicr satisfaction 

THE! INDIAN EXPERIENCE 

t I irtorira I 
rwic)s 2.1 1 It is not that India has not taken initiati\,cs i n  thc field of 

administratiic rcforms. We  ha\^ had thc Sccrctariat Reorganisation Committcc 
hcadcd by Girija Shankar Bqpai ( 1  947). thc Rcport on Rcorganisation of thc 
Machinen. of Go\zmmcnt b!. N Gopalastvanit .A!?.;ingnr ( 1940). the' Gon\ ala 
Committcc Rcport (I95 1). !hc Applcb!. Rcports (1953 and 1956)> the 
Administrative Rcfomis Commission Rcport ( 1900). and thc scrics of rcports 
submitted b\, the Economic Administrati\z Refurnis Commission ( I98 I -84) 
headed b!. Shn L.K.Jha. Conscqucntl!,. a11 01 gnnisation and Mcthods Di\ision \\.as 
set up in the Cabinet Sccrctarlat i n  1954,and this has flowercd into tlic prcscnt 
Department of Administrativc Reforms. New s! stcins of sccrctariat working ivcrc 
introduced, performance budgeting was adoptcd b!, all dc\dopmcntal niinistrics. 
there was vide delegation of admlnistrativc and financial powers, scvcral initiatii.cs 
were taken to professimaliie the public sector operations and attempts \vex madc 
to create svstem of on-line monitorins of perforniancc in governmcnt. 

Recent 2 12 ' Certam initiati~ cs of the last tncnt? \cars ha\ c further accclcratcd 
our march on the path of progrLss Wc ha\ c gone through a telccoiiiniunication 
rcvolution, our shies ha\c bccr, frccd both for acroplanc flights and tclc\ ision 
channels, information technology have spread far K: wide in thc Go\crnmcnt, 
taxation systems ha\ e bccn rcfornicd, procedurcs ' for industrial licensing 
transformed. NRIs and forcigli in\ cstors facilitatcd. shares of public scctor 
enterprises disinvestcd and ratc of grou th of c\ports niultiplicd manifold The 
NCM Economic Polic! of the In-1 fi\ c \cars has \ icldcd postti\ c rcsults and. thc 
ccononi! appcars to ha\ c bccomc buo\ ant 

Imlloftves 

ltiillufitig <I 2 13 It must bc conccdcd, ho\vc\cr. that Structural and organisational 
reforms in the machinery of Government itself h:tve not kept pace with the de hnlc 



I OURAPPROACH 1 
2 I4  Our approach to thc prcscntation of' our vicwpoint IS as lollous 

First. ivc shall look gcncrally at the futurc. that is thc 
inimcdiatc futurc of thc ncxt 10- I5 !cars. \vhich is thc 
timc horimn for any Pay Commission This will hclp us 
to undcrstand what kind of India is i n  thc making and 
what kind of go\~crnmcntal sct up i t  ought to haix 

Ncst.  n c  shall cnunciatc an cfficienc!. prograrnnic of 
hou. to rcdcfinc thc goals of Go\crnnicnl. pass on ccnain 
non-corc - asti\.itics to pnvatc contractors. dc\.elop 
partncrship bctivccn Govcrnmcnt. indust?.. acadcmia 
and NGOs. rcstructurc govcmmcnt, change thc work 
nicthods and cnvironmcnt. bring about aulonom!.. 
transparcnc!,. productivity and cquit?. in  thc system. 
rcducc papcn+,ork and introducc automation and 
infgrmation tzchnolog!,. 

Thirdly. \+c shall putlinc ccrtain no \d  idcas on 
marlpower dei clopment so that we attract thc best talcnt 
into Govcmmcnt and retain it ,  cxamine new modes of 
rccruitment. including contract cmplo\mcnt, look at 
some innovative suggestions relating to training. 
performance appraisal. carecr progression. transfcr 
poltcics and accountability 

Then lastly. vc shall examinc thc emplo! mcnt under the 
Ccntral Go\cmmcnt and whcthcr thc s i x  of its uork 
force can bc controllcd. look at various options of 
optimising thc S I K  of thc Govcrnmcnt machine?. 
cspcciall! in tlic orgmsed scn ICCS. amicd forces. central 
po l i~c  organisations. rail\\ ays, posts and 
tclccommunications. and inahc spccific proposals for 
rightsi/ing of Go\ crnmcnt 

,I / h / W i ? l /  I</ 2 16 At thc cnd of th i s  Part of the Repod, wc ivould c\pcct to havc 
outlincd a blucpnnt for actioii lthich. if iniplcmcntcd bv Govcmnicnc. vould result 1 1 i / i 0 l ~  

' X I  : 
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I LOOKING A T  THE FUTURE I 
I .  I t l l t n  I l l  I*<\, 3 1  Any attcnipt to look at tlic futurc is a liazardous cscrcisc. 

Futurolog?. in\.olvcs an ixuapolation of thc past into thc futurc \ \ . i th  in1elligcnt 
gucsscs about the Iikcl! ouicomc in an unccrtain world. Thcrc arc too man!. 
impondcrablcs and cixn onc cataclysmic cvcnt like a world war or disintcgration 
of a largc count!. can make all thc guesswork rcdundant. Thcrc are n numbcr 01' 
altcrnati\.c futurcs auaiting us. 

.\ \ICr N ' ' p 0 I . I  3 2  Fortunatel!. the hmc horwon of a pa! cominission is just a dccadc. 
not too long a period to indulgc in a bit of iiispircd clam o! ancc Wc. thcretorc 
commissioned the Stratcsic Management Group to forecast thc Iihch sccnnrio i n  

thc political. economic. social and other sphcrcs upto thc \car 20 I0 lhc! ncrc t o  
idcntif! the possiblc changes in thc charactcr of golcrrmcc and to suggcst 
structural changes and the hind of bureaucracy requircd tc; mcct cffcctn cl! thc 
emcrgmg challenges of thc 2 I st centuq In what fdlov s we nttcmpt to con] c! thc 
gist of their report. as modified by our own pcrspcctn es 

SECURITY AND INTERNATIONAL ENVIRONMENT 

3 3  The primaq objective in this arca IS to rctaii and strcngthen thc 
sovereignty. unih. intcgnt? and sccurity of the nation. contain fissiparous 
tcndcncics. turmoil and unrest at home and 01 crt threats from across thc bordcrs. 
emergc as a kc! pla\cr at lcast on the Asian sccnc and optiniisc our rcsourcc 
util1sation 

"~rc l l \~e3  

Our rrirni r l  3 4  

/ ) l~ / l c l c$  

Toda!. thc itorld IS no longcr bi-polar I n  tlic post cold n a r  period. 
v i th Amcrica cnicrging as thc strongcst militan powct. India c m w l  iciist 

intcrnat~onal prcssurcs b! pla! ing onc supcr po\\cr agaiiibt thc ollicr \+/it11 

Pahistan dcchiing i t s  nuclcar capabilitj, i t  is impciaIi\c that 11: c,ncliiII! IC- 

c\aiiiiiic thc nuclear option to rcmoic thc ambiguit! i n  our polic! Wc should 
continuc to rcsist prcssurcs n i t t i  rcgard to our missile and spacc piograiiiiiics 

W L  rtrili' 





i 0 India'\ l j o ~ > t i l i l t i ( j i 1  Ioda\ IS  the sc~oiid 1iiShcsI 111 rhc \\<)[Id. \\hilt 
I d  m a  is onh 2 4"+1 1 hc Plniining Coinmission ha\ c prolcctcd a populatrori of' 
1081 2 million b\ 2000 A I) arid 1 104 25 million b\ 2 0  I I 4 D During thc pcriod 
1 OX 1 I99 I .  birth ratc per thousand dccliilcd Irom 3 ;  X to 20  a i d  th: dcarh ri~tc 
lroiii '2 1 to 0 7 -1 tic annual gronth ratc is 1 X ' h  \\liich is Iihcl! to fall funhcr IO 

I ?'I' 0 

2000 onl! i n  Tamil Nadu. Kcrala, Karnataha. Punjab and West Rcngal This has 
b g n  rcndcrcd"pbssib1c by increasing the ratc of fcmalc Iitcrac? and rcduction in  

infant mortality ratc Dcspitc Govcmmcnt's bcst cfforts. total litcracv would 
prohabl! not bc achic\ cd bcforc 2027 A D 

E\cn 50. thc nci roproduction ratc of 1 or Icss \ \ i l l  bc achic\cd b? thc !car 

3 10 Siniultancousl!, thc ratc of urbanisation is also picking up fast l'hc 
pcrccntagc of urban population is cspcctcd to go up from 27 82 in 1996 to 30 57 
b! thc cnd of thc !'car 201 I Thc gro\t.th of citics is haphalard and rcsults in 

scicral ncgativc fcaturcs likc risc in land pnccs. incrcasc in slum arcas. dzgradatiot? 
i n  thc quality of Iifc. cspcciall! of thc urban poor 

3 1 1  Thc cniplo!mcnt sccnario is cquallj dismal Thcrc is a currcnt 
bachlog of cstimatcd 18 7 million uncniploj cd and anothcr 125 million pcoplc arc 
Iihcl! to cntcr thc labour niarhct bctwccn 1'990-2010 Honci cr. thc ratc of incrcase 
in cmplo! mcnt opportunities during thc pcriod I97 1 - 199 1 has bccn a very IOU 
2 2';;) pcr annum 

3 I:! Thcrc arc Laning cstimatcs of pcoplc 111 ing bclou thc po\crty linc 
and thcsc rangc from 30'% to 40'%1 of h c  total population Thc anti-povcrt? 
prograninics hn\c not bccn ablc to achic\,c thcir targcts niainl! duc to proliferation 
of schemes and thc abscncc of a propcr dclii c? mechanism 

Food sccurit! of thc population is a major arc0 of concern It has 1 I ?  
bcen cstimatcd that 2.50 million pcoplc consumc lcss than thrcc-fourth of the 
nccdcd calories, uhilc anothcr fifty fivc million tahc lcss than half their daily 
calonc rcquircmcnts The major problcm hcrc is thc incffccti\,e public distribution 
s! stcm vhich is not rcaching LHL rural poor 

9 -  

3 13 Although the status of sonic \\omen in our society has seen a 
rcmarkablc upgradation. thc position on an o\crall basis is quite unhappy The scx 
ratio has declined from 972 in 1901 to 927 in 1991 The position of femnlc 
literacy and nutritional and hcalth status of vonicii Icaics much to be desired 
Efforts at  thcir political cmponcrmcnt haw not fructificd full! 

3 I3 A similar problcni cxists in rcspcct of socially and economicall? 
backward groups lihc schcdulcd castcs, schcdulcd tribes and other backward 
clasws Sustained efforts haw rcsultcd in an cnhanccmcnt of the Iitcracv rate to 
37 4 I %  for the scheduled castcs and 29 60'%1 for thc schcdulcd tribes Rescmation 
of scats i n  thc Pariiamcnt. Icgislati\ c asscmblics. pancha! ati raj institutions. 
cducational cstablishmcnts and for cniploj mcnt i n  thc go\*crnmcnt and thc public 
scctor haw iniprovcd thcir status Sociall!. this has had t ~ o  hinds of fall-out I n  
ccrtnin Statcs. thcrc is a climatc of tcnsion bct\\ccii thc mciiibcrs of fontard and 
bachnnrd conimuiiitics to tlic cvtcnt of bccoming a la\\ and order problem It is 
also \\idcly fclt that thc facilities extended to thcsc disad\ antagcd sections of 
socict> ha\c bccn corncrcd b) a feu influctitinl familics 



, i g w i k r  /or 3 I0 In this contcxt. thc tollo\\ing agciid,, I'or action ma! havc to cmcrgc 

Programmes aimed at halting the demographic explosion. 
rcmoving illitcraq. reducing infant mortalit! and po\ crt! from this 
country w i l l  havc to bc c&mcl! high a n  thc agcnda for the 
Central Govcrnmcnt 

~ l c ~ l l l l l  

- 

- .The quality of management of the social services sector, 
especially in basic health and primary cducation in Govcmmcnt has 
to be drastically improved. 

- There wil l  havc to bc special schemes for an orderly transition 
to  a highly urbanised society, with particular rcfcrcncc to thc 
problems of thc urban poor. 

- The eslstmg Public Distribution System \vill havc bc ovcrhaulcd 
so that it becomes an cffcctivc conduit for suppl!mg rations at 
reasonablc prices to thc rural poor 

- The entire paraphernalia that sustains the phcnomcnon of male 
dominance in society wil l  nccd to bc disbandcd 

- An attempt w i l l  h a w  to be madc to move gradually from a 
reservation-centred approach to an enhanced opportunity 
approach, for the upliftmcnt of mcmbcrs of disad] antagcd castes. 
tnbes and communities 

THE ECONOMIC SITUATION 

Rare qf 
g r o w h  

3.17 During the eighties, thc Indian cconomy moved au.a>' from the 
Hindu rate of gro~vth of the preceding two decades and achieved an averagc growth 
rate of 5.23% per annum. Hotvevcr, the csplosive growth in government spending 
resulting in negative savings of the Government administration and failure of the 
public sector to generate investible resources led to a macro-economic crisis 
towards the'end of the decade. 

I:'collomic 3.18 
pol1cre.c 

A new economic policy was announccd in Jul!.. 1991 which 
cnvisaged a roll-back of the State and placing a grcatcr rcliancc on market-fricndly 
polrcics. In the ficld of industrial policy, liccnsing \vas abolishcd for most of the 
industries, the number of items rcscncd for the public scctor uas rcduccd to six 
and thc MRTP Act was amended. The National Mincral Policy ( I  993) dcrcser\,cd 
t h m n  minerals for exploitation by the private sector, \vhilc the National Tclccom 
I;'olicy (1994) allowed privatc participation in basic telccom scnkcs .  Thc Air 
Corporation Act, 1994 cnablcd privatc air taxi compaiiics to opcratc rcgular 
dorncstic scrvices. The National Highways Act was amcndcd to cnablc levy of toll 
on uscrs of national highivays. 

3 19 Thcrc \ w c  sporadic attcmpts at disinvcstmcnt i i i  public sector 
cntcrpriscs, but these got cmbroilcd i n  controvcrsics. culminating finally i n  thc 
sctting up of thc Disinvestmcnt Commission ( 1996) I t  is incrcasingl!, felt that in 

92 



3 20 On an ovcrall basis. i t  has bccn cstimatcd that i f  thcrc is a 5% 
growth m GDP, per capita tiiconic can bc raiscd 2 4 tinics by thc >,car 20 10 and thc 
pbrccntasc of pcoplc bclow thc po\crt! linc can bc brought bclow 20% I f  therc 
is an invcstmcnt ralc of 30'%, and a gro\\lh ratc of 7-X% ovcr thc ncxt IO- 15 \'cdrs. 
pcr capita incomc can bc trcblcd and thc demographic threat Lcpt undcr check 

3 21 
of 2 6% to 2 8% This ncccssitatcs a major policy initiatiw 

Eniplo!mcnt ~cncration has bccn considcrably lovcr than thc target 

3.22 It  has bccn acccptcd that thc main rcasoii for thc niacro-cconomic 
crisis was the growth of public spending through the cightics as a rcsult of which 
fiscal deficit as a proportion of GDP rosc from 6.4%) to 9%. The yarning gap 
between rcvenue rcccipts and rcvcnue cspcndturc was rnct by deficit financing and 
thc raising of intcmal and cxtcmal dcbt. Attcnlpts to curtail thc dcficit havc mainly 
been made through rcductioii in capital cspcnditurc. with conscqucnt advcrsc 
impact on the economy. What is rcallv nccdcd is a cut in rcvcnuc expenditure, for 
which a reduction in thc rolc and scopc of govcmmcnt is cssential; 

\ 

3.23 The reduction in' Goicrnrncnt will ha\c to bc achic\.ed through 
dismantling of the cxccssive controls. disinvcstnicnt in the public sector, 
corporatisation of departmental undertakings, privatisation and contracting out of 
many services that arc presently bcing performed dircctl!, by Governrncnt. 
Government's role will bc morc in evolving thc policy of govcmancc and less in the 
actual governance itself. Most Goiwnmcnt dcpartrncnts will havc to function as 
facilitators rather than inhibitors of growth. New regulations will havc to bc 
c\,olved and enforced so as to provide a Icvcl playing ficld as between the pub1:c 
and private secior enterprises, as also bctivccn domcstic and foreign companies. 
The admrnistered price mechanisms will ha\c to be rcplaced'by mechanisms based 
on market-determined prices. 

3 24 A major thrust of Gowmmcnt initiatives w i l l  have to be in the field 
of poverty alleviation Although thcrc arc a number of anti-povcrty schemes in 
existence, a much bctter dclilwy s!stcrn nccds to bc dcviscd The multiplicity of 
the existing programmes \ \ i l l  ha\c to bc curbed Thcrc is nccd for higher 
mvestmmts m the fields of pninaq. cducation. basic health care. rural roads. water 
supply, sanitation, slum mipro\ cment ctc 

3 25 
rcquirc the following initiati\rs 

Thus the cconomic sccnario of thc next dccadc \id1 most probably 

An iii\*cstnient rntc of 30% and a rate of growth of GDP by 6 to, 
8 O A  

- An increase in erriployment generation by 3% cvcN year 

Dismantling of the permit-licence system 



- Disinvestment in ttie pirblic sector 

- C'oi-poratisation of departmental undertakings 

- Privatization and contixcting out of services 

Hesrduol role 3 26 
of.Yfa& following areas- 

Thc residual role of the State will hale to be confincd to ~l ic  

- As R facilitator of economic activit!, 

- For dc\xAopiiicnt infrastructure 

- As an investor in social senices 

- In po~cr ty  alleviation programmes 
/ 

THE OVERALL SCENARIO 

.treed f i r .  fasfrr 3.2 7 
growtlr 

Thus when \ve.visualize the national scene as it is likely to emcrgc 
by the year 20 10, there are some discernible trends. The fundamental task IS  to 
keep the nation intact against all its enemies, internal and external. We ha\c to 
fuse the different classes, castes and communities into a unified band of sccular 
citizens. And India has to achieve a faster rate of economic growth with the 
private and public sector working in tandem. 

3 28 
the new challenges is our next theme 

How the Central Government would ha! e LO change in response to 



I INTRODUCTION 1 
hitroductioti 4 1  Having visualized the possible sccnarios for the next decade, we 

may now look at the manner in which the rolc of the Central Government is likely 
to be altered as a result of the potential changes in the environment. Before we do 
that, a brief appraisal of the subtle shift in the rolc of Govcmmcnt itself would be 
in order. 

A MODIFIED ROLE FOR GOVERNMENT 

Hole o/Slare 4.2 Philosophers, economists and political scientists have often differed 
violently on what the role of the State should be. Adam Smith was a votary of 
laissez faire and Western capitalism was founded largely on the premise that the 
best Government is the one which governs least. The world war period saw the 
emergence of the Welfare State which come to be firmly established in all the 
western capitalist societies after the Second world war. In the alternative system 
ofeconomic organisation, Karl Marx dlcd for the withering away of the State, but 
critics of Marxism allege that,the revolution spearheaded by the proletariat led, in 
actual fact, to State Capitalism and totalitarian rcgmcs. 

Recent Change.$ 4.3 Recent decades havc sccn a shift towards a rcduccd role for thc 
Government in all countries. Thatcherism in U.K. and Reaganomics in USA. tricd 
to pull out the State from the morass of over-involvemcnt. The decline of 
Communism in Eastern Europc has furthered thc trcnd towards economic 
libcralisation and disinvestment in public stxior cntcrpriscs. Thus it is no longer 
always popular to be a lcftist or to advocatc nationalisation as tlic panacca for all 
ills. 

7hz itiifiati 4.4 India could not hnvc rcmaincd unaffcctcd by thcsc ,global trends 
But it was really the dcep economic crisis of I90 I which pushcd us on to a ncw ‘onlcxt 
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jurisdiction 

Federalism 

path of development Today it is the received wisdom that Govcrnmcnt should 
confinc itsclf primarily to the core function's that cannot be performed b! thc 
iiiarhct El cvthing else must bc left to private initiative 

4 5  Contemporancously, hcrc 1s no onc who advocates an all-pcn asis c 
role for the Government The attcmpt is to identify the core functions There is 
a fair amount of sonsensus that the following areas fall within the legitimate 
province of Government as such : 

(9 National sesurity 
(ii) International relations 
(iii) Law and order 
tiv) 
(v) Setting up of infrastructure 
(vi) Social services 
(vii) Programmes for disadvantaged sections 

Management of economy at macro level 

4.6 At thc sanie time, it is recognised that there arc functions currcntlv 
performed by Government which ought to be given up. Direct participation in 

manufacturing, mining qnd cconomic services and direct control of cconomic 
activity in the private sector are two such major areas. Many countries have 
&vested themselves of public sector enterprises which could be better run in the 
private sector in the areas of coal, steel, fertilizers, air, rail and road transport, 
tourism. hoteliering, banking, insurance, and so on. Some countries have turned 
to the private sector wen in the tradtionally super-sensitive areas of atomic energ?. 
space and defence production. Where some activities have been retaincd in 
Government. they have becn hived off into separate autonomous agcncies with 
independence of functioning. 

4.7 The nature of Goverhment regulation of cconomic activit). has 
undergone a major change. Governments no longer insist on issue of licences and 
permits for setting up of new industrlal units or expansion of esisting ones. I t  is 
considered Lviser to set up autonomous regulatory agencies Lvith quasi-judicial 
powers, in order to ensure that the functioning of private units is regulated in thc 
social interest. 

~~ I A NEW CHARTER FOR THE CENTRAL GOVERNMENT 1 
4.8 In the Indian context, we have to also examine whether within the 
overall parameters of what the State should directly do, a particular itcm should bc 
within the jurisdiction of the Central or State Governments or the third tier of 
Govemmcnt that is now bang established at the level of the urban local body or thc 
village panchayat. 

4 9  When the Indian Constitution was initially framed, it was intcnded 
to be a federal polity with a unitary bias During the period 1950-90, thc unitan 
bias got a tremendous boost, owng to Lhc fear that thc country would othcntisc bc 
broken mto fragments due to strong centrifugal forces After 1967. u hen thc first 
Sanyukta Vidhayak Dal ministries were formed in the States. right through thc 
pcnod 1977- 1980 when the Janata Dal was in office, the opposite trend of Statcs 
asking for greater powers was also set in motion Today, ~vhcn the Ccntraj 
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Govcrnmcnt is itsclf a multi-pafly coalition of wvhicli sonic partics rcprcscnt 
rcgional force. thc fedcral tciidcncics have again conic iiito tlicir owvii. 

4 10 Thcrc arc two major dccisions nccdcd hcrz First, there has to be 
a transfkr d functions, powers and resources to  the States. This can be donc 
amding to thc overall plan laid down by thc SarLiuia Commission on Ccntrc- 
State relations Thcrc are dccisions takcn or suggestions made ih moetings of the 
N?tional Development Council, Chief Ministers' Confcrmcc or the conclaves of 
leaders of Opposition parties 

4.11 
paramcters : 

Specifically, thc action would bc guided by thc following broad 

The Central Government would confine its activities only to 
the core functions mentioned in the Union List. Even here, an 
attempt could be made to prunc the list. 

Some items could be shifted from the Concurrent List to the 
State list. Education is onc such major subject. 

- 

- Matters which are itemized in the State List could be generally 
left to the States, with the Centre only dealing with certain 
minimal aspccts of international relations. o&erall legislation and 
coordination 

- The list of Centrally Sponsored Schemes could be brought 
down sharply to almost ten National Programmes, with the rest 
being transferred to the States. 

- The entire scheme of sharing of revenues as between the Union 
and the States could be worked out afresh, so as to allow the 
State Governments to haw elastic sources of revenue or a larger 
statutory share in Ccntral revenue receipts. 

4.12 Secondly, self-governing institutions . where the people 
themselves take over the functions of the State would have to be encouraged, 
sustained and nurtured. These would include municipal bodies, panchayats. 
cooperatives, voluntary' organisations and the like. Political and economic 
authority would necessarily have to be delegated to them. . Politicians .and 
bureaucfats, who have trrsdltionally looked at these organisations with contempt or 
disgust, would have to willingly share power with them. 

4.13 
preserve would need to be further rationalized in the following manner : 

Whatever is then lcA with thc Ccntrat Govcrnment as its legitimate 

- Only matters requiring policy initiatives and overall monitoring and 
coordination should be rctaincd in thc Ccntral Ministrics and 
Dcpartmcnts . 
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- Funclions that involvc rcgulalion and control of private initiatives 
would havc to bc Iiivcd olT to scnii-autonomous iiidcpcndciit 
agencics. 

- Dcpartmcntal undertahings should cithcr bc closcd douii. 
privatized or bc convcrtcd into public scctor cntcrpriscs 

- Services that can be pcrformcd by the private scctor should bc 
contractcd out, as far as possible; to that sector 

IMPLICATIONS FOR ORGANISATIONAL STRUCTURE 

Changes it# 4.14 
slrncmm 

All this has widc-ranging implications for thc way the Ccntral 
govcmmeni needs to bc smc€ured. The decisions that may rcquirc to be takcn will 
be of the following broad types : 

(Ij Some Ministries and Departments may have to be abolished 
altogethexor amalgamated with other Ministries and Departments 

(ii) The Size of a Ministry or Department may have to be reduced 
drastically in order to fit it for the rcviscd rolc that it has to 
perform. 

(iii) The kinds of programmes and schemes that will be 
implemented may have to be quite different. 

An .4ltered Role 4.1 j In gcneral, the Central Govcrmnent will havc to alter its perceivcci 
role. delegate much more to other levcls of Govcmmcnt, transfcr many of its 
functions to the non-fiovemmental sector and fashion a public senice that would 
be geared to the new tasks. It is sometimes thought that an altcrcd rolc for thc 
bureaucracy would Mute its importancc. This is too simplistic an approach. I; 
is our considtred view that the public services have a critical role in the task of 
building up a resurgent nation. Let us now try to see what this role is likcly to bc 
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THE PRESENT STRUCI'URE 

5 1  
see a certain welldefined pattern. At the Central level, the All-India Smiccs, the 
Central Services and the Commissioned-Officers in the armed forces providc the 
leadership. The Group B Services are a second &g of leadaship and supemision. 
The Group C Services pmide valuable support and the Group D Smicts form the 
auxiliary wng. 

When \vc assess the present structure of public services m'In&a, 

5 2  There are certain distinguishing features of the public scfvices 
Recruitmcnt is generally made by open competitive examinations conducted by 
tndependent bodes hke the Umon Public Senwe Comrmssion, Subordinate Savicc 
Comrmssions, Service Selection Boards etc The p d u r e s  are open, transparent 
and generally trouble-free We have a high degrec of fairness and objectivity in 
selection to the public services 

5.3 The public servants are authorities under the Constitution and the 
law of the land. They derive their power and authority from Articles 109 to 3 13. 
of the Constitutionand various- Acts, Rules, Regulations and notification$;~aIl of 
which have a legal sanctity. The exercise of such authority is subject to scruthf 
by a number of institutions. The legality can be questi&ed in a court of law; the 
propriety can be challenged by the Comptrolter and Auditor General; the 
contribution to public welfare can be debated in Parliament and its many 
Committees; the iflqpty aspcct can be probed by various vigilance organisations, 
and an indepcndcnt press performs a vigorous watchdog role. Thus all the 
institutions that arc prcrequisites for an independent, fair-minded, honest, devoted 
public service arc in place. 

1 PUBLIC IMPRESSIONS I 
5 4  Howvcr, if onc spcaks to any cnlightcncd tiicmbcr of the public he 
has several complaints against the public services. Thcsc relate to their sile. 
productivity, accountability, transparency and intcgrity. 



S1.W 5 .5 Thcrc is a gcncral imprcssion that thc rrbsolutc silt of tlic 
burcaucrrrcy is ovcrgrown bcyond what is ftiiidanicntally iieccsscln. It is oftcn 

. rcfcrrcd to as bcing "bloatcd". It is also fclt that the ;iunibcrs arc iiicrcasiiig at a 
rapid pace. with scant regard for thc work-load. Pcoplc also spcak of tlic 
burcaucricy being top-hcavy 

t'rodrcstl\?~v 5 6  Not only are public servants pcrccivcd to be too many in numbcr. 
it is also believed that they do not contribute to thc gross domestic product Public 
scwants are alleged to invanably come late to office, spend a large part of the day 
in sipping tea, smoklng and indulging in gossip. and leave officc carly 
Consequently, productivity is said to be abysmally low, estimates of thcir actual 
\\orking hours ranging from onc to two and a half hours in a da? 

Accounfabihy 5.7 It is felt that bureaucrats are a law unto themselves. Thcy hide 
behinds mountains of paper, maintain uncallcd for secrccy in their dealings with 
public issues, takc surreptitious decisions for considerations that arc not always 
spclt out on paper, and arc amuntable to no one. They havc lifc-timc contracts of 
service which cannot be cut shori on any ground, dcfendcd as thcy arc by thc 
safeguards under b c l e  3 1 1 of the Constitution. Their misdecds are ncver found 
out. Ifacposed, they take refuge behind the protcctivc wall of collcctivc dccision- 
making in committees, which cannot be brought to bdok. 

Inrrgriy . -  5.8 The most serious charge levelled against thcm is that they lack 
integrity and honesty. llus t h q  are alleged to lack not merely in the scnsc that they 
accept money or rewards for the decisions they take as public scnants in thc 
exercisc of thcir sovereign powers, but also in the larger sense of not maintaining 
a harmony between their thoughts, words and deeds. Many scams arc bcing 
uncovered every day and evidence unearthed of public scnants not only conniving 
at corruption but being the beneficiaries of the systcm themselves. 

SELF-IMAGE OF THE PUBLIC SERVANTS 

Importance 5 9  If one speaks to public servants, they have a different story to tell 
They feel that thar tasks have become increasingly complex and important over the 
years Inha used to be a comparatively smpler semi-feudal society that had 
remained largely static and unchanged over centuries It had been described 
variously as 'the mtinent of Circe' or 'an area of darkness' Suddenly it has becn 
transformed mto a nation wth 'a million muhnies'. The disadvantaged sections of 
society - women, backward classes, scheduled castes and tribes. dalits, minorities, 
the poor, the handicapped -have woken up to the,, ;@r Everywhere there are 
struggles and these have got to be resolved peacefully, productively and 
meaningfully 

5.10 The increase in the size of the work-force has not unfortunately kept 
pace with the workload, the bureaucrats .feel. There arc unnecessary hurdles on 
creation of posts and illogical across-the-board cuts in numbers. The result is 
delay, inefliciency and corruption 

S~JI~IW li*veh 5 \ I The public servants fcel victimid by thc systcm which has pcggcd 
their salaries at very low levels compared to (he public and privatc enterprises Thc 
r a n t  cnby of multi-nationals and NRI-owned companies in the Indian market has 
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f d x r  dmpcncd that cnhsiasm, as thcy find lhcir own ncvt gcncration drawing 
salancs which bcar no rclauaiship at all with their o\vn pctty wages Thcy arc also 
rcscntful of the fact that Pay Commissions arc sct up at intcrvals of dccadcs and 
that thae is only pmal ncutralisatm of the nsc in cost of living, which means that 
thcy are bcing subjccted to a gradual and sustained proccss of impovcnshqmt 

5 12 Many public scrvants fccl that only a small pcrccntage of lhem me 
cormpt, but thc), are all tarrcd with the same brush. Thcy would like Govemmcnt 
dtake s@d action agahst such miscreants, so that the general image of the public 
servant is not sullied. They feel that they are actually accountable to a host of 
agencies and, in fad, many of thcm havc stopped taking decisions owing to the fear 
that any decision taken by thcm is liablc to be misconstmcd and misintcrpnted. 

I A BALANCED APPRECIATION I 
1 I 

5 13 There is a yawning chasm betwcen thc public perception of the 
bureaucracy and its self-imagc. Both views arc rathcr exaggerated and the reality 
lics somewhere in thc middle. 

5.14 The achievements of the public services are laudable. If wc have 
been able to govern a country which is more of a sub-continent, with so many 
elements of religion, caste, communiq, language or region that can divide, some 
credit should go to the bureaucrats too. Our scientists have worked wonders in the 
fields of space, agricultural production, atomic energy, defence production, 
electronics, computer software and so on. Our cngincers have built roads, 
high\va>s, buildings, dams, factories and otha complicated structures. Our doctors 
havc eliminated a number of diseascs and lengthened the life-span of each citizen. 
Our dplomats have implemented a fearless and independent foreign policy which 
has steered us clear of the power blocs. Our soldiers and policemen have defendcd 
the'integrity oi'ihe nation. Our industrial workers have shown wonderful results 
in- numerous fields: On the .whole, India's ovcrall progress spanning the last half 
a c e n w ,  whle sustaiung a vibrant democracy, an independent judiciary and a free 
press, is not a mean achievement. 

5 15 We could have done better. We should have loosened controls 
over the private sector We should have opened out into the global market We 
should havc resorted to cconomic liberalisation Whatever steps we have taken in 
the last five years could have been timed for the early eighties Even at present, 
there are areas of public sector disinvestment, dismantling of tariff bamers, 
bringing down of rates of corporate taxation and interest rates, nghtsizing of 
manpowr, controls over industry and trade at State Government le~el ctc where 
wc arc still dragging our fixt Part of the reasod i s  the disinclination of the 
political executive to let go the levers of power, the unwillingness of the local 
industry to face global competition and the reluctance of the trade unions to  
come to terms with the new environment. But the bureaucracy has also to share 
pan of thc blame 

5.10 With rcgard to the SIX ofthc public SCTVICCS. while 11 IS tmc that the 
numbcrs havc rlseii sharply Goni 29.82 lakhs in I97 1 to 4 1 182 lakhs in 1994 as far 
as cn 111;ui Central Government cmployms arc conccmcd. there is a visible trend 
towards slowing down ofthe annual increase, over the last 15 years. Various 



nxxsurcs taka1 by Govcnimcnt arc rcsponsibl~ for this. I n  I'aci. thc otdy scgnicnt 
which has sccn substantial incrcasc in numbcrs in rcccnt vcars is that of Ccntral 
policc organisations and hcrc thc rcasons arc known. Thc cxppditurc on pay and 
dllowanccs of Central Governmcnt cmployccs as a pcrccntagc of thc total rcvcnuc 
cspem$turc.of thc Central Government has also mmc down from 33.5 in 1960-6 1 
1028.3 in 1970-71, 19.1 in 1980-81 and '13.6 in 1993-94. This is mostlybccausc 
of the tremcndous increase in the total revenue expcnditurc and thcreforc thc 
pcrcentagc figyre may not give us a realistic picture. Be that as it may, there is no 
doubt in our mind that there is a substantial scope for an across-thc-board cut in 
numbers and w are making our recommendations on this aspect in a later chapter. 

Producitvi~ 5 .  I7 There is no doubt that the productivity in Governmcnt is quite low. 
Lack of punctuality is one reason,' the five-day week and the largc numbcr of 
holidays anothcr. Sufficient care has not been taken in dcvising criteria for 
measurement of an empluyec's output. Most of the norms for creation of posts are 
outdated and necd to be revised. Thcre arc no incentivcs for highcr output and 
promotions arc almost automatic. Thcrc is unduc cinphasis on rules and 
proocdures, and riot enough on output. lntcrfercncc from political sources crcatcs 
havoc in day-to-day administration. 

Accouiiiabilir). 5.18 The true position about accountability is that Government 
employees are accountable but to the wrong people for the wrong reasons. There 
is accountability to vigilance, but if the paperwork has been done skilfully it is 
difficult to hold anyone responsible. Auditors are unfortunately more concerned 
with whethet all the procodms have been meticulously followed. In any case, the 
PAC questionS a remote successor about the misdeeds of his predecessors who arc 
no longer traceable. Newspapers tend to sensationalize news, with thc rcsult that 
good solid work gets overlkked and silent workers ncvcr get pattcd on the back. 
What we require is on-line monitoring of performance, pcrformancc budgeting, 
performance audt, concurrent evaluation, continuous counselling and feedback at 
all levels. 

iniegriy 5.19 Integrity has never been a strong point of the bureaucracy in India 
and the situation has definitely worsened in recent years. The time is ripe for 
drastic steps to counter comption, which has assumed cancerous proportions in 
the body politic. 

Salary Levels 5.20 Salary levels in the Central Government used to be quite attractive, 
when compared to the private and public sectors as also the State Governments and 
Universities. Over the years the other sectors have gone ahead and public servants 
have been left way behind. .Something siguifirint need9 t~ 'be done or else 
Government employment will soon bc the last choice of bright young meti and 
women. 

CRUCIAL SIGNIFICANCE OF PUBLIC SERVICES 

'rillto1 5 21 The deterioration in the calibre of Ccntral Govcrnmcnt crnployccs 
could have b a n  ignored if lhcy had bccn unimportant cogs In the machinc of 
governance It has rlow bccn proved in country aflcr country that an honcst. 
professionally sound, contented bureaucracy is a critical clcmcnt of any programme 

Jniportmct 
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o f m n m i c  rcsurbpce. Thcir iniportancc arises froiii tho followng fuiictions that 
thcy and only thcy can pcrfornl : 

- They are catalytic agents of change. In dcvcloplng countrics, 
they arc ofien thc most cducatcd and \veil qualificd groups of 
pcoplc with a prcscncc right up to thc grassroots. They haw ilcccss 
40 information from all over thc world, thcy havc the means to 
imp!ement ideas and the), have thc communication network to 
propagatc their agendas for action. 

- $They enforce socially beneficial regulations with reference to 
cqucial inputs like land, forests, minerals, encrgy, water, finance, 
manpower, training, education, health, housing and the likc They 
can hastcn the setting up of infrastructure, specd up customs 
clcarances and provide a boost 10 international tradc 

- As watchdogs, they are capable of regulating the actions of all 
the players and ensuring a level playing field. They can support 
the good peoplc and supprcss thc malefactors. 

- They provide inputs to the maintenance of the macro- 
economic equilibrhm, by controlling the total money supply, 
keeping inflation under chcck, preventing the dumping of goods by 
foreign competitors, taking steps to rctain a. positive balance of 
payments, adopting a national policy on manpower-rclated issues 
and so on. 

- They are the ones wedded to the task of defending the unity 
and integrity of the country against recalcitrant neighbours and 
misguided internal saboteurs. They promote peace, stability and 
tranquillity, ~ i t h o u t  which no mnomic, social, political or creativc 
activity can ever flourish. 

Need for bes/ 5.22 It is thus of the utmost importance that the best brains in the country 
are attraded to the public savices. They should not only be motivated to enter he  
services but also to remain thcre with f i l l  professionalism, motivation and devotion. 
to duty. This necessitates a positive look at all the major parameters oftheir 
induction and retention. 

brains 

POINTS TO BE CONSIDERED BY THE PRY COMMISSION 

Ow apprwcli 5.23 We have divided our approach to the problem of the public servants 
into four segments. 

Eflciency Iti 5.24. In Section I I  of this Part, wc look at the area of efficiency in 
administration. For this purposc \vc Iiavc to establish an efficiency programme 
at the highest levels of Government. Thc forcmost'task thercaficr is to redcfinc 
the functional goals of each govcrnnicntal organisation. Therc arc ccrtain .scnices, 
that can be contractad out to othcr agcncics and thcsc nced to be idcntified. Certain 
areas might rcquirc a partnership bctwccn thc Govcrnmcnt .and privatc sector. 

adnrint.rtration 
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5 25 Thcn \\c looh at ways and nicans of rcstructuring thc Govcrnmcnt 
Thc uorh mcthods and uork cnvironmcnt \st11 nccd to hc drastically changcd 
Dcviccs likc dclaycring ha\ c to bc innovatcd so that tlicrc is a niarkcd iiicrcasc i n  

thc producti\ it! of Govcmriiciit cmployccs This \vill in\ olvc automation and 
reduction of papcrnork Thcrc has to'bc grcatcr opcnncss i n  Govcrnmcnt's 
functiorung. and a more broad-based autonomy and dclcgation of powcrs to loner 
formations Grievancc redrcssal has to be quick and forthright, and a rcsponsii e 
system of management information has to bc devcloped 

5 26 In Section 111, wc hscuss the various mcthods of human rcsourcc 
dcvclopment Starting with recruitment and retention, we csplorc thc possibility 
of introducing some mobility between Government and othcr sectors We also looh 
at the potential of contractual employment in Govcrnmcnt Training is an 
important facet of manpower development, while wc try to find out hot! 
performance apprmd can become as objective and impartial as possiblc We also 
review the promotion policy and other methods by uhich motivation levcls of 
employees can be improved We try to develop mcchanisms to ensure a grcatcr 
degrce of accountability and suggest some innocativc stcps on transfer polic) 

5 27 In Section IV, we have taken up thc crucial question of optimising 
the size of the Government machinery We first considcr thc organized services 
and then take major departments of railways, postal and tclecommunication 
services, central policc organisations and armed forces for detailed consideration 

5 28 It is only after dwussing these crucial aspects of how wc can hat c 
a competent, professional, productive, motivated band of pcople in the employment 
of the Government that we move to the other major task of devising an appropriatc 
structure of Compensation packages for them. We 'want to emphasize that our 
report should be taken as a single document and the inter-connectedness of 
the various elements of the report should be borne in mind while taking 
individual decisions In particular, the size of the bureaucracy has to come dourn 
drastically and the public sewant has to be much morc productivc and accountable 
than he is today 
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HISTORICAL PERSPECTIVE 

6.1 It cannot be said that the realisahon of the critical importance of thc 
public service to the ovaall development of the country is rccent. There have been 
several attempts at administrative reforms, starting from the Secretariat 
Reorganisation Committee, which submitted its repofi in August, 1947. The 
Committee suggested various steps fix adrmnistrative reorganisation in the context 
of British withdrawal from India. 

6.2 In 1949, Gopalaswami Ayyangar submitted a Report on 
Reorganisation of the Machinery of Government. Besides suggesting the 
regrouping of Ministries, he advocated the establishment of an Organisation and 
Methods Division to keep a continuous watch over the performance of he 
administrative system and to improve the standards of efficiency therein. 

6.3 In 1950, the Constitution of India came into force. It was by itself 
a fundamental instrument of administrative reforms. It laid the ground rules 
guiding the relationship betwcen the citizens and the State, and the State and the 
civil servants. 

6.4 In 1951, A.D. Gorwala submitted his Report on Public 
Adrmnistration in which he made a number of recommendations particularly with 
regard to introduction of Organisation and Methohs procedures in Government 
dcparlments 

6.5 Two reports which had a significant impact \ w e  Paul H.Appleby's 
'Public Administration in India f Report of a. Survey, 1953' and "Re-examination 
of India's Administrative System. 1956". As onc of the outcomes of his 1953 
Report, an 0 & M division was set up in l954 in the Cabinet Sccretariat. Thc 
attempt here was to effcct imprOvcmcnt in papcr management through 
manualisation and a system of inspcctions. 
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6.6 The Second Pay Commission ( 1959) recommended the pooling of 
the Secretanat and the attached offices into a single headquarters organisauon, as 
also the establishment of a Whitley Council type of machinery for negotiation and 
settlement of disputes 

6 7  In 1964, the Santhanam Committee looked into the problem of 
corruption. Its reoammendations led to the establishment of the Central Vigilance 
Commission and amendment of the conduct rules. 

6.8 In the same year, a Department of Administrative Reforms was set 
up in the Ministry of Home Affairs and the 0 8t M Division transferred to it. In 
1 965, a Bureau of Public Enterprises was set up to provide an inhouse management 
consultancy agency for public enterprises. 

6 9  In 1966, Government set up the Admhstrative Reforms 
Commission under the chairmanship of Shri Morarji Desa. From 1966 to 1970, 
the Commission submitted 20 reports which led to many major changes. The 
Department of Personnel was set up, the role of the Department of Administrative 
Reforms was redefined, new systems of Secretariat working mcludmg the desk 
officer system were introduced, performance budgetmg was adopted by all 
developmental ministries, financial and adn)inistrative powers were delegated to 
the maximum extent and the Bureau of Public Enterprises was strengthened 

.Vo1tonal Police 6.10 
Commision 

The National Police Commission (1 977-87) examined the role and 
functions of the police and modemisation of law enforcement, and suggested 
arrangements for preventing misuse of powers by the police. 

Ministry of 6.11 
Personnel 

In 1985, a MI-fledged Ministry of Personnel, Public Gnevances and 
Pensions was set up directly under the Prime Minister, and a new Ministry of 
Programme Implementation was established to improve the overall economic 
management of the country. 

Jha (.'ommiision 6.12 The Economic Adnunistrative Reforms Commission under L.K. Jha 
( 1983) advocated the &to mowe towards accountability in the positive sense, so 
that greater importance was given to performance than mere adherence to rules and 
procedures. The amcept of Management by Objectives was introduced in the form 
of Annual Action Plans for Ministries and Departments and Memoranda of 
Understanding with Public Sector Undutalungs. Similarly, an on line monitoring 
of managerial performance in infrirr;tructure sectors was initiated. 

Lessortsjkm h e  6.13 
P ast 

Although the many reforms introduced in the last 50 years have 
borne some fruit, thae has been a tendency for dymmc initiatives to peter out once 
the prime movers &hind $em were removed. Thus the systems of performance 
budgeting, annual action plan, management by objectives, organisation and 
methods, memorandum of understanding etc., which started off as highly 
innovative responses to systemic stasis, got convertad into routhe, ritual exercises 
bereft of any meaning. Orgamational reforms have tended to be more in form than 
in real substance, leaving little impact on the efficiency of the system. What has 
been lacking is a congruence between strategy, structure and substance Indian 
cxperimcnts with r e f m  do not get institutionalisod, they often fade awav with thc 
pcrsonalitics who introduced them. 
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INITIATIVES TAKEN ELSEWHERE 

International 
ugnrience 

R e J m s  in the 
United Kingdom 

Eficiency Unit 

Financial 
Management 
Initiative 

Next Steps 

Citizens' Charter 

6. I4 The Commission had thc opportunity to peruse the excellent 
publications titled "Current Good Practices and New Developments in. Public 
Service Management'' brought out by the Commonwealth Secretariat idrespest of 
different Commonwealth countries. It also had the opportun~ty of visiting the 
Un$d Kmgdom, Canada, Malaysia and New Zealand in order to have a first-hand 
interaction with those cohected with the public service reforms. Some of the 
initiatives taken .in other countries have been discussed in the s u d n g  
paragraphs. 

THE UNITED KINGDOM 

6 I5 The U.K. Civil Service consists of over half a million people. The 
most notable attempt to reform the Service was the Report of the Fulton 
Committee, but the adrmnistrative culture still remained bureaucratic. In 1979, the 
Conservative Government led bv Margeret Thatcher sought to reduce public 
expenditure in order to reduce direct taxation. The view was taken thatthe U.K 
was over-governed and it would be in everyonc's interest for Government to play 
a smaller role. This started the drive for Civil Service reforms. 

6.16 In .1979, the Prime Minister's Efficiency Unit was created and it has 
fipically comprised two civil servants and three seconded .industrialists with a 
support staff of three. Thc Unit developed a methodology based on Scrutiny 
Exercises on narrowly focused and short-term studies in order to reduce 
expenditure and improve efficiency of a department. It is not responsible for 
conducting screening exercises; it is responsible for ensuring that such exercises 
are conducted by the departments themselves. There are twenty exercises done 
every year and these are stated to have produced savings of Pounds 200 to Pounds 
300 million annually. 

6 17 As the exercises recorded fundamental flaws in M Civil Service's 
approach to management, the Financial Management Initiative was introduced in 
1982. Managers in Government departments were given responsibility for 
managing their own budgets Output was measured and the cost-effectiveness of 
their work evaluated. Each Department was required to operate within a limit for 
its manpower and total running costs. 

6.18 In 1988, the Next Steps study recommended that Executive 
Agencies should be established to cany out the executive functions of government 
within a policy resources framework approved by the Minister. Each Agency 
would be under the direction of the Chef Executive who would have freedom from 
daydoday involveanent of the Minister. By Apfil, 1994,60% of the civil servants 
\ m e  working in Agencies and othcr organisations operating on Next Steps lines 

6 19 In 1991, thc Pnmc Ministcr launchcd the Citizens' Charter 
htiative This IS a ten-year programmc dcsigncd to raise the standards of public 
servicc It has six kcy prinaplcs-setting standards, i n f o m a t h  and openness, 
choice and consultation, courtcsy and hclpfulncss, putting things right and valuc 
for money 
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L.essons/ion the 6.20 
u K. ~ F ~ J ~ ~ ~ ~  

The conditions that have been showtl to be critical for the success 
of thc programme are: 

- sustained political commitment to change on the part of the 
Government and a degree of cross-party agreement on policy 
principles 

- pressure to secure the most efficient use of resources 

- pressure to reduce the number of people in the Civil Service 

opportunities for civil servants to participate in analyzing the 
problems that are faced 

- 

- responsibility for implementation being firmly placed with those 
responsible for sustaining the changes and 

- programmes of staff development directly linked to the reform 
programme. 

R e f m s  I ~ I  New 6.2 1 In New Zealand, reforms were initiated by the Government el@ted 
in mid - 1984. Their key overall concepts were transparency and consistency, and 
these translated into the following organising principles for the reforms process: 

Zealand 

- .The State should not be involved in any activities that would be 
more efliciently and effectivelv performed by the community or by 
private businesses 

- Trading enterprises would operate most efficiently and effectively 
if structured on the lines of private sector businesses 

- Departments would operate most efficiently and effectively with 
clearly specified and non-conflicting functions, particularly with 
policy and operational functions separated, and with commercial 
and non-commercial functions separated 

- Departmental managers would perform most effectively if made 
fully accountable for the efficient running of their organrsations, 

'with the minimum practicable central control of inputs 

- The quality, quantity and cost of products offered by the State 
departments should be determined by the purchAscr's requirements 
rather than the produccr's preferences. 

I.qislatiinr 6.22 
pctsseli legislaiion: 

These principles were reflected in three important pieces of 



- The State Owned Enterprises Act, I986 which provided the basis 
for converting the old tradjng departments and ajrporahns into 
businesses along private sector lines 

- Tile State Sector Act, 1988 which made dcprutmcntal chief 
executives fully accountabk for managing Wi OrgMiSations 
eiliciemtly and effectively 

- The Public Finance Act, 1989 which changed the basis of state 
sector financial management &om a focus on inputs to a focus 011 
outputs (the relevance and efftctivcncss of actual products) and 
outcomes (the OYQBH d t s  ofthe outputs from the Government's 
point of view). 

Structuml 6.23 
n f m s  

The reforms process had fout main stages as under: 

As part of the structural reform large departments were abolished 
atid most of their functions assumed by Statt-owmd cntapristS. 
Many of these were subsequently sold and most of the rCmaining 
enterprises are viewed as potentially marketable. The State has 
almost entirely withdrawn from direct involvement in trading 
enterprises 

- 

- Departmental restructuring began in 1985, to ratioaralise the 
functions and shape of the code public service, and moving much of 
the service delivery fmctions to q new tier of nondepartmental 
entities called 'crown entities'. 

- In 1988, Government began a major rtstructuring of the education 
sector. Local education boards were abolished and their fuactions 
transferred to elected boards of trustees. Simil~ly, health 
aufiorities have been replaced by appointed regional health 
authorities with funding responsibilities and Crown Mth 
enterprises operating commexyially as service providcrs. 

In 1988, chief executives became individually accountable to the 
rmnisters, through limited term contfltcfs which were perf 

anployer of all public savants to employer of the chief executives. 
related. The role of the State Services Commission ch JZ 

Rcvicw of (he 6.24 
Progrommc 

A review of the reforms programme in New zcaland shows that 
three aspects have been extremely successful. Transparency in the activities and 
pmcesscs of the State, the liberation of managers from central input coatrols, and 
the new f i i d  management and accounting systems are revolutionising the way 
in which departments and oficials work. New Zealand's economy has recovered, 
its audit rating has been regraded upwards, inflation has been reduced to less than 
two percent and employment has been growing steadily. The 1993 World 
Competitiveness Report ranked New Zealand first in quality of government and 
second on business community optimism. 
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AdmhiShdivr 
refbms in 
Malaysia 

Vision 2020 

Qualiw 

6.25 
elements to a successful reforms process. Thcsc arc: 

The New Zcaland c x p e r i ~  suggests that thcrc arc seven kcy 

- unflinching political determination 

- very dear obicctivcS, agreed at the highest levels, and based on 
an intelligent appmiation of the community's tolerances 

- 'a set of comprebensive .and well-integrated basic principles, 
agraed at the highest levels 

- sound kgal architecture that n-dcfincs the rules outright 

- a demanding but realistic time-table 

- a core of unified, highly motivated, experiencd and 
imaginative senior public servants, provided with sufficient 
ftsources ad discretion to manag impIementation; and 

- very effective informatien and public reiations systems. 

6.26 In Malaysia, the Government established the Development 
Admikmtion unit (DAU) as a centre for administrative reforms in 1966 and six 
years later the National Institute of Public Administration (INTAN) was set up to 
develop slulls and expert~se among public sector employees. The Malaysian 
Administrative ModemiLabion and Management Planning Unit (MAMPU) was set 
up in 1977 under the Prime Minister's Depment ,  to initiate administrative 
changes and innovations to the Public Service Some of the important measures 
introduced during the eighties included the downsizing of the Public Service 
through privatizaticm, the mtroduction of the Malliysian Incorporated Concept and 
the inculcation of positive values and work ethics. Efforts were also made to 
improve the quality of counter services as also to streamline systems and 
procedures. 

6.27 In Februq 1991, the Prime Minister of Malaysia unveiled his 
Vhm 2020, wh~ch statcs tht ~ t i d  aspiration to attain a l l l y  industrialid and 
developed nation status within the next three decades. This vision can be achieved 
only if t h m  is an excellent Public Service to meet the challenges of rapid 
development in a constantly changing environment. The Public Service has 
idavified seven fundamental values which are deemed necessary for this purpose. 
These are quaby, productivity, innovativeness, discipline, integrity, accountability, 
and profdsionalism. 

6.28 In November, 1929 the Government launched a nation-wide 
Excellent Work Culture Movement which stresses quality as the foundation for 
success. The Public Service adopted Total Quality Management in order to create 
customcr-fmsedorg&ations capable of delivering quality outputs and services 
to customers. Agencies were advised to fonn Quality Control Circles as an 
effkctivc mechanism to mobilise expertise, experience and employee creativity in 
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cffativc nxchanism to mobilisc cxpcrtisc, cxpcricncc and cmployx crcatrvlty 111 

problcni-solving. Thc Malaysian lncorporatcd Policy is bascd on'thc undcrlyng 
philosophy that collaboration bctwccn Govcmmcnt and busincss is csscntial for 
auxlcratcd national competitiveness in the global markctplaqc. Thc Govcnuncnt 
has olso adoplcd rhc Clicnts' Charter which gtlsurcs that cach Govcmment agcncy 
provides a written commitmcnt to its customcrs that goods and smiccs will 
comply with dcclarcd quality standards. . 

t ~ U C ~ . r l V I l y  6.29 The Public Savice placcs equal emphasis on productivity. The 
Govcmment has identified eight critical factors. which influence productivity. 
Thcsc arc manpowcf, systans and procedures, organisation structure, mariagemcnt 
style, wadi cnvu-4 technology, materials and capital cquipmcnt. Productivity 
measuremen( and cvaluation is also part of the improvemcnt effort. Various steps 
havc been taken to introduce better file management, work simplification, form 
design, officc automation, information technology, etc. 

6.30 The professicinalism of &e civil servant has been further.enhanced 
with the introduction of the New Remuneration System. This involves major 
changes to thc cirganisational stnrcbure, remuneration and reward system, and terms 
of service. This has resulted in mating a cadre of innovative, crcativc and talented 
cmplayees who have readily embracod B work culture that cmphasiscs performance, 
quality and productivity. 

.Slrntrgies/or (1.3 1 Five main' stratcgies have becn adoptcd- to ensure thc successful 
imp lcmcntation of administrative rcfoms. Thcsc includc consensus building, 
documentation and .information dissemination, training, follow-up and follow- 
through, and recognitions and awards. The reforms are coordinated at the highest 
Icvel by the Pancl on Admmistrative Reforms to the Civil Service which is chaired 
bx thc Chief Secretan. and acts as a think-tank and prime mover. Consensus is 
also built through discussions in four major permanent committees of Public 
Scrvicc top management comprising Secretaries General of Ministries. Heads of 
Services, Heads of Fcdaal Departments, representatives of State Governments and 
Chicf Executives of Statutory Bodies. 

S14CCt.U 

Pohrrral support 6.32 A major reason for success is the personal interest shown by 
the top political leadership, especially the Prime Ministers of Malaysia who havc 
bccn the lcading propcllants of reforms. 

P i 4  hlic Sewice 6.3 3 
2000 

Thc starting point for thc Govcrnmcnt of Canada's joumq on the 
road to administrativc d o r m  is the process cntitlcd "Public Service 2000". This 
was m d y  the effort of thc federal public service itself. Although it had political 
intcrcst and support. it was not closely dircctcd and actiwAy-managed by thc 
politicians. Thus it docs not bear thc imprint of a particular political agenda as in 
somc ohcr countrics. 

A;:I. 'l'lrert1c.v 6.34 Public Scnicc 2000 stakcd out somc kcy thcmcs. Thc Public 
Scnicc must slrivc to pro\.idc a high quality smice and incrcasc clicnt satisfaction. 
Thc Public Scnicc must bccon~c morc cngagcd, morc opcn, morc visiblc and morc 
consultative. Public Scmicc managcrs must crcatc organisations in which p p l c  



morc hcavily in thc dcvclopmcnt of its pcoplc. It must rcducc thc burdcn of  
intcmal controls so that intelligcnt, wcll-motivatcd managcrs havc gt-catcr latitudc 
to improvc service quality and client satisbction. 

6.35 Among thc initiativcs to improve, senkc  quality IS the 
cstablishmcnt of an intcrdepartmcntal- quality network and an attempt led by the 
Treasury to cstablisb scrvicc standards for all dcpartmcnts. The rcduction of 
central agency constraints is being addrcsscd by incrcased dclcgation of authority 
for human resource managcmcnt to dcpanmcnts, and for financial managcmcnt 
through the mechanism of Operating Budgcts and increnscd flexibility at the end 
of thc fiscal year. Special Operating Agencies have been crcated to givc scrvicc 
units within depaRments direct responsibility for results and increascd managerial 
flexibility. Even in an era of fiscal constraint, thc Government has bccn increasing 
its investment in the peoplc who constitutc the public scrvice. A new spccial 
operating agency called Training & Development Canada has been created and the 
Canadian Centre for Management Devclopment established to focus on thc needs 
of the executive level. Emplaylng new mformation tcchnology is emerging as a kc! 
way of achieving objectivcs such as improving scrvicc and reducing cost. 

6.36 There are several reasons to believe that the process of public servicc 
r e f m  will continue for many years. First, there is a major economic problem 
that gives it urgency. As a result of very substantial budgetq dcficits in the last 
two decades, Canada finds itself in the-uncomfortable position of being a major 
international debtor. Thus there is a demand for major rcductions in'thc operating 
cost of thc public sector. Secondly, Canada has always been in the forefront of 
advances in communications technology. Thc Canadian public sector will draw 
upon this expertise to apply leading-cdgc information and communication 
tcchnology to the pmVision of public services. The final factor is the commitment 
of public servants to reform. The values that Public Service 2000 has espoused 
arc taking root within thc culturc of the public servicc in Canada. at a11 Icvcls of 
g o v m c n t .  

ESTABLISH'ING THE NEED 

6.37 Looking at thc expericncc clsewhcrc. it is apparcnt that thcrc is a 
world-widc movement for public scrvicc rcfom. Wc havc scen that thcir succcss 
dcpendcd initially on thc firm comitmcnt to reforms at the highest lcvcl. Such 
rcfm can come about in India only whci therc is an apprdciation that launching 
an cfficicncy programme is critical for thc socio-economic dcvclopmcnt of thc 
countq. This realitation has to come at the highest political level and nothing 
short of a personal commitment of the Prime Minister himself will do. It has 
also to be rea l id  that this is not a political issue. Thus a national consensus necds 
to be developed, cutting across party lines, so that the process of reform once 
initiated is not allowed to peter out rnercly because of a chnngc of Govcrnmcnt. 

DEVELOPING THE APPARATUS 

0 3  Once thc ovcrall commibncnt is Iorthcoming. what is thcn rcquircd 
is an apparatus which will spcarhcad thc rcforms and constantly monitor it. For 
this purposc, thc following stcps nccd to be takcn . 
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- The Department of Administrative Reforms should become the 
most importanf Department of the Central Government. It 
should bc hcadcd and manncd by thc most brillimt and outstanding 
offccrs availablc in Govcmmcnt 

- It should be a separate Department headed by a senior 
Secretary. 

- Thc Department should cease to be an adjunct of the 
Department of Personnel and may be placed directly under the 
Cabinet Secretary and the PAme Minister. 

- There should be a Cabinet Committee on Public Service 
Reforms, which should meet once a month. It should consist of 
the Prime Minister, Finance Minister, Home Minister. Defencc 
Minister and the Cabinet Minister incharge of Public Service 
Reforms. This Committee s h d  takc final decisions on proposals 
put forth by the Committee of Sccrctarics and Chief Sccrctarics. 

- There should be a Committee .of Secretaries on Public Service 
Reforms under the chairmanship of Cabinet Secretary. It should 
meet once or twice a month, as may be warrantcd, to consider 
specific proposals of administrative reforms. 

- Another Committee! of Chief Secretaries should meet once a 
quarter under the chairmanship of Cabinet Sccrctq to review and 
monitor the public service reforms in the States. 

Approach 10 6.39 
reforms 

With this apparatus in position, a step-by-stcp approach to public 
senicc reforms should be adopted as follows.: 

- The Core fdnctions of Government should first be defined 

- The distribution of work between the three tiers of governance 
will have to be restated 

- The number of Central Ministries and Departments should be 
reduced drastically 

- The size and constitution of Central Ministries and 
Departments should be redefined in order to fit them for their 
newly stated roles 

- All functions that should be performed by the State 
Governments and Panchayati Raj institutions may be 
transferred to them 

- All functions that do not involve formulation of policy should 
be delegated to agencies, which may bc public scctor cntcrpriscs, 
autonomous bodies or cooperative institutions 
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- Recruitment to the different services may be reduced 

- There should be a sound legal architecture tlist rcdcfincs tlic 
rulcs outright 

- Thc Government office itself will need a. heavy dose of 
restructuring 

- The financial management and budgetary system will have to 
be totally rewritten 

- Therc will have to bc a simplificatian of procedures and 
formulation of accountability norms in Govcmmcnt. 

.il time-tahlr.fw (1.40 
rictioti 

Abovc all: theri: is need for a dcmanding but rcalistic timc-tablc fcif 
achieving the major objectivcs of thc dorm process. There will havc to bc some 
short-circuiting of procedwes, some ruthlessness in implemcntation and some 
strategy for managemtnt ctf change. Th~s will to the utmost Govcmmcnt's skills 
in dealing with the opposition parties, thc unions and associations of Govcrnmcnt 
cmployces, the press and thc general public. But if therc is a basic sinccrity of 
purpose and a strong determination at the v t q  topl. tangiblc rcsul1s can bc show 
in two to threc years. 
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7 

7.1 The efficiency programme has to start with a redefinition of the 
functional goals of Government. Unless the objectives of governanp am made 
clear and specific, there will always be a tendency for expansion of the bureaucracy 
in accordance with the inexorable Parkinson's Law. 

Hmtoriul  7.2 
b r r c k ~ m d  

Thac was a time when govunmcnts were instruments of political 
power and their mam fundon was to maintain law and order inside their territories 
and to defend them boundaries against extand aggression. Over time, there was 
an cnhancanent of the role u n k  the innuencC of wclfafe, Keynesian and Marxist 
ideologies, till the State threatened to bccune an overbearing presence, exemplified 
by the 'Big Brother is watching you' syndnwne. The last two decades have scen a 
reversal of the trend, mainly due to the burgeoning budgetary deficits, fming 
governments of all persuasions to cut back an staff, subsidies and functions. 

7.3 In India also, the same trend exhibited itself. In the fifties and 
sixties we were tyng to find a middle way between the Soviet and the Beveridge 
models and this gave rise to the 'socialistic pattern' Later. nationalisation 
combined with de novo establishment of public sector enterprises became the 
buzzwnrd and PSUs occupied an increaslnglv large area of indust? and commerce. 
The fiscal indiscipline of the eighties finally led to the ignominicus crash of 199 1 
and to the reversal of the trend. 

t'ro&ahon 7 4  
qfdefarmmrt 

Prulifaation of deparunents is a sure indcx of the 1'' b m g  net of 
the Government Against only 35 ministries and de1)artincnts in .40,. we had 50 
111 1972 and *re are 81 ministnes and departmenls a1 prcsc I' D:spite the 
economic refofins. in 1995 we hm the imedifiing spectx, af fivc new 
departments bemg set up at the Centrc lndusu y. which IS alrcad! tksrtamnted into 
several departments. got an off-shoot with 'inc!ustnal polic> and p"o . o t d  being 
separated out Urban Development Miriistq can cd out a separatc area of 'urban 
cmplqment and poverly allewahon' and so did the Ministe of Rural kvclopment 
branch off into 'rural employmcnt and poicn> allc\iation' A 'kpatment of 



Animal Hushdry was set up in the Minisky of Agriculture and a Department of 
Consumer Affairs in the Ministry of Civil Supplies. 

CONCEPTS AND METHODOLOGY 

Activiw 7.5 
analysis 

All this is a result of confustd and woolly thinking. Instead of only 
looking for political slogans or how new slots can be created for ministers and 
secretaries, we have to start by asking ourselves the following basic questions 
about any pdcular activity : 

- Docs the job need to be done at all ? 

- If so, docs the Govhment have to be responsible for it ? 

- If so, which ievcl of Government ? 

- If it is the Central Government. d*s it have to carry out the job 
itself? 

- If so, is the organisation properly structured for the job ? 

76 If a Group of Three, who combine in themselves objectivity, 
knowledge and dynamism, I d  at the Central Government with the above 
questicks in their mind, the answers will stare them in the face. 

CONSULTANCY REPORT 

Classttcatisrr 7.7 
oJGovmumrpf 
ofices 

The report of the Tata Consultancy Services have suggested a 
three-fold classification of Government offices, on the basis of the role 
performed by them. They can be Core, Participatory or Auxiliary. 

- core. The oflices under this category perform roles which are given 
by the Constitution, which Cownment has to perform at all times, which are 
governed by societal expectations and where the Government has exclusive 
responsibility to deliver social goods and services. Exampks are : Atomic 
Energy, Science and Technology, Space, Defence, External Affairs, Furance, 
Forests, Home, Law, Planning and Rural Development. 

ParticiDaton; . These cover a r e s  .\ !xve fhc Government has both a 
policy making and enforcement role but private and public sectors are 
allowed to participate in dclivcry of goods. wivw tlic Cavernment has 
responsibility of ensuring a desited kvel of delivery of services t!rough direct 
or indirect intervention in the sectoral markets an& industry, and where 
Government has a responsibility towards production and trading oi goods 
and services. *These may include Coal, Fhcation. Hcalth a d  Family Welfare. 
Energy, Petroleum, Stee!. Chermcals and Fertilizers, Industr)., Information and 
Broadcasting. Railwa:. s. Surface Transport. Telecommutucatmns. Posts, Urban 
Affairs and Civil Aviatio;! 



Au,uilian. Here the Government has only policy making 
responsibility but not for delivery of goods and services, or Government may 
enter for regulation of markets, trade practices etc Examples are AI? and 
Culture. Food Processing, Sports, Tourism, Consumer Affairs. Labour, Water 
Resources. Wastcland Dew clopment and Textiles 

7.8 Thc above classificatim is highly arbitrary and simplistic, and there 
is scope for endless refinement both of the definitions as well as the list of 
Ministries wvhich fall unck om or the othcfcattgory. The main point to appreciate 
is the need to undertake such an excrcisC so as to be clear about what has to be 
done by the Central Gowmment itself, where it has to regulate and participate and 
where it need act only as policy maker and arbitrator. 

7.9 Even within the Con category, the functional goals nctd to be 
sharpened fiuther. Let us take defence which is definitely one of the key functions 
of the Central Govemkent. We are I& with a lingering impression that the s ? a t  
perception as perceived by the Government as a whole after looking at the political, 
diplomatic,. military, strategic and economic aspects has not been clearly 
articulated, to enable the armed forces to develop a long-term manpower policy 
perspective. ' h s  is a blatant example of fuzziness in our perception of functional 
goals. Such examples can be multiplied. 

7.10 At the leiel of individual organisation, what is required is a 
mission orientation which provides clear and understandable goals fully 
owned by the senior management and accepted by the operational staff. The 
purpose of establishing a mission orientaticn is to : 

7.11 

- clarify the goals of the organisation in the mind of the 
management 

clarify for staff the purpose of their jobs in meeting 
oiganisational goals 

make clear the poky of the Government to msure that it is 
interpreted accurately by staff 

engender pride in betonging to the organisation 

provide targets to aim for, against which rcsults can be assessed. 

The basic pre-conditions for this are : 

- 

- 

- 

- 

- understanding customer needs 

- top management commitment to goals expressed in the missioii 
statement 

clear grasp of mission concepts by management and staff 

full explanation and training to staff 

- 
- 
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7.12 A study of the experience of other countries underlines the 
importance of redefining functional goals, both of Government as a whole as also 
of each g o v m t a l  organisation in particular. The wncept of mission statement 
is an effective tool in this process and is recommended for adoption. 



.8 I The rightsizing of Government and the shucturd reform of the 
bureaucracy can gcc off to a flying start if the Government decides to privatise both 
public sector undertakings as also departmental enterprises within a strict time- 
frame:while at the same time mtracting out many of its own activities to the 
private sector. 

8.2 Inteinatid experience suggests that the m a s  of privatisation and 
contracting out of services are very fertile and yeld a rich harvest k terms of a 
diminished governmental presence in the life of a ci~zen, a reduction in the 
draining out of public funds in a vain endeavour to bolster sick public enterprises, 
improved and more cost.effective sentices to customs and better value for money. 

United 8.3 
Kingdom 

In the United Kingdom, the Government departments use market- 
testing to assess whether the services for which they are responsible can best be 
delivered in the public sector or the private sector. The objective is to promote fair 
and open competition and find the supplier of a service whose combination of 
price, quality and other factors offers the greatest value for money in the long tern. 

8.4 
suitable for market-testing are of the following types : 

In general, activities which have been found to be particutarly 

- resource intensive 
- relatively discrete 
- specialist or support services 
- 
- 

subject to fluctuating work patterns 
subject to a quickly changing market 
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subject to rapidly changing technology 

8.5 The White Paper 'Competing for Quality' (1991) set out. the 
Go\.emment's plans to achieve better value for money, in particulk by opening up 
more public senices to competition from die private sector, while. making it clear 
that Government had no dogmatic preference for private or public provision of 
senices. 

8.6 
asking the following questions : 

Candidates for market-testing are identificd bv each department by 

- Is thc function or activity essential '? What are the implications of 
not doing it? Or of doing it in a reduced or combined form 
elsewhere ? 

- Can the activit) be performed morc cconomically by olhcr means 
9 

- What is the full cost of the level of senice presently provided and 
that which is considercd necessary '? 

- Is the function or activity organisationally discrete '! 

- What are the working methods, organisation and use of capital 
assets *? What use is proposed of existing staff and assets ? 

8.7 The attempt is to define thc user-nccd .for the' service and to 
establish the cost of the existing service. A specification for ths service is drawn 
up and this is part of the illvitation to tender. The providcrs of the current sa-vicc 
are encoufaged to submit anin-house bid. E\.entually, the line management decides 
on whether the service should be retained in-house or contracted out. 

Sew Zealand 8.8. Jn New Zzaland, tile mechanism developed to facilitate the 
divestiture of the state trading agencies was the State O\\ned Enterprim Act of 
1986. The process of economic liberalisation led to a major restructuring of the 
public sector, first though corporatisaxion and in many instances subsequFntly 
through privatisation. Government owned enterpriscs in fields such as banking. 
forest?, insurancc. transport. communications and broadcasting were trmsfomed 
into corporatc cntitics and were later fully privatiscd. 

8.9 Thc. move LO corporatisc organisations was consistent with thc 
Go\!ernment objective to open up many sectors of thc economy to internal and 
esternal competition. State-owmcd enterprises wverc now statutorily required to 
operate as successful commercial busincss and cmulatc thc cficicncy and 
profitability of their private sector countcrparts. I f  Ciovcmmcnt wantcd such an 
cntcrprise to providc a non-commercial senicc. it had to contract to do so. Thcsc 
cnwrpriscs w r e  expected to fund their spending from unsubsidizcd private sector 
capital sourccs and to pay taxes arid dividcnds 

8 10 For thc pn\ atisation proccss. no standard formula was applied A 
rangc of routcs and mcthods was adopted. dcpcnding on cmditions in the markcl 
plxc. fiscal considcrations rud political factors The! tcndcd to follo\v t ~ o  routes 
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- an equity route wherc shares were sold in clear& defined 
commercial organisations 

- an asset route that entailed selling of assets because of the less 
commercial nature of thc organisation. 

8.11 The process of privatisation proved more controversial than 
corporatisation. Particularly in the initial years, mistakes were made in 
privatisation before the Government and the public service gained expenence. In 
the privatisation of assets, as long as safeguards were installed, there was no 
restriction on foreign ownership. Although most of the large scale privatisations 
mvolving organisations such as Telecom, New Zealand Rail and Air New Zealand 
have been completed, privatisation is an ongoing process. 

Malaysia 8.12 . The privatisation policy of Malaysia has been introduced in order 
to relieve the administrative and financial burden of Government and to improve 
efficiency and productivity. It was first announced in 1083 and the first stage 
consisted or.- on of idonnation to the public. Guidelines on privatisation 
were published in 1985 and the Privatisntion Master Plan was launched in 199 1. 

8.13 
ways Theseare: 

The privatisation pmgramme can be implemented in a number of 

- sale of Government assets or equity or sale of Government 
companies' equity, whether in part or whole 

- lease of assets for a specified time period 

- management contract which uses management expertise of the 
private sector to manage Government entities 

- Build-Operate-Transfer or  Build-Own-Operate systems, 
gemklly used for new infrastructure projects and public facilities. 
Undcr this method, the public facilih is built by the private sector 
using their own finances and is run by *em during the penod of 
concession, at the end of which it is surrendered back to the 
Govenuncnt 

8.14 The planning of privatisation is done in the Economic Planning Unit 
of the Prune Minister's Department and involves the idcntification of privatisation 
candidates. In-depth studies are undertaken and these lead to two-year rolling 
action-plans. An intdpartmental committee on privatisation discusses the plan 
and, aftu h e  approvalof the government, evaluates the various possible modes of 
privatisation. 

8.15 These are Government-initiated privatisation projects and therefore 
subject to CompCLltive b-. But thac are also private sector-initiated proposals 
which are evaluated and if found to be auxqtable, b award is made by the ministry 
concerned. Further, the private sector is allowed to initiate projects not yet 
identified by Govenunent, provided that their proposals contain unique features by 
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.offaing a uniqut solutim to im canamic problem or by using the exclusive patent 
rights or technical know-h<*=i of a particular party. 

8.16 The efforts at privatisation have been very successful, as they have 
not only reduced the administrative and financial burden of the Government but 
also enhanced the efficiency and productivity of the privatised entities. In 
Malaysia, therefore, the implementation of the privatisahon programme will 
continue to be accelerated. 

I I 

8.17 In the light of the international experience as also the peculiar 
genius of Indian institutions, a. comprehensive policy perspective for 
Corporatisation, pivafislytioli and contracting out of services needs to be drawn up. 
Some sporadic efforts have been made by individual departments but there has 
been no conscious pol!cy thrust initiated and monitored at the highest levels of 
Government. The general parameters of such a policy perspective could be the 
following : 

a) Cornoratisation : 

No activity which involves manufacturing of goods or the 
provision of commercial services should be undertaken by a 
Government department. All such activities should be transferred to 
existing public sector undertakings or new PSUs be set up to look after 
them. Outstanding examples are ordnance factories in the Ministry of 
Defence, mints, currency presses and opium factories in the Ministry of 
F i ~ n c e ,  rail cuach fadories in the Ministry of Railways, telecom factories 
in the Dcpartmdt of Telecommunications etc. 

Corporatisation could also be a necessary half-way house on 
the road to privatisation. There arc certain advantages of privatisation 
which can be achieved through carporatisation, and wrporatisation is 
always less controvasial'than privatisation. 

b) Privatisation of activities where Govcrn&t does not need to Dlav a 
direct role 

There are a number of areas where Government. either directly or 
through its PSUs, has been compelled to play a role. If an objective and 
dispassionate review reveals that such a role i s  unwarranted, 
Government should take expeditious steps to disentangle itself from 
the same. 

Examplts of such areas abound The National Textile Corporation 
need not be a PSU. The clothing and vehicle factories in the Ordnance 
Factories Board can be privatised with advantage. All printing presses, 
d a q  and other farms of the Ministry of Defimce, Telecom Factories, Delhi 
Milk Scheme, Mail Motor Service, sale of postaSstationery, stamps and 
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postal orders. Song and Drama Division of thc Iwinistqxtf hformation 
and Broadcasting etc are outstanding ciindidatcs for privatisation 

c) Activities which should continue to be the exclusive resDonsibilitv of 
the Government 

There are activities like &fence. atomic energ?. space, development 
of railway infrastructure, provision of security to sensitive installations 
and so on which have to be the monopoly of the Government. These 
should continue to be so. All we can do is to explore possibilities of 
linking the private sector as a source of raw materials, components, 
sub-assemblies and even some non-sensitive finished products. 

d) Areas which should retain the mixed economv conceot. but with 
zreater comDetition 

We should identify clearly those areas of the economy where for 
reasons of public welfare it is not desirable either to keep them exclusively 
in the public sector or in the private sector. The private sector should 
play an increasingly active role in these areas, but there should be a 
substantial presence of the public sector so as to ensure that quality 
services are provideu at reasonable rates to members of the public. 

Such areas wauld include road, rail and air transport, 
telecommunicatioii saviccs, banking. insurance, power, medical and 
educational services, courier services, construction and maintenance of 
defence aircraft, ships, tanks and other equipment, production of blank 
coins for mints etc. 

e) Contracting out of services 

There is a widening area of services which are currently being 
performed in-house in the Government, but which can be 
conveniently outsourced to the private sector. 

These may include designing: construction and maintenance of 
Goianment buildmgs, factories, workshops, residential colonies, railway 
stations. equipment and transport. clcanlincss, sanitation and 
housekeeping, maintenance of monunicnts. lams and gardens. catering 
(including catcring in airlines, trains, canteens). provision of transportation 
scnices (to rcplace the fleet of staff cars), postal deliveries, carriage of 
mail, security of all non-sensitive buildinss and installations,rcservations 
in railwa>s and airlines, printing, reprography, photography, audio-visual 
publicih, translation, interpretation. computer-related services, 
maintenance of accounts etc. 

Routes$or 8.18 
~ r ; ~ l ~ * ~ ~ ~ ~ ~  

As far as pnvatisation is concerncd, this can also take a i ariety of 
routcs as in other countries - 

There could be straight disinvestment of Government equiR m 
public sector enterprises 
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- Lease of assets could be tried out 

I 
INITIATIVES ALREADY TAKEN IN INDIA 

- 

- In certain areas, management contracts could be given to private 
companies 

- There could be private participation fof impro\ement of a public 
service 

- We may also by out tiic Build-Operatc-Transfer kind of schemes, 
so that the assets revert to the Go.remment after the private 
company has realiscd its investment 

The Build-o\vn-LeaseiTransfw (BOLT) scheme has becn launched 
by the railwcs in order to attract private finance in railway projccu 
on leasing terms. At the cnd of the lease period asse:s arc 
t r a n s f d  to the Railways on a nominal pa>mest. Efforts arc 
being made to attract private capital f a  manufacture of roiling 
stock, gauge conversion, do;ublings. elccttificrrtion. 
telecoxhrnuniation etc. 

An Own Your Wagon scheme has also been init1ate.I for 
investment by rail users in acquisition of wagons by the Raiiways 
in retutn for asSured allotment of wagom and lcasc charges to be 
paid by the Railways. 

Mainttmance ofrailway stations and colonies are being tricd out for 
2rivatisation. 

All flitwee catering in trains is being sourced out to private 
contractors. 

Printing of postal stationery has been partly privatiscd 

A scheme of Licrnsed Postal Agencies esistd upto thc late cighties 
but thcrc were complaints of misuse or authorisation and 
opposition from the Staff Fdcratlons. 

Carriage of mail through private and public transportcrs has bccn 
successf~  undertaken for s m l  decades in rural and semi-urban 
aTe8S. 

(viii) In tnc D c p a m n t  of Teleconi, value addcd scn'iccs and ccllular 
phone scctor has alrcady bccn privattscd fully. 

(is) Several dcpanments haw contracted out sanitation, mrrintcnancc. 
security. computer, rcprography, cantccn and transport scniccs. 



(s) Some militap- dai? farms have been closed down. 

(xi) MES contracts out its building works and has started giving out 
maintenance work also to private contractors. 

(sii) Several ordnance factories are buying compontnts,from the private 
sector. 

D:scnwstment 8 20 
l - l m l I  rvan 

Some progress has also been made in respect of disinvestment of 
Government equity in PSUs Disinvestment was first conceived primarily as a 
mcthod for reducing the fiscal deficit. but it got bogged down in controversies 
Reccntl!. the Government has set up a Public Sector Disinvestment Commission 
\\ hich is expected to suggest a comprehensive overall long-term disinvestment 
programme for about forty PSUs referred to I t  by the Core Group. It will pnorihse 
thc PSUs irl terms of the o\erall cfisinvestment programme, recommend the 
preferred mode of disinvestment (domestic capital markethntefnahonal capital 
matket/ auchodpnvate sale to identified investors/ my other mode), suggest the 
appropnate mix between pnmary and secondary disinvestments, advise 
Government on possible capital restructuring of the enterprises etc. 

8 21 Present trends indicate that Government may concentrate, in the 
short run, on reforming the PSUs by grant of greater autonomy and 
flexibility, greater delegation of powers, introduction of greater 
accountability by means of perfonnincix=elated pay and a system of hire and 
fire and other similar measures. The issue of transfer of ownership of these 
enterprises may get deferred. 

8.22 h t e v e r  the shape disinvestment may take, observers feel that it 
would be god for collsc~nas as the Government wdl relax such controls on private 
enierprises as had been imposed in order to protect the public sector enterprises 
lrom competition. 

Roie ol/h.odr 8.23 
un:ons 

It will be apparent fmm the above discussion that although some 
steps have been taken totvards caporatisation, privatisation and contracting out of 
scrvices in India, these have been ad hoc, unsystematic and halting. What is  
required is a clear and comprehensive pblicy in this crucial area, so, 6s to 
progressively reduce the role of the public sector in.  the industrial an< 
commercial activity of.the nation. There are bound to be hurdles on the way. 
The  ma^^. opposition will come from the trade unions and associatipns. They will 
have to be handled with care and circumspection. There may be a need for n new 
policy on the--formation of trade unions, on the pattern of what has been 
attempted in otherxountries. Workers will also have to understand that in the 
pcrspective of globalisation, WE have to compete or perish. 

Need for 8.24 
I m " s ~ a m n ~  

The other problcm \\odd be to keep the process of disinvestment 
and privatisation as transparent as possible, so as to obviate the criticism'of 
partisanship and malfcasancr:. Even in advanced countries these have attracted 
virulent controversies and India can be no exception. 
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VahJor  8.25 Lastly, we have to keep the public interest paramount in our minds. 
Privatisation should not become a fad, as nationalisation had become at one 
stage. We should choose the private sector, the public sector or a mix of the two, 
according to the nature of the Conimodity or service lo be produced and the only 
touchstone should be that the ultimate customer should get the best value for 
his money on a long-term basis in as competitive a market as is humanly 
possible. 
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I INTRODUmION I 
.9.1 The entire machiripe of Government has got to be reinvented. This 
4s a mammoth task. it is nat possible for us to go into thc details of the 
restructurins exercise that such a reinvention would entail. In this chapter, we 
would like to take up the bIinistries of the Czntral Government as an esample md 
demonstrate how the restructuring could help. 

9.2 We had 8 posts of Secretaries, 18 deparlments and a total workforce 
of 14.40 lllkhs in 1948. Todav. w e  have 92 Secretaries, 79 departments and 2 

workforce of more than 41 lakhs. No doubt, the work has expanded. but the 
expansion of the Government is disproportionate to the increase ot workload. 

9.3 
Government. Some of these are : 

There have bccn many attenipts at reforming the Central 

- setting up of Organisation and Methods Divisions in the Ministries. 

- setting up of a Department of Administrativc Refoms 

- setting up of a Department of Personnel, Public Grievances and 
Pensions 

- sctting up of Staff Inspection Unit 

- introduction of Desk Ofhcr  system 

- introduction of Financial Adviser system 

- introduction of Annual Action Plans 

- introduction of Performance Budgeting 



CONSULTANCYSTUMES 

9.4 WehadawsdadtwostudicsonrestructuringofthcGovanmcnt to 
IIT, Dclhi and Tata Cansuhrncy Services.- 

IIT. &&I 9 5  The IIT, Deb identified the major objective of restructuring to be 
goal achievement and mice oriatation, through flexibility and enicicncy. The 
ns- . g options involved interventions atthe level of situation, action and 
process. At the level of s i tu t io~1,  the physical environment, the operating 
environment and the socio-cultufal cnvircnment was to be chmgcd. At the actor 
level, both systemic and attituditdchanges \ w e  required At the process level. the 
interventions related to operatiorla1 processes and stra!egic processes 

Intmnwntiau 9.6 
suggested 

For Phase 1; thc interventions found feasible at situation level were 
: conducive physical worlung conditions; openness to environment; fedefalism; 
,+layering; and deckion- systcin. At the actor level these were training for 
multi-skilling; involvancnt in clarifying goals and objectives; quality and work 
consciousness; stllse of digmty and individuality: promoting self-help; and 
receptivity to technology-bascd solutions. Process level options identified were: 
simplifLing system of checks and balances; horizontal communication processes; 
minimal and approlxlate npating and documentatioir; upward feedback processes; 
privatized support scrviccs; . reorienting strategically to liberalize; shedding 
functions to affliated ardonomous bodies; installing learning processes; 
reengineering work flows and'continuous change in work proccssts. 

~ c t ? l F = o / ~ e  9.7 The fidings of the study point towards a decision-oriented, 
facilitative, flatter, fkxibk, Information Technology support@, participative 
and elegant Government office effectively achieving goals with service and 
client orientation. 

7csshrdy 9.8 The TCS catqmzeci various Governmuit offices into three broad 
types - Core, Partidpatory and Auxiliary. Based on the decision-malung matrices 
in these offices, the study concluded that one of the major changes in the 
organisational structure was to reduce the levels in the hierarchy from nine 
to seven. A flatter hierarchy would ensure speedy decision-making and be able to 
respond quickly to the demands of the environment. 

9.9. The levels proposed were : 

- ChiefExdve 
- Senior Executive 
- Middle Executive 
- Junior Executive 
- Supervisory 
- Assistant 
- Suppodattendant 

Grades and Icvrls 9-10 Eighteen gradcs were proposed in these seven levels. The grades 
within a level would only be for promotional purposes and not form a 
hierarchy- for reporting. The promotional channels were increased to provide 
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I9ecisimi-making 
mare important 

The dime basic 
qnestimis 

Things that nued 
na be done 

Thihgs that need 
tiot be done by 
Government 

carccr groulh for the employees. Thus the hiaiuchial Icvcls wcrc delinked from 
promotional gradcs 

9 l l  The study laid emphasis' on decision-makers rather than on 
assistants It proposed that each section within a department should have just one 
Assistant - level position. Decisions should be hastened. and files and papers 
should be disposed of at the level to which they wcrc addressed 

9.12 
in the following manner: 

The support staffthat would be Fwdeced redundant could be iitiliscd 

- by training them in computer applications so that Government 
departments could redeploy than in those functions 

- b! transfixring them to new activities or projects, aftcr giving them 
adequate training in the new skills. 

9.13 The TCS study considered restructuring in three streams. The fmt 
was organisational structure. The second was a comprehensive human ~CSOU~CC 

dcvelopmcnt system to achicve p t c r  efficiency, responsiveness and productivity, 
and to bring in sustainability in tbt Organisation The third concentrated on the two 
major ofice systems -record management and dak system, ofice equipment, 
information technology and wock environment. 

9.14 In this chapter, wc shall wnmtrate  on the friit stream viz. 
organisatid mtructurhg in tht context of the Ministries and Departments of the 
Central Government. 

L OUR PROPOSALS I 
9.15 
Governmental functioning and ask the three usual basic questions : 

The first e ~ ~ ~ i s e  wc must have is to s u m q  the entire gamut of 

- 
- 
- 

Does this need to be done ? 
Does this need to be done in Government *? 
Does this need to be in the Central Govcrnmcnt? 

9.16 The answers to these questions, if attempted in an objective and 
dispassionate manner, will show that some activities need not be undertaken 
at all. For example. wc do not need the large and expcnsivc memorials which have 
taken up so much of prime land and building space besides involving heab?; 
recurring expenditure. The moment we identift this as an activity that should be 
stopped forth;\ ith, a number.ofaction points cmergc. 

9.17 In the second category, we may conclude that bread, milk o r  
condoms need not be manufactured in Government. In the third category, wc 
may decide that 90% of our effort in education, health, agriculture, law and 
order etc. should be with the State Governments. Our honest replits to the 
basic questions will show us the areas in which restructuring can yield rich 
dividends. 
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Number of 
Ministries 

9.18 Onc ofthe basic objectives of restxuctunng is reduction of staff. It is best 
to begrn with the topmost categoq of Secretary. There is a general feeling that \;.e 
have too many Secretaries to the Government of India. Health is a State subject 
Do we really need three Secretaries in the Minis@ of Health, looking after Health, 
Family Welfare and Indian System of Medicine ? We would like to recommend 
that there should be just one Secretary for ?he whole Ministry. 

9. I9 Similarly, industry is a State subJect. We have separatc departments 
of Industrial Policy and Promotion, Industrial Development, Public Enterprises. 
Heavy Industry, Small Scale Industries, Ago and Rural Industries and Textiles. 
With the reduced emphasis on licensing, one Secretary could look after all these 
subjects in a single Ministry.. 

9.20 Similarly. it does not seem ncccssary to deploy a Sccrctary cach for 
Animal Husbandry, Inter State Council, Official Language, Programme 
Implementation and thc likc. We have appended a small list at Annexe 9.1, 
suggesting some realignments of departments. 

9.2 1 The most major restructuring effort would be in determining 
the size of a Department or Ministry. The genaal formula that we would like 
to suggest in this regard is the follo\ving : 

-. If i t  is a Corc Central subject, we may not take it up in the 
beginning 

- if it is a Core State subject, it cannot be a Core Central subject too. 
In that case it shbuld be high on the list of Ministrics to bc reduced 
in size 

- as we move away from Core subjects to Participatory or 
Auxiliary subjects, the need for sizeable Ministries becomes 
more and more questionable. Such Ministries should be axed 
first of all. 

9 22 Mmstnes have axtam organisations or activities which may either 
be an integral part of the Mmistq. or an attached or subordinate offkc Very 
often, such organisations have no business to be in Government. They would 
be much better managed if they were in the public sector, the cooperative 
sector or as an autonomous body. jus: ene example d d 1  t!pc \\ill  suficc to 
clarify the point being made 

- Ordnance Factorics would bc better managcd as PSUs 

- Delhi Mith Scheme would be better off undcr thc NDDB 

- Thc Ccntrd lnshtutc of English. at Mysorc would be bcst managcd 
if it wcrc an autonomous bod>- 

9 23 Coming to the organisation of a t>pical Dcpanmcnt of a Cciitral 
.Min~su-y. \\c would Iikc to rccomrncnd dclaycring as an antidotc to dcln\ There 
should be a general rule that no file would be allowed to travel to more than 
three hierarchical levels before a decision is taken. Thc TCS stud! has hintsd 
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i i t  thc solution by dclinking hicrarchical Ic\cls from promoticns We have 
separately approved a modified version of the hierarchy suggested by TCS 
as under 

- Top Executives 
- Senior Executives 

Executives 
- Supervisory Staff 
- Supporting Staff 
- Auxiliary Staff 

.Kt' cuicl  9 24 Thus there will bc only six levels in the hierarchy. The TCS have 
suggcsted that promotions to grades within a level should be for purposcs of 
financial benefit, but need not havc any rclationship with a higher decision-making 
level in the hierarchy. We have adaptcd thc TCS recommendation to provide for 
itx Xssurcd Career Progression Schcme, by which all non-executive cadres will 
receivc two financial upgradations on a tim-bound basis while executives will 
bcnefit frqm three such financial upgradations. The ACP has been designed to 
del ink hierarchy from financial upgradations, and should therefore help in 
delayering of the Governmental set up. 

delaywing 

I m l j u m p L i g  25 Another method of quick disposal, which is quite rclatcd to 
delaying, is known as level jumping. Here there is conscious attempt to bypass 
runes in the hierarchy. As early as September, 1968 the Administrative Reforms 
Commission recommended that there should be only two levels cif consideration 
and decision bebw the Minster viz. (i) Undcr Secretary/ Deputy Secretary and (ii) 
Joint Secre!ary/Additional SecretaqVSecretary. This observation led to 
.iniplementat.ion of a scheme of dircct submission of cases by senior Assistaii!~ to 
Branch Officers in 1974. In 1978, thc schcmc got a push when it was said that 3 
case should either be seen by an Undcr Scc rz tq  or a Deputy Secretat)ilDirczto: 
but.not b,. both. The cOncept of Icvcl jumping, though known in Governierit, has 
not been effectively implemented so far. What is required% a firni iuideline 
that at the executive level, the third level should be the last, 'where a decision 
i s  taken. 

Desk Oflcer 9 26 
Cortccpt 

-4 major piece of organisational restructuring \\as the enunciation 
of the Dcsk Ofke r  concept. Thc attcmpt herc was to convcrt thc Centrid 
Secretariat into an officer-oricntcd system. The Dcsk Officer systcm was 
introduced in Jlmuary, 1973 in sclcctcd wings of Ministries wherc at Icast 4014 of 
thc work related to strategic policy making, planning and problem sol\:ing. Each 
desk comprised two officers of the rank of Under Secretary or Section Oficcr or 
both. The Section Officer submitted cases dirkctly to the Deputy Secretop, while 
Lhc Under Sccretq submitted his filcs dircct to the Joint Secretary. The idca was 
to abolish the Section, which has too much of supporting staff in thc shape of 
assistants, UDCs, LDCs, Dafthris, Peons ctc. Thc aim was to reduce the numtcr 
of levcls by at least two, to reduce the accent on noting and to lay stress on oral 
discussibn, to foster greater participation in and commitment to crganisational 
goals among offers at the base of the Secretariat structure. Each desk was given 
a wil-defined area of functioning. SOs appointed as Dcsk Officers wcre allowcd 
to suthenticatc orders and sanctions in thc namc of the Presidcnt and to dispose 
cascs on their o\\n responsibility. 
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Whyithasnot 9.27 Currently, there are 1816 Sections and 427 Desks in the 
Govemmcnt of India. The Desk Officcf system has not made much headway due 
to the following reasons : 

hadway 

Section Oficcrs appointed as Desk Officers got all the 
responsibility but without much monetary incentive. They were 
allowed a special pay of Rs. 150/- p.m., which proved insufficient 
to motivate them. 

The staff unions saw the Desk Officer system as .in attempt tc* 
rcduce the dependence of the Secretariat on the supporting staff like 
assistants, UDCs, LDCs etc. whosc numbers arc very iarge They 
asserted their position in the JCM and forced the Government to 
slow down the implementation of the new system 

Therc was just one desk attache or P.A. .attached to the desk, with 
the rcsult that no memory could bc built up, as in the case of the 
section. The working of a desk got disrupted cvcn by the 
procceding of one of its members or1 leave. 

It is our considered view that no restructuring of the 
OWer cp"ceP' Sesretariat can go very far unless the Desk Officer systern is reintroduced in 

a highly effective manner. We propose to m o v e  the dcfects in the earlier system 
by-adopting the follcnving strategy : 

The Dcsk officer should be a separate and disiinct post, not a mere 
honorific for a Section Officer: with a pittance as special pay. That 
is why we are suggesting that 25% of the posts of Section 
Officers be converted into Desk Officers in a higher pre- 
revised scak of Rs.2500-4000. 

The percentage of 25% should gradually be increased to an 
optimum led, so that the bulk of the work, baring that pertaining 
to housekeeping and routine administration, is finally dme in the 
desks and not in the sections. 

Each Desk should contain two officers and two Executive 
Assistants. With a numerical strength of four, the absence of one 
or two members will not lead i~ = 4 l a p s e  of Lc Desk. 

The next step that is necessary to resmcturc the supporting staff 
Ad~n'concep' in the Central Secretariat is to create a multi-skilled position called Executive 

Assistant. Hc should replace the present posts of Assistant, UDC, LDC, PA and 
Stenographer. The qualifications prescribed for this functionary should include 

a) graduation in any discipline 
b) 
c) 

the qualifications presently prescribed for a stenographer 
ability to work on computers 

Traitiing to 9 .30  
EXccUtlVC 

Assistants 

The training imparted to an Esccutive Assistant should bc such as 
to enable him to discharged the skills of noting, drafting, filing, stenography, 
typing, public relations, receiving telephone calls and visitors and s o  on. The 
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m a  is to haw a multi-shillcd cmploycc capablc of pcrforming all the tasks 
requircd for a conipctcnt secrctaq in organisations othcr than thc Govcmment. 

COORDINATING AGENCIES 
i 

\/iclrisA~Il~ng in 9 3 1 
Group 11' 

Wc ham to inject thc concept of multi-shiling at the G r ~ y  '5 revel 
too. Hcrc we may finally arrive at the ideal worker who may be called an 
Office Attendant and can really attend to all the auxiliary tasks in an ofice. 
But in thc short nin t i c  arc suggcsting a rationalisation into four occupational 
goups - office attendants. scciirdy attendants, cosmctic attcndants and malls 

(?(lire .nstcnis 9 32 There IS a whole area of ofice systems, about which hc TCS 
study has thro;\n up a number of ideas. Restructuring of office systcms has to 
make the office more efficient and effective. This can be done by . 

- 
- 
- 
- 
- c1in:inating repetitive tasks 
- 

reducing unncccssary movemcnt of filcs 
reducing the number of files with various officers at anv given time 
prcventiiig \+.astag of time in locating thc Likes 
freeing vfficcrs from routine maintenance of records 

making thc dak system more efficient ctc. 

Planning 
Coniniission 

9.33 Lastly, we come to the coordinating agencies in the Govcmmcnt. 
The most gargantuan of these is fhe Planning Commission. There was probably 
some justification fcx its size and range of authority when our objzctive \VBS a 
centrally controlled economy on the Soviet pattern. Now that such centralized 
planning models have been abandoned even in the country of t hek  birth and 
we are  moving towards an open, liberalised economy. w e  'have to 
considerably reduce the size of the Planning Commission. Japanhas a small 
Economic Planning Unit undcr thc Prime Minister's Office. .In OUT case, we can 
have the Planning Commission as a separate entity wzh much more r e d u d  
functions than at-present. It should be an advisory body performing an idea 
generating role and providing alternatives before the national economy in a fast 
changing and technology-driven world. 

9.34 The Department of Programme Implementation also had a 
coordinating and nionitorlng role at one time. Somewhcrc along the way, it has lost 
its mqndatc I t  should be abolished. 

9 35 The 
officc of sorts It  may be of advantage to have a less visible role for it. 

Prime Minister's OCfice has emerged as a coordinating 

9.36 The Cabinet Secretariat is officially charged ivith the task of 
coordination and is geared for it. This position should bc recognised and the 
Cabinet Secretary charged with the responsibility for ensuring coordination 
at the bureaucratic level. There may be nced for somc anicndnient in the Rules 
of Busincss to providc for certain matters to be resolvcd at the level of Secretaries 
through the intcncntion of the Cabinet Secrctary, and at the level of Ministers 
h u g h  the intencntion of the Prime Minister. This will impart the necessary cdge 
to both the offices, in kccping a k p  on the governmental mkhinery, so that all 
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actions of Governmen: are secn to move in the same general dircction and in 
mutual harmony. 

I CONCLUSION I 
9.37 We have providcd certain broad directions 011 the restructuring of 
the Central Secretariat. Similar solutions uill also appl?. to attached and 
suborhnate offices. It is our f e n a t  hope that organisationid restructuring of thc 
Governmental machinen. would Icad to a more cffcctive. iiiorc efficient and a 
service-orientcd set-up. 



:\nnese - 9. I 

\IERGER OF DEP.-lRT\IE\ 1.h 13 THE CENTR.ALCOVt~KS:%IER'T 

S.SO DEP.-lRTMEKT(s) TO BE :M 1 N I ST RY /DE PA RTM E Nl I N W I4 I C H 
SIEKGED -ro BE MERGED 

Department of Adniiiiistrati\c 
Rcfornis 

Cabinet Secretariat 

Department of Animal Husbandp. 
and Fisheries 

Department of hgriculturc and Cooperation ( to 
bc renamed as Department ol.i\griculture ) 

Departments of Jamniu and iinshniir 
Affairs, Official languages and Intcr- 
State Council 

Minist? of Homc Affairs 

-I. Department of Consumer .*ffairs Department of Civil Supplies and Public 
Distribution 

' 5 .  

0. 

Department of Fertilizers Department of Csemicals and Pctrocricmicals 

Departments of Famil!. Wclfare; 
In lan  SysZmn, of hkdicinc and 
Homcopiilhy 

Department of Health 

Departnicnts of lndustrinl I'olic> and 
Promotion. !ndustrial Dci c!olinicn:. 
Public Entcrprises. Hca\-\ !cdLiSti> 

Small Scale industries A g o  mi 
Rural Industrics and \linistn of 
Te\ti Ics 

To be merged into a nc\v si:ig!c department called 
Dcpartment of Indus!rial Dci clopiiient 

Dspartnicnts of Culturc. Youth 
A ffairs and Sports. \Voincii and 
Child Dcvclopmcnt 

Department of Educatio;i S 

Departnient of Food Dcpartnicnts of Food Procurcmcnt 
and Distribution. Ftwd P:occssing 
Industries 

I0 

I !  
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i2. ~cpartmenl or urban Empiopt Department or usba D c v e l o p ~ t  
and Povexty Alleviation 

13. Department of Statistics Department ot  Planning 

14. Anticorruption Wing of the C.B.I. Central Vigilance Commission 
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10 

Inhorhrcttas 10.1 Today, the government office is sccn as a dusty, moth-eaten, h g y ,  
papa-infestcd hovel chod<ful ofbabus, which is feudal in its atlook, hiefardtiical 
in antediluvian in its p d u r c s ,  dilatory in examination of issues and 
Santivcin its ckalmgs with customers. Dcspite bang one of the largest ;Novidtrs 
ofsuvica,thae is a axnplete i a c ~  of customcr orientation in various gavernmcnt 
-. , the common man v i m  the govemmcnt functionaries 
as exploiters m a c i l i t a t o r s  or pmvidcrs. The reality has been changed 
smcwhat on aocount of various measures taken by the government in the recent 
past. However, the process of change has been tardy and much more reeds to be 
done to improve the existing work methods and work environment in government 
Offrccs. 

Three ypes 01 10.2 
OfiClS 

Government offices can broadly be divided into three categories : 
Those incharge of - planning and policy formulation; monitoring and control; and 
operations. The work methods and environment in all these catcpries of 
government offices needs to be improved, albeit in different wvays 

7ftc yresenf 10.3 
scsmrio 

While office procedure manuals detailing the procedures to be 
followed for performing any \\-ark and guidelines enumeratiag specific space and 
facilities to be given to stafYofficers of dfferent levels do exist in the go\fernment, 
these gurdelines are observed more in the breach. The elaborate ofice systems add 
procedures being observed presently generate unnecessary file work, reports and 
returns. F i b  system in most of the offices is antiquated. Proper accommodation 
is also not available in most offices and while senior officers do have separate 
mdividual foams, the Musually sits in cramped conditions. The furniture is very 
old and in poor condition, and not available in adequate.quantity. Sections where 
the staff sit are usually noisy, under-illuminated and poorly ventilated. Many 
bddings housing government off~ices are very poorly maintained and lack in basic 
amenities like safe drinking water and clean toilets. The conditions in’servicx 
departments of the govemmcnt, which provide an interface with the general public, 
are the worst, with customers having to suffer the lackadaisicai attitude of 
functionaries coupled with physical discomforts like lack of proper sitting space. 
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Comparative 10.4 
proj le  

W e  c w t  state of ~vocI< methods and work environment in most 
of the State Govanments is similar to that existing in Central Government, public 
sector mdemkln . gs have effectedcertain changes in this field. Most public sector 
offices today have an open layout he re in  modular partitions and modular office 
units are extensively used. In the offices of the Reserve Bank of India, such an 
open layout is being used where grade 'A' and ' B  officers sit in the open space 
along with the staff. 

Ins~ructional 10.5 
experience 

In most of the countries where large scale administrative reforms 
were effeaed, proper attention was paid towards establishment of streamlined work 
methods and a conduciv:: work environment for the staff. In Malaysia, the open 
office concept heralded closer supenision, congenial working atmosphere and 
effectice communication and interaction. In the United Kingdom, the individual 
departments were given flexibility to tailor their own systems of work methods 
\ d u n  the general fiamewvork. In New Zealand, the Chief Executives were given 
complete m n t d  over establishment of appropriate work methods and environment 
so as to deliver the agreed outpuis at the contracted price to the concerned Minister. 
As would be clear from the experience of other cou~.tries which have been 
successful in implementing the administrative reforms, proper werk methods and 
a good work envirorment are inherent constituents of such reforms and no 
organisation can hope to tje efficient and effective without proper emphasis on 
these aspects. 

Consulrciwy 10.6 In the Commission's sponsored consultancy studies on 
Studies "Resuucturing the Government Office", lndian Institute of Technology (IIT) and 

Tab Consultancy Services (TCS) have in their reports, commented on the general 
state of work methods and work environment in the government offices. 

10.7 Both the organisations have found the existing level of amenities 
and facilities in government offices inadequate and the prevailihg procedures for 
file movemat, dak disposal and filing cumbersome and time-consuming. TCS has 
proposed a new system of filing and file movement wherein creation of "File 
Libraries" containing all the section-related files has been suggested. Under this 
system-tk concerned official can call for the relevant files, as and khen reqiii:ed, 
by sending a requisition to the library. The official would only keep the file with 
himself in case he is still processing it at the end of the day. In all other cases, the 
file would be retumed to the section library. The Section File Library will keep all 
the current files, with non-current files being sent to a Central File Library for 
purposes of record. File retrjeval and subsequent return to the Central Library 
would be through the Section Library. The concerned official would submit a file 
rcquisition form to the Sectional Library lncharge who would then procure the file 
from the Central Library. Apart from the filing system, both these studies have 
also suggested changes in the work environment wherein an open centrally air 
conditioned ofice for seating of all non-executive staff, with junior esecutives 
being provided shared cabins and individual cabins being limited to only scnior 
csecutives has been suggested. Other measures like use of modular furniture. 
pcrmanent and semi-permanent partitioning and diversion of area above file 
cabinets for storage shelves h a w  also bccn rccommendcd. 



0 UR RECOMMENDATIONS 

Reducing Ihe 
paper work 

Sveamliwd file 
niovement 

10.8 Paper \vork in government oflies should be reduced by abolishing 
all unnecessary reports and returns, reducing the number of circulars. 
increased use of computers,etc. 

10.9 The existing system cf file movement needs to be streamlined. 
Files may be replaced by floppies, queries and letters by phone calls, fax 
messages and electronic mail. Officers may be given the freedom to destroy all 
useless paper immediately on nOtipt. These devices not only result in speedier file 
movcment and decision-making, but lead to a more efficient functioning of the 
off1cc. 

10.10 There is a need for greater inter-ministerial and inter- 
departmental co-ordination. Instead of moving files for every case, discussions 
and dccisions should be issuewise with individual matters being finalised within 
the concerned department/ministry in the light of general decisions taken inter- 
ministerially. Unnecessary and irrelevant questions should not be raised. All 
points needing clarification should be raised only once. 

Reorgunising SIL: 10.1 1 
and IllSU 

Staff InspectTx '!hit (SIU) and Internal Works Study Units 
(IWSU) should be re-org!nised in terms of their style of functioning, as presently 
these units follow thumb rules without any analysis of actual situations. At times, 
they also lack expertis: on the subject matter undcr review. Instead of having such 
units which operate iIoni outside, efforts should be made to develo? in-house 
niechanisms like "quality circles" to constantly review their own working and 
suggest innovations and improvements. Often S!Us and IWSUs are not welcome 
in most of the organisations as thq  are perceived to be instruments for downsizing 
the staff. The proposed system 6om within would develop space for creativity and 
build confidence among the participants that any decision taken wvould be in the 
o\.erall interest of the organisation as well as the individuals by improving their 
effEtkeness. productivity and also the rewards. Apart from SIU, the Government 
should also make increasing use of outside nianagcment consultants to streamline 
the Govcmment machinery. 

Reducivg the 10.12 . The number of supervisory levels should be curtailed with 
individual oficers being given smaller charges with complete autonomy so 
that they are fully accountable for any lapse. Simultaneously, multiplicity of 
checks in the form of Lqternal audit, technical audit, external audit etc. should be 
replaced by a single asncy for effecting suitable checks. 

10.13 In order to minimise the differences in the qualiiy of services being 
providcd, there is a need for laying down strict guidelines regarding 
accountability norms and standards for government servants, to be strictl!. 
adhered to wtule providmg the services. The people delivering the services and the 
physiqil environment where h s e  services are delivered are crucial. This has been 
one of the most neglected areas in the service departments of the government. Of 
late, a few departments have made some efforts to improve the physical 
environment of such places but there is immediate need to make them cleaner, 
aesthetically pleasant and more congenial. 

supervisory levels 

Service 

dePormenh 
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Traineg 

Common ~ p i s t  
Poor 

Herding an 
oficer orienlation 

Ofice Decor 

10. I4 The'public ScrYItlts who have an interface with the people should 
be given intensive training in behaviourial science, so that they are seen as 
helping hands with the smiling face rather than as exploiters. 

10.15 All the available typists in an office should be placed in a 
common typist pool. Any official requiring typing assistance may utilise the 
services of any typist of this pool. We should depart from the Drevailing practise 
of giving individual typists to officers. 

10. I6 All government work has to be made officer-oriented. Matters 
may be considered and disposed of only at officer level and full auhr i ty  must be 
delegated to each officer. 

10. I7 Work environment includes oflicc layout and furniture, office decor 
and amenities. We have considered all the three aspects of work environment 
separately. 

10.18 Office layout concerns the arrangement of equipment within the 
available floor space. Presently most of the government ofices have a number of 
private rooms. Such rooms are given to employees on account of their position of 
prestige or because the work needs a higher level of concentration or is of a 
confidential nature. The concept of private rooms is now changing and the image 
of prestige built on separate rooms has to be abandoned because they hamper close 
supervision of the subordinate staff, occupy more floor spacc and are generally 
more cxpensive to build and maintain. Accordingly, efforts should be made to 
design offices with large open areas where all the staff/juilior level executives 
(up to  the rank of Under Secretary) should sit. For limited privacy, partial 
modular partitions can be provided. Adequate lighting, ventilation 'and acoustical 
sound proofing should be provided. Modular furniture should be used and the area 
above file cabinets should be converted h.to storage shelves. Mobile racks should 
be used for storing all files in a section. The personal assistants should not be 
given private rooms but be placed in foyers outside executive offices. While middle 
and top executives may be given private rooms, the same should be constructed by 
using movable Ftions so as to provide flexibility for any future changes. Proper 
area should be provided for visitors and reception. 

10. I9 Office decor gives a pleasing appearance to the office, thereby 
reducing the boredom of sit& in one ofice for years. Decor also helps to 
unprove the imagc of an organisation. Most of the government offices are found 
to be wanting in this area. As a short-term measure, different 
ministries/departments may initiate steps for ensuring better ventilation, lighting, 
air conditioning, sound-proofing through provision of carpets, proper maintenance 
of ofice equipment and furniture, propcr colour scheme, use of potted plants, wall 
clocks, curtains, wall paintings, ctc. Long-term measures can include provision of 
piped muidart galleries in the cotriddreception area, utilisation of space on the 
ground floor .for small museums @laying articles relating to thc historical 
background of the particular department, etc. 

10.20 Provision of basic amenities is a necessity. as thcir abscncc can 
spread dssatlsfactlon amongst employees and customcrs We havc observed that 
most of the g,ovemnicnl offices at present lack propcr basic amenities Provisions 
have to be made in cven- government onice for providing drinkins water with 



\taler coolers. clcan toilets. vcndiiig machines for tea and colrce and a small 
recreation room'libriq Governincnt should also consider taking concrete steps 
lor providing facilities Irkc creche. ladies' common room, g)mnasium, sports 
fixilltics IS \\ell ;IS dcpmm!d storcs well stocked in items of daily consumption 
in .I]! large officcs 

l-.'trsuritcg 10.2 I We view \nth concern the tendency of vocal and powerful officers 
I O I ~ / ~ ~ ~ I ! Y  ucros.y to gct morc spacc and mcnibes for their personal and functionally related staff. 
ofices The government should take adequate measures and form proper guidelines to 

ensure that uniformity is maintained in provision of these facilities to different 
offices. 
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Sred 10 improve 
producfivih, 

Three major ways 

Increasing the 
number of 
working days 

Six-duy week 

1 1 . 1  One of thc major thrust arcas in th~s Report is the need to improve 
productivity of Govemmcnt employees. Wc h v c  kept this at the forefront of our 
mind and man of our recommendations have bccn madc with the sole purpose of 
raising productiiih to an optimal levcl. In this chaptcr. we nil1 give a few 
examples of such recommendations. 

11.2 
improved . 

There are three major ways in which productivih is sought to be 

a) By measures that ensure that employees have more time available 
for work 

b) By measures that motivate employees to work more 

c) By measures that improve the producrivity of employees through 
organisational restructuring, use of information technology etc. 

MAKING MORE TIME AVAILABLE 

11.3 
more productive is by making more time availablc for work. 

Or,e of the most obvious ways in which employees can be made 

11.4 The first measure is increasing the number of days available 
for work in a year. C m n t h .  there arc too many holidays in Government and we 
follow a five day week in a number of Governmcnt offices. Further, there is a 
ten- to declare a holiday on very flimsy grounds lilc thc dcath of a VIP or thc 
birth centenan of some departed leader and so on 

11.5 We have recommended the promulgation of the six-day week 
instcad 01’ thc five-day week This singlc stcp imrncdirltcl\. increascs the number 
of working days by 40. The number of gazetted holidays have been reduced 



from 17 to 3. This gives another 14 days. We are suggesting that other holidays 
should be declared only on the death of an incumbent President o r  Prime 
blinister and on no other death. This \\ill also increase the n h k r  of working 
days by at least 6 days in a year. Thus we have been able to add a total of 60 
days or two months to the number of workihg days in a year. 

Encadmierttqf I I We have allowed employees to encash 60 days of u r n c d  leave 
In their service period. Assuming a total service period of about 30 years, such 
cncashment would also increase the number of working days for an employee by 
an average of two days in a year. 

leave 

Time clock 1 1  7 In ordar to ensure punctuality in attendance, we have suggested 
the introduction of the time punching system, so that each employee right up to 
Cabinet Secretary has to punch in his time of arrival and departure. Such a system 
has worked wonders in Malaysia and it ccm do so in India too. 

Tramport I 1  8 Punctuality in Government ofices becomes a casualty also 
because employees cannot a f f d  to travel from residence to office in their own 
vehicles, be these can, mom bicycles, scooters or bicycles. We have 
recommended the grant of a modest transport allowance that would permit 
most emplojjees to meet at least some part of the heavy expenditure they YC 

compelled to make on commuting to office It is hoped that this would also 
promote punctuality. 

Allowance 

Srrvurg o/tea on 
h e  table 

1 1 9 One major irritant in Government offices is the tendency of 
employees to use the taking of :ea as an excuse to absent themselves from rhcir 
scats for as long as half an hour at a time. We have recommended arrangements 
that would ensure the service of tea, coffee, cold drinks and snacks on the 
table, so that DO interruption to the work schedule takes place. 

Changing t imi t ip  1 1.10 Another important recommendation is-that Government should 
change the timings of hospitals and dispensaries, banks; shopping centres clc. 
so that. these are open in the mornings and evenings when Government emplogxs 
(and all employees for that matter) are free. This can be done either by introducing 
a shift system and bifurcating the present staff, or through a sp!it duty system in 
which case \it can pay a split duty allowance to dliicers and staff. The idea is that 
Government employees should not have to leave office and transact the business 
of taking their children to a doctor, shopping or encashing a cheque, on official 
time. 

of service 
insti~tlons 

1 1 . 1 1  Having brought the emp'oyee to the office in time, having 
prevented him from getting late in distractions like tea, bank transactions or 
shopping. and having increased the number of working days is only part of t k  
battle. How is the employee to be encouraged to work more ? 

Output-based 1 1.12 We are suggesting budgeting and financial reforms that will 
convert our budgets to documents outlining the outputs and outcomes of 
departmental work instead of being obsessed with inputs. If implemented in thc 
right spirit, it will bring about management by objectives, with every employ3 

budgelitig 
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Perjmlurce 
appraisal 

Perjbnmmce 
Related 
Increment 

lwrwvlg exactly what his duties art, what khd  of output is expected from him and 
putting in his best to meet the laid down targets. 

11.13 All incentive schemes have to be productivity-linked. Bonus 
is supposed to be so. Unfortunately, ma@ of the bonus schcnies c m e d y  in 
operation are linked to productmn and not to productiviQ We have suggested 
certain dfications SO that there is no automatic increase in the quantum of bonus 
menly by emu. of time, but there is a direct link established between productivity 
and bonus. We are also suggesting the conversion of ad hoc bonus schemes 
into productivity-linked bonus schemes. 

I I  14 If we 
develop better methods of appraisal, which are linked to actual perforqance in 
qiianUtativc and qualitative terms, and link promotion and other incentives to such 
objectivc appraisal, we would be creating the best motivation for higher 

Performance appraisal is another area of reform 

productivity 

11.15 As part of the appraisal system. \\e arc suggestiiig a ruthless 
weeding out of the incompetent and corrupt elements at the time of promotion 
to the Senior Administrative Grade. If this is linked to performance, it will haye 
very salutav results. 

11.16 We are also introducing the Performance Related Increment 
scheme. undcr which an employee’s performanu during the previous year would 
dcterniinc whether he remains where hc is, cams an increment or is given two 
increments instcad of one. This is a precursar to Performance Related Pay, whch 
can be introduced at a later stage. 

11.17 Group ‘IT employees currently do not face an annual perfmance 
appraisal. This is b u s e  they had no promotion avenues so far. Having 
introduced the four-grade structure for these employees, we have also 
brought the ACR back. There will thus be increased pressure on them to 
perform. 

11 18 In the case of cutain departments we have made specific 
suggestions for improving productivity For example, 25% of runnmg 
allowance has been linked to the punctual running of trains Similarly, if a pension 
payment order is delayed due to the negligence of somcone in Government, he will 
have to pay interest to the affected employec for the period of delay For the 
tdephone department, we have suggested a colourcd points systems, with red for 
bad uork and green for good work, the points beins added eve? month to mi\ c 
at a numerical assessment of the productivity of telephone mechanics There is 
also a recommendahon for customer opinion surveys to ascertain the views of 
customers of services provided by the Government 

OTHER MEASURES FOR INCREASING PRODUCTIVITY 

11.19 There are other measures-that havc a v c n  direct and positive 
impact on productivity. Somc‘of these aic briefly mentioned in the succeeding 
paragraphs 
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Orgmirsntrotrd 1 1 20 Organisational restructuring includes a number of steps like 
amalgamation of Ministrics and dcpartmcnts, delegation of administrativc and 
financial powers,-delaycring, led-jumping, the introduction of the Desk OlEcer 
q'stcm. functional multi-skilling and crcation of new c a w  like thosc of Esecutive 
Assistants and Office Attendants ctc. All these will lead to greater efficiency and 
thus to higher productivie. 

rt,rhrrc/ttrinK 

RedwittK 11.21 There am also numerous suggestions for.reduang the numbers 
trrmmbc.rs in Government employment through privatisation, contracting out of services, 

transfer of functions, schemes and organisations to the State Governments, or their 
conversion into cooperative institutions, PSUs and autonomous bodies, revision of 
norms etc. Many of these recommendations will lead to higher productivity per 
cmployee from among those who arc left in the Government. 

St?I#p/!fiCltfl /Jtl 
procriltrrer 11.22 Office procedurcs prescribed in government organisations at 

present are very complex,cumbersorne and time consuming. Such procedures often 
lead to a greater emphasis on observation of the prescribed norms rather than 
maintaining productivity. Procedures in all government offices need to be 
simplified and made less tedious and time consuming. 

..tccottmhtlrF 1 1.23 A shift has to be made towards accountability in the positive 
sense wherein a greater emphasis will be laid on achieving the end result rather 
than a mere adherance to rules and procedures. This will also provide government 
employees with the necessary impetus to try out various innovative approaches for 
increasing productivity. 

.4 ufomafiotr 11.24 Thm there IS thc whole field of office automation, reduction of 
papemark, computerisation. introduction of information technolo9 etc which IS 
likely to cause a quantum jump in the productivity of Central Government 
cmployees. 



Automation - 
Exisring Scenario 

Generatimr of 
LkeIess 
Paperwork in 
Ofices 

12.1 The main objective of administrative rcfornis is to increase thc 
efficicncy 'and cffectiveness of the government by increasing productivity. In this 
scenario, automation and computerisation play an important role, as obsolete office 
equipment not only leads to a wastage of time on account of difficulty in handling 
but also does not give the required quality of output. Automation is also important 
for installing modem communication systcms in offices, which can present 
generation of a lot of unnecessary file movement and useless paperwork. 

12.2 The existing level of automation in govemment offices is quite 
inadequate and haphazard. Government offices are still continuing with the 
tradtional machines llke manual typewTiters. cyclostyling machines, etc. which do 
not give the required quality of output. Most of thc office equiprrmt is outdated 
and poorly maintained. The telecommunication facilities are insuficient or absent 
in most bf the offices. Furthermore, the office equipment is provided on the basis 
of designation of the person. The best and most expensive equipment like personal 
computer is kept in the room of the senior most officer who may either have no 
knoivledge ofits operation, or inclination or tirii? 10 iisc it. In x j  case, one singlc 
pcrson ma!. not be able to utilise the equipmcnt to its capacit).. Thus there is a need 
to split thc equipment into Individual and Pooled equipment. 

12.3 Presently government officcs gcncrate a lot of useless paperwork 
in the form of unnecessary reports/returns, cstcndcd filc movement - in many cases 
for clarification of some minor query which could have been avoided. tedious 
proccdurcs for asposing of dak, q r o p e r  filing and thc tendency amongst officials 
to,corrcspond only through the medium of the witten ivord even in cases wherc 
rcquisitc information could be easily gathcrcd by phonc. pcrsonal interaction ctc. 
Such tendencics are a major cause of delay and rcducc the level of efficiency in 
govcmment offices 
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COMPARATIVE POSITION 

I . ~ . ~ I  ?r 12.4 Most of the other countries have realiscd the importance of proper 
office equipment and r c d d  papvork in increasing thc cfficiency of government 
ofices and initiated several steps in that direction. The developed countries of the 
world have had a vety.hgh level of automation with attendant reduction in useless 
paper work, during,the past 2-3 decades. Currently, the United Kingdom invests 
more than 2 billion Pound Sterling a year and eniploys 20,000 staff (despite 
reduction in the overall size of the government) to install and o p t e  various 
information and tclccommunication systems. In Canada a blueprint h e  becn 
designed to substantially change the way in which technology is implemented 
throughout the governmknt. A 'Software Exchange Senice' (SES) has been 
opened to promote and facilitate the sharing of go\wnment owned application 
software, and related systems between different government organisations at all 
levels. The level of automation and technology in developing countries is also 
being upgraded continuously. In Bangladesh, computerisation of government 
offices has been taken up on a large scale. Alongside 0 and M techniques like 
modified personnel manual, standardised job descriptions with MIS are &o being 
utdised. -In Malaysia, .go*.~;mment ofices are increasingly being provided gadgets 
for image processing, electronic data interchange, work flow automation as an 
integral part of the endeavour to help government departments to cany out their 
daily operations more efficiently and effectively and with less amount of paper 
work. 

:I ttfrmntrmt it1 

other mutttries 

I RECOMMENDATIONS 1 
Iicralding 12.5 The existing manual system of working should be replaced by 

an automated and computerised system. This change should be initiated from 
top levels of executives in the government whose commitmenf to the proccss of 
change should be total and visible. The various activities bemg taken up for 
cornputensation should be pnoritised and activities having a public interface, those 
involving a lot of legal complicatims and litigation or those that generate a lot of 
.repetitive work should be computerised in the first leg. 

Cmpurerisatiort 

12.6 The final objective of automation is the creation of the 
paperless office or the almost paperless office. One of the fears expressed by 
officers is that there would be no record of who said what and therefore 
accountabilih would be diluted. It is now possible to use devices by which it 
Government file can be almost replicated on the computer, with sufficient 
safeguards to ensure that it would always be possible to fis responsibility for 
statements nladc by individual officials. We need to educate officials about these 
techniques, so that there are no unfounded fears on this account. 

f'ropt*r Truutitty 12 7 I n  the new office, the higher lcvcl management will have to be 
receptive to adopt new technology. Proper training would therefore be essential 
for training the senior officers on both - the skills for operating computers 
and the appropriate attitude to implement information technology in the 
organisation. Simultaneously, the general staff would also have to be trained 
for using the office automation and also to  accept technology as a facilitating 
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Other Oficc. 
Equipmrnt 

and supporting system. Sometimes innovktive technology programmes are 
initiated u i thk t  informing the einployees and their unions. This leads to rumours 
and misunderstandings about the reasons for their introduction. The first 
inipression that the employees set is that tby will'lose thcir jobs due to 
computcrisation. Their fears about informatipn technology should be 
addressed' properly through meetings and notices. JCM can play an 
important role in this respect. 

12.8 The introduction of infomation technology would requirc changes 
in the systems and procedures. Each system and procedure would have to bc 
studied in detail and suitable softwcre and hardware implemented for each 
application. Present forms being used in government are cumbersome and not 
amenable to being fed in the computers. A11 such forms would need to be 
simplified and made both custonier and computer friendly. Need to fill in 
multiple forms should be miriimised and ultimately eliminated, once the entire 
government machinery is properly networked. 

12 9 Computers can be used effcctivcly only if a proper and accurate 
database is available. Hence a proper database would have to bc dcvclopcd A11 
government departments should accordingly initiate compilation of available 
information in a proper format which ran be used for building up an 
extensive database. 

I 2  10 - While initiating computerisation, each ministry and department 
should design their system in consultation with expert bodies like NIC so as 
to ensure comratibility within the overall system of the government. Thc 
dcsign should also take mto actount the present arid future data volumes and must 
exmine costs and benefits of various alternatives available. 'This should also be 
esknded to all the field organisations as well The over all emphasis should be 
to develop a network in the entire government machinery wherein immediate 
exchange of data through computers would be facilitated. The system should 
also contain hierarchical and functional level based codes so that appropriate 
confidentiality of data is maintained. 

12 1 1  Apart from computers, other office equipment which improve 
the effectiveness and efficiency of employees should also be used Thcsc 
include Electronic T>pewritcrs. Photocopicrs, E-Mail which enablcs thc 
tr;uisni~ssion and reception of mail. FAX or tclcv around the globe. microfilm in^ 
Equipment i\hich makes miniature copies of rccords on film and stores thc film 
either on small reels or strip and can bc used h reducing i k  number of lilcs. 
Scanncr I\ hich can be used to scan letters and text so that the need for typing thc 
sicncils is obuated, etc Machncs should also be utllised for enforcing punctualit! 
in office through electromc rccordmg of attendance and timing of disposal of C ~ S C S  

etc 

I' 12 In the \\hole proccss of automation, care should bC takcn to cnsurc 
that modern equipment is providcd on the basis of needs Individual equipment 
should be provided to a person only if he needs it continuously or if work 
would be hindered or delayed otherwise. This can include equipment lihc 
calculator. computer tcrmina! ctc Other equipment which is large and 
expensive should be kept in a comnion pool with timings for the use of 
individuais and sections decided in advance. Such poolcd cquipiricnt would 



include fax, photocopier, telex, DTP facilities, NICNET, computer systems, 
franking machines, scanner, papex shredder, etc.. All government ofices shw!: 
have a central pod of equipment like telex, fax, photocopiers and word processors 
in an easily accessible mom which can be used by various officers to t&e high 
quality print-outs for the purpose of correspondence, reports, etc. 

Reduction of 12.13 
paperwork 

There are also several steps which need to be taken in order to 
reduce papenwork in Government. Some recommendations in this regard are as 
fOllO\~S : 

a) AU forms should be reduced in size and be pared to be barest 
minimum onl?, one copy ofthe same should be asked for from the 
customer More copies. if needed. s h d d  be generated in the 
Government ofice 

Rcports and returns should be reviewed every three months 
All unnecessary repodreturns should be discontinued forth\nth 
The penodmty of rcporls/retums should be ruthlessly reexamined 
to s e ~  whether thar +city could be made longer If a monthly 
return IS converted into a quarterly return, we immediatel\ reduce 
paperwork by two-thirds 

b) 

c) All officers should be authoriscd to destroy some incoming 
papers immediately on receipt. Sometimes the same 
nprcSentaton is received &om six quarters and adds to the volume 

. of a file. The five extra copies should be destroyed immediatcl?. on 
receipt. 

d) No copy of a letter should be endorsed to any person, unless it 
is clearly known that it will be useful to him in some way If 
such a ktter is received by anyone who is not concerned \\ ith it, he 
should destroy the same immediately on receipt 

12.14 Many such methods for reduction of paperwork can be devised, 
once me makes ry, one's mind and trains everyone in Government to drinkin 
similar terms. 



Dejriirmrt 13.1 The simplest definition of openness is "casy and speedy access to 
right information". In the context of government functioning in the present era of 
economic liberalisation, ''~penness" means giving everyone the right to have access 
to infomation about the varicus decisions takcn by Government and thc reasoning 
behind them. 

Comparative 13.2 
posiiiorr 

In most of the countries where large scale administrative refarms 
have been carried out, emphasis has been laid on libera!ising the extent to which 
details of policy, performance and other information about government activities 
are made available to the general public. In the U.K., Citizen's Charter contains' 
.specific provisions for promoting increased openness about the reasons for 
decisions taken by the Government. In 1988, ceItain changes were effected in the 
Official Secrets Act, 191 1 to narrow the scope of official information falling within 
the ambit of the Act. Besides, a.White Paper guaranteeing a statutory right of 
access to personal records held by the government has also been implemented in 
April, 1994. Canada has an Access to'hformation Act which giv& all Canadian 
Citiiens, as well as people and corporations present in Canada, the right to have 
access to federal government fccords that are not of 2 perso.na1 nature. The 
government has taken steps to ensure that informatioil about its activities are 
broadly available to the people, .with exceptions being limited and narro\vly 
defined, and provisions for resolving any disputes over:the application of such 
exceptions independently of the government. An Information Commissioner has 
been appointed to investigate compl&ts from members of the public arising from 
the above-mentioned Act. Government of Malaysia has also takcn various steps 
to provide an apen and transparent government in terms of decision-rnaking. These 
include publication of reports on public complaints, progress of administrative 
efforts undertaken by the gove-ent etc. 

111 other c-oroitrie~ 

Recent Trends 1 3.3 As would be clear from the above, there is a trend worldwide to 
have increasing openness in the system of governancc Various factors like 
changing socio-economic milieu, increased awareness of thc public about their 
rights, the need to have a fully accountable and responsivc administration and 
growL?g public opinion which views eflorts at secrecy as cnhancing the chances of 
abuse of authority by governmmt functionaries, have led to a dcniand for a greater 
transparency in govemmental functioning. Hoivcver. complcte openness is 
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neither feasible nor desirable. Accordingly, a balaqced approach to openness 
in government functioning has to be devised. 

OPENNESS WITH PUBLIC 
~ ~~ 

Bdaailced 13.4 
approach 

All govemments in the world practise studied concealment of 
infamation from the people though the nature, degree and extent h e o f  varies. 
While capitalist and democratic countries have a higher degree of openness vk a 
vis authoritarian regimes, nowhere in the world is government functioning totalb 
open. The effort is to satisfy public demands as far as is reasonable and 
practicable. Transparency also has to be fully compatible with the constitutional 
and pdiamentaq system of the country and the cost of sharing information should 
be commensurate with the benefit to the public. It may also not bk practicable to 
give information about any proposal under consideration while it is yet to be 
fhhsed, as this is likely to bring into play several pressure groups with attendmi 
increase in corruption. Thus what we need in the country today is a limited 
opennkss- in government fuhctioning, which would make available ex post fact0 
infoamation about vasicus, but not all, government decisions to the citizens of this 
country. while anything that is detrimental to the interests of the nation, the 
security of the state or its commercial, economic and other strategic interests, 
may not be made public, nothing should be held back just to subserve the 
interests of individual bureaucrats and politicians. 

Right to 
Iqfonnation Act 
and Setting up 
anindependentaut 
hority 

Dissemiiiation of 
~~,/ornrclrrun 

white paper and 
P== 
cammunique 

13.5 Experience of other qounbies shows that we will have ‘to initiate 
the process by passing a Right to Information Act, somewhat on the lines of 
Canada and the United Kingdom. Adequate safeguards will have to be built into 
the legislation to ensure the primacy of the national interests as also the privacy of 
the individual citizen. At the same time, an independent authority will have to be 
constituted to decide whether a document can be made public or not. In this 
context, we recommend the creation of a National rnformation Authority 
which may be headed by a retired Supreme Court Judge or a retired Chief 
Justice of a High Court. It should also include independent and eminent 
persons ss its members. The decision of this authority should be appealable 
only in the Apex Court. 

13.6 Public relations wings, which already exists in most of the 
government departments, should be converted into Public Relation-cum- 
Information Wings. Their functions should include dissenrination of 
information to citizens on payment of a prescribed fee. People should be able 
to inspect Government papers and, if necessary, take photocopies of desired 
documents. No extra staff should be employed for this work, as the existing 
staff of P.R Wing can take on these duties additionslly. Departments should 
also publish information of general interest and keep copies of these in their 
libraries for general consumption. They should put information on 
computers with linkage to Internet and other global networks. 

13.7 Every important government decision involving a shift in 
policy should invariably be accompanied by a White Paper in the nature of 
an explanatory memorandum. Whenever a government decision brings about 
any pecuniary benefit of the value of Rs. 100 mm or above to any particular 
kdividual, p u p  of company, whethcr in form of licences, tax relief or award of 
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Openness in 
public dealing 
ofices 

Curring out 
discretion 

Tmnspmncy in 
appoinbncnls, 
promotions clc. 

Redress ogainst 
s t c p  crior: 

large projects, an elaborate press communique' erplaining the origin of the 
issue, factors taken into nccount while arriving at the decision and names of 
the particular groups/ individuals which it has benefded, shod$ be released, 
within 24 hours of the decision. 

13.8 A new kind of office struchm, with a counter system, as in the case 
of banks, shauld be adopted in all field offices involving public contact. This has 
already been uscd with success in the Ahmednagar Experiment wherein the district 
office was restructured, demystified and made more open so as to facilitate the 
work of the general public. We have to move towards a government office wlUch 
gives a elearat time-limit for dqmsing of any rquest of a member of the general 
public. An individual, if he so wishes, should be made aware about the exact stage 
of his case at any p i n t  of time. In such a system, ad -applicant is given a fixed 
time-limit, at the time of submission of his application giving the date on 
which the final decision on his request would be conveyed. The Passport Office 
has already initiated a system, where the status of an application can be ascertained 
at any point of time. 

13.9 Openness also implies that the reasons for Government decisions 
are placed on record in black and white. For this purpose, formulation of criteria 
that would be used for decision-making is a must. Accordingly specific rules, 
criteria and norms have to be laid down for every activity of the government. 
The areas of discretion should be minimised and, in fact, eliminated. There 
should be no provision for Ministers, MPs or bureaucrats to dispense favours 
like Gedical- college seats, Government accommodation, telephones, gas 
agencies, petrol pumps and the like. All such out-of-turn o r  discretionary 
quotas should be abolished. Wherever discretionary powers have to exist, 
these should be exercised by a group of officials with disparate backgrounds. 
In such cases, there should always be a 1 ecorded decision giving full justification 
for the stand taken. These groups should never be headed by ministers. 

OPENNESS WITH EMPLOYEES 

13.10 Presently, the procedures invoiving personnel management in 
government m kept so much under wraps that even government servants 
themselves are not aware of them. Many of these activities like policy of trqsfers 
and postings, procedure for empanelment and even the list of persons who have 
made it to a p a d  remains closely guarded secrets. Transparency in dealing with 
matters relating to appointments, promotions, placements and personnel 
management is essential. We recommend that clearly defined criteria for all 
matters concerning promotions, transfers, appointments, etc. of government 
employees should be laid down. When a panel is drawn up, it should be 
published so that everyone knows where he stands Apart from reducing 
frustration amongst government employees, this will obviate the need for fighting 
service-relatcd cases in the courts. 

13.1 1 Op&ess in governmental functionins has to extend to rcsolution 
of disputcs among government savants. In the present hierarchical structure in the 
government, a subordinate does not have any avenue to air his grievance against 
his immcdiatc superior to anyone. Thc official rulcs provide for representation 
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through proper channel In \\ hich thc first link IS again the neurimniedrate officer 
Moreover, m case of a dispute. there is always a-prcdiicction among the top 
bureaucrats to go by the statement of the senior officer It would be better if in 
such cases, the senior ofticer counsels both parties involved in the dispute to 
arrive at a mutually acceptable settlement. If differences still persist, efforts 
should be made to delink the two persons involved in the dispute, as they may 
both be good people, only temperamentally incompatible 

Rrlalions wid1 the 1 3.1 2 Openness should not mean indiscreet lcaks about Govcnnnent 
nrrdin actions, all of whose secrets are bandied about in public. In fact, openness should 

do away with the very provocation for such leaks. By its very nature, the work of 
a government employee is faceless as it invariably flows out of efforts involving 
the entire system. The concept of anonymity of the public servant is a good thing 
an0 should mtinue. Lately certain public servants have developed a tendency 
to acquire a false halo by cultivating the press and giving them friendly leaks. 
There i s  a need to suppress this tendency. The Conduct Rules.already 
provi(le for departmental action in such cases. There is a need to implement 
this severely so that no more paper tigers amongst bureaucrats are created 
by the media. At the same time, the public relations machinery of different 
government dqartments should be trained to give out balanced stories to the 
media who should also be piven sufficient opportunity to visit the places 
where good work has been done. Instead of issuing drab press notes giving dull 
statistics, the media should particularly be apprised of individuals who have been 
helped by the system, as hufiiii interest stories always evoke greater attention. 



Rejorms in rVew 1 4.1 
Zecllnnd 

The presznt trend the world over is towards granting greater 
autonomy and delegating more powers at all levels oithe government. Perhaps the 
highest level of autonomy and delegation has been effected in New & a h d  during 
the course of the refornis initiated in the last decade. Most oi  the government 
activitieshave been either privatised or are being run as State Owed Enterprises 
like private sectq businesses.conforming to commercial objectivzs aione. For the 
core' activities that have been retained in Govemnent? Mkisters enter into a 
contract v&h the Departniental Chief Executives Acrein the output to be produced 
by the department and the price to be paid are specified. The Chief Executive, who 
himself is on a contract, has full powers to hire atid fire his staff and to fix their 
salaries. All civil serv'ants u e  employed on a contract, under which they are 
responsible to produce a &rt.aiq number of outputs of specified qudity at a certain 
price. In order to achieve such outputs, each manager has complete discretion over 
inputs and can prescribe work methods, devise systems. fix salaries, grant 
amenities and decide upcn the number of his staff while *enwining within his 
overall budget. The pay of the-manager is also dependczt.on his performance. 
There are annual reviews and depending on their rzsults his pay can be adjusted 
both upwards and dowwards. Budgeting has become totally output-oriented, with 
the control of the Treasut). limited only to a fixing of the total size of the 
deparkental budgets. 

I AUTONOMY AND DELEGATION - AN APPRAISAL 

E'eusibiliry o/ 14.2 
Ineducing 
New Zealand 
aiodel in India 

While this kind of system may be the ultimate aim for any 
government of the future, it is doubtful if the prcsent circumstances are conducive 
to its instantaneous implementation in India. Today we have a centralized system 
of Govemnmt that is prcrnised on distrust. Whether it is the Ministry of Finance 
or the Ministry of Law or the Department of Personne!, they do not tnrst other 
individual Ministries to do thc right thing. It is, thercforc, necessary .to refer 
everything important to tliesc nodal Ministries. Whakvcr little autonomy the 
departmental heads sccm to enjoy notionally is withdravn b\. thc Ministry of 
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L)rcrti:ralIsatioti 
of Fitiancid 
Powrrs 

Rolr c$.bfinrstq 
of Personnrl. 
Pllhltc 
Grimratices otid 
Pr?lslwls 

Finance under the plllse of econonn,. Most important decisions of any consequence 
are taken either by the Cabinet or a Cabinet Committee or the Minister or thc 
Committee of Secretaries. 

14.3 Delegation of authority is critical to the cutting- down of levels and 
the time taken for arriving at a decision. Ony delegation can lead to reduction in 
the size of government which is central to the entire process of administrative 
reforms. htralised control leads-to wastage, as one set of rules cannot 6 equally 
applicable to thousands of diverse situations which obtain in a country of India's 
size and complexity. There is thus no doubt that delegation is the key to faster 
decision-making. 

RECOMMENDATIONS 

14.4 Presently, the most excessive centralisation of powers is seen in the 
matt9,of finance. All ministries have a Fin+cial Advisor (F.A.) who is 
responsible both to the ndrmnistrative ministry and the finance ministry. The F.A. 
assists the administrative Secretary in respect of the powers delegated to the 
ministry and the Secretary can, in theory, overrule !iis F.A. In practice, however, 
stringent restrictions have been piiced in respect of exercise of delegated powers. 
Powers for creation of non-plan posts, reappropriation from plan to non-plan 
expenhture, expenditure on telephones, travelling allowance, entertainment, 
overtime etc. have been seyerely curtailed q withdrawn. This kind of total control 
is stifling and often acts as a barrier in achieving the allotted targets and goals. 
Accordingly, there is a need for the finance ministry to allow other ministria 
greater freedom and flexibility in financial matters. If would be more 
appropriate if the finance ministry approves the overall budget for different 
ministries and thereafter allows them sufficient flexibility to manage the 
financial resources in the most productive manner irrespective of the various 
heads under which it is spent. Simultaneously, all t%e powers withdrawn 
from the ministries during the last few years in the name of economy 
measures should be restored, with reiteration of the government's desire to 
effect maximum economy. The dual control over the F A .  should also be 
removed and they should work under the control of the administrative 
Secretaries- as  real financial "advisors" in respect of delegated financial 
powers. 

14.5 The Ministry of Personnel, Public Grievances and Pensions is the 
nodal ministry dealing with policy in respect of personnel matters. Due to common 
criteria prescribed by this ministr), there is a great deal of uniformity in the civil 
services, which is not always conducive to effective management of the functions 
attached to diverse departments. There is need for greater freedom in personnel 
matters within the existing system subject to the specified budget on pay and 
allowances. Individual departments should be allowed to  determine the 
structure of their cadres within the existing pay scales without the 
intervention of the Ministries of Finance and Personnel. They should also be 
authorised to work out incentives applicable to their employees, within the 
parameters of general guidelines, like increments, lump-sum payments, 
productivity-linked bonus, etc.. The departments should also enjoy greater 
freedom in res'pect of personnel who are specific to such departments and are 
not to be found in other ministries. In such a scenario, the role of Ministry of 
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Appointments 
Commitree ojrhe 
Ca binel 

Personnel would be confined to laymg down general policy guidelines in respect of 
matters like recruitment, promotion, deputation etc. 

14.6 The approval of the Appointments Committee of the Cabinet 
should be sought only in respect of appointments of Joint Secretaries and 
above in the secretariat and appointments to posts carrying a pay scale 
equivalent to that of Additional Secretaries and above in the field offices. 

Hole of 
Conmfirree OI 

14.7 Presently there is a tendency to refer almost all important matters 
to the 'Committee of Secretaries'. This leads to avoidable delays and dilution df 
responsibilities. Individual cases should not be referred to the Committee of 
Secretaries. Only broader issues having wider. ramifications should be taken 
up a t  their level. All administrative Secretaries should be delegated the 
complete and final authority for approval of projects, programmes, schemes, 
procedures etc. upto any limit within the overall budget. They will iio doubt 
seek the advice of all those concerned before arriving at the final decision. This 
would ensure that the ministry responsible for a given task also has the necessary 
pomrers to achieve it. 

Secretaries 

Ro!e of 14.8 All administrative Secretaries should be given maximum 
Srcrc~tarte.t functional freedom and financial flexibility as in the case of Chief Executives 

in New Zealand. Simultaneously, they should also be asked to commit 
themselves to targets aiid action plans for their entire tenure and held 
accountable for the same. 

I jeieptron as a 'f4 9 
prelude 10 

As a prelude to reduction of levels in the ministries, the posts 
of Director, Deputy Secretary and Under Secretary should be treated as one 
group and that of Joint Secretary, Additional Secretary and Secretary as 
another. An officer belonging to the lower group should submit the files 
directly to an otficer of the higher group who should be delegated the 
nswqsuypoSvers to take a decision on such matters. This will ensure that no 
file is dealt by more than two executives &fore a final decision is arrived at. 

Delayring 

An armospherc. 01 14.10 
trust 

An atmosphere of trust bs to be created throughout the 
administrative system, so that each rung of the Government feels motivated and 
responsible for the results in specific are+ of responsibility Power & 
responsibility should go together. Only in such,a system can decisions be taken 
quickly and efficiently. 



Grievances 

Wirhdra wal of 
Gowmmen: 

Need fm effec:iw 
reahsal 

Malaysia 

Liriled Kingdom 

15 I It is inevitable that the large size of the Government machinery and 
the plethora of services provided by it should generate grievances. Thesc can bc 
arosdly divided into two types - grievances of customers and gnevances or 
employees 

15.2 One major policy thrust that can reduce both is the withdrawal of 
Government from arcas that can be transferred to the corporate or private sector. 
This option has to be pursutd vigorously. 

15 3 But for areas that remain with the Govcmncnt, an efficient 
gr~evmce redressal machimy has to be an integral part of civil service reforms. 
It has to be effective, speedy, objective, readily accessible and casy to operate. It 
has also to be well publicised so that aggrieved parties arc a m  of not only the 
available recourse but also the f m  for lodging the complaint. 

EXPERIENCE OF OTHER CCOUNTRIES 

15.4 Other countries have tried to build effective grievance redressal 
mechanisms. In Malaysia, a Public Complaints Bureau has baa crated in the 
Prime Minister's Office. It has the status of an independent organisation to look 
into complaints against public agencies. It is the main channel for the public to 
f o n d  their grievllnccs against public servants. Several steps have been tAen to 
inform the public about their right of redrcss. 

1 In the U.K., the Cit izcns' Charler ( 199 1) introduced mechanisms 15.5 
for registering and redressing complaints made by customers. Govcmmcnt took 
stcps to publicize the proccduPes for lodging complaints. A Complaint Task Force 
was created for setting up improved complaints %stems. A telcphoiir: hclplinc 
called "charterlinc" was installed to help people to find out more about public 
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services as also Wto lodge complaints about *an. A post of Ombudsman was 
created to deal with complaints of alleged injustice caused by Government’s 
maladministration. If other attempts at redress failed, individuals could approach 
the Ombudsman through their Members of Parliament. 

1 

CONSULTANTS’ ADVICE 

Canadp I5 6 A Department of Public Works and Cmvemment Services was 
opened in Canada, in order to permit members of the public to lodge formal and 
informal complaints. The Canadian International Trade Tribunal was appointed 
in order to receive and decide upon complaints in respect of award of Government 
contracts to private parties ‘ \ 

15.7 Tata Consdtancy Servicts have suggested that all public grievances 
should be received and acknowledged only at one point. The Departnient of Public 
Gnevances should function as a nodal department and forward thc csmplaints to 
the respective departmats for necessary action in a time-bound manner. Creahon 
of a grievance committee for handling grievances of employees has also been 
suggested. 

EXISTING SYSTEM 

Department 
Pacbiic 
Grievances 

of 15.8 As in everytiung else, we already have a public grievance redressal 
machnery in place. At the apex is the Deqartmcnt of Public Grievances, under the 
charge of a full-fledged Secretary who reports directly to Cabinet Secretary. It 
registers all public grievances received e i ’k  firom individuals or from the 
newspapers and forwards the same to the concerned Ministries. Action taken 
thereon is monitored closely. 

Special Celh 15.9 ‘Iiiditiduals can also file their grievances with the concerned 
Ministry or Department directly. Most Ministries have special cells under senior 
officers for looking into such grievances. People also request their public 
representatives to intercede for them with the Ministers or senior officials. 

Defects in present 1 5.10 The troublc with the pnscnt system is that it is not worked properly, 
due to the following reasons : Tslem 

a) The concept of customer orientation is almost non-existent 

b) Government oircials an not projxrly trained in effective grievance 
redressal 

c) There is no pitipainted responsibility for each task 

d) Responsibility for non-rcdressal of a grievancc is not fixed there 
and then 

e) No reward or punishment system exists 
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.  hue is no syska t ic  attempt to assess the custofflers' opinions 

g) Multi-tier institutional mechanisms have not been developed 

h) There is no institution outside the departmental machinery whlch 
could effectively intervene on behalf of the aggrieved person. 

OUR RECOMMENDATIONS 

15.11 An effstive grievance redressal machinery has to be put in place, 
so that each of the a b v e  defets is taken care of. Our recommendations try to 
achieve this objective. 

Citizens' Chorter 1 j There hps to be a Citizens' Charter, defining the rights of the 
customers of Government schemes and services. Each department has to 
publish its own Charter, defining its standards of performance, fixing time limits. 
setting out the grievance redressal mechanisms, stating what redress would bc 
made. For example, the Department af Telecommunications will have to state how 
much time it will take to set a. telephone in order. Suppose it stipulates 24 hours. 
If it fails to rectifL a defect within that period, it will have to pay damages to the 
subscriber. Each Government employee has to understand that he is a public 
servant in every sense of the term and he has to serve the public. That is the only 
reason for his existence. The idea that Government employees dispense fa\.ours 
to members of the public has to be buried once for all. 

A ttirudtnal 15.13 
chonge 

Officers have to be trained in effectbe grievance redressal. 
There am somc basicprincip11~ for this. Each oficer has to maintain an open door 
policy. His doors have to be dways open to the members of the public, to listen 
to their gkvances. Disposal of papwork ha$ to take sccond priority. So long as 
papers arc gim m& importance than peop~c, our administrative systems cannot 
improve. Intersention bas to be personal, by calling the concerned official or by 
ringing him up. Deadlines'have to be set for each task. The completion of each 
task has to be monitored. No backchat is to be tolerated- from subordinates. Each 
person is to be trained in problem solving, and in f w i n g  our innate tendency to 
pass the buck to someone else. 

Pinpointing of 1 5.1 4 The distribution of work. in Government ocfices has to be done 
in such a way that you can always pinpoint responsibility on a single 
individual. No one who is called upon to perfonn a task should be able to claim 
that it is not his job. If he is held responsible fix non-ptrfwmance, he should not 
be able to wriggle out. 

responsibility 

Performarice 15 15 Whenever a grievance is redressed or  not redressed within the 
time limit prescribed by the organisation, there should be an automatic 
mechanism for recording of the performance there and then. It should bc 
recorded for several purposes It should go into a data bank which records the 
pcrformance of the individual That should enable the department lo prepare LL 
Monthly Performance Appraisal, whch should be communicated to thc indlwdual 
The other use to which the information can be put is the determination of the 
individual's entitkment to a financial reward or punishment. 

opprouol 



Reward und 
pwiishmenl 
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Calling/or 
departmentaljilcs 
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15.16 Asimpk systcmm the tclcphne.maintcnance wing of DOT could 
award green points for good work and red pcints fa.slipshod work. At the end of 
the month, al the green and red points could be totalled up, to give either a net 
green (plus) or red (minus) figure. That figure could determine whether the 
mdwidual \ w d d  be entitled to an incentive or a deduction. In other departments, 
it could be linked with (say) running allowance in the railways or performance- 
linked bonus h the postal deprtment or a cash incentive in a defence workshop. 

15.17 We require a well organised system of Customer Opinior. 
Surveys, which could give us f d b x k  about the performance of an organisation 
or individuals within it. These niay be conducted internally. through units 
dedicated to the task of Performance Appraisal or by engaging private survey 
agencies on a contractual basis 

15.18 A multi-tier institutronal mechanism has to he developed for 
grievance redressal. This means that only grievances which cannot or are not 
redressed at a particular level will travel to the nest higher level. X grievance will 
keep on travelling up the hierarchy, as long as it is not sol\.ed. Thcre should be 
automatic mechanisms which alert each higher level about the unresolved 
grievances at the nest lower level as soon as thc stipulared standard time has 
elapsed. One of the methods could be that of Lok Adalat or Social Audit Group. 

15.19 The higlwst tier of grievance nd&d at the bureaucratic level 
should be the Secretary (Public Grievances), who should be one of the 
senior6ost Secretaries to the Government of India. He should be able to hold a 
niionthly meeting to discuss unresolved grievances which need attention at his level. 
The meeting should have representatives of the administrative Uinistry, and the 
Ministries of Finance and Law, ail of whom are Illy empowered to commit their 
Ministries to any come of action that may be jointly decided upan. In important 
casts, theref- the concerned Secretaries may attend the meeting personally. The 
aggrieved party should also have the right to d e  a verbal reprsentation before 
this forum, which may be called the Sarvochha (Apex) 'Lok Adalat. Decisions of 
this Adalat should be final and binding on all the Ministries of the Central 
Govcment. 

15.20 The Secretary (Public Grievances) is currently authorised to 
call for the fk pertaining to any case of any Ministry and to pass any orders 
that he may deem fit, taking all the circumstances into accQunt It IS not known 
how often or whether at all he exercises this power. But it would be salutary to 
have this power vest in him, and wherever necessary he could obtain the 
approval of the Cabinet Secretary or the Prime Minister, to lend the 
necessary weight and finality to his decision. 

15.2 1 We also need an Ombudsman outside the routine bureaucratic 
machinery. This could be a retired Judge or senior bureaucrat, ~ h o  may be given 
a Constitutional or legal status. He would be avai'lable for attending to unresolved 
gnevances and could intervene in gitical matters. Hs hearings could bc public. but 
without there being any lawyers. The complainant and the reprcscntatwc of the 
Government department could be heard and an appropriate order passed either 
setting a time limit to thc niattcr being resolved by the dcpartmcnt or in thc case of 
a dispute, even deciding what line of action should be pursticd 
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[ GRIEVANCES OF EMPLOYEES AND PENSIONERS] 
I I 

.Wac/iinety 15 22 The gicvanccs of employees and pensioners wilt have to be mainly 
dealt with by having multi-level points of grievance redressal, starting from thc 
immediate boss and travelling through the layers of head of office, head of 
department, adrmnistrative secretaty and so on. Time limits for grievance redressal 
should be fixed and adherd to. 

Grtewnce 15.23 Each Ministry should have an Employees Grievance Committee 
chaired by the Secretary. This should be the apex of a hierarchy of such 
Committees, starting from the field level. Unresolved grievances should travel 
quickly up the hierarchy, so that matters are set right within the shortest possible 
time. Personal hearings should also be allowed at each level. 

Committee 

Pension Adalat 15 24 For pensioners, we must create P multi-tier effective Pension 
Adalat system, fully empowered at each level to take shbrt cuts, short-circuit 
procedures, reduce paperwark and come to reasanable, COmmuIlSense decisions 
which resolve the matter in issue on the spot. For policy matters, SCOVA should 
be fully empowered in the manner of the JCM, as has been mentioned in asother 
Chaptcr 
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Dafmiliori 16.1 Management Information System is an integrated approach to the 
design and use of a computer-based information system that provides summary 
information and highlights exceptions for corrective decision-making. Readily 
available and up-to-date information is a vital requirement for facilitating correct 
policy-making and mOriitoring and control over various programmes. MIS also 
enables the maaagemen t to take concurrent corrective action in ongoing projects. 

I COMPARATIVEPOSITION I 
Mcancrcs taken in 16.2 
Orher covnoies 

Heralding improved MIS has been an inherent feature of 
administrative re€- effected in different counrries of the world. In Canada an 
office of Infomation Management Systems and -Technology headed by a Chief 
information officer was created for policy devolution, implementation and 
administrative -g of the existing information systems. In 1994, the 
Malaysian govvnwnt introduced a Civil Savice Link (CSL) as an on-line 
informatioa databax system to enable the general public to access information on 
government SGIyicCs at the touch of a button. This w a s p d e d  by massive 
computuisation and strcngthtned technology base in the management of public 
services. The ambit of administrative reforms in the United Kingdom included 
establishment of information systems in the principal areas of government 
departments like personnel records, finance, physical resources and procurement. 
An integrated approach to MIS was followed so as to share the available 
informaton bctw#n dif€hnt government departments. Efficiency units were set 
up to detenninc departmental needs and recommend most suitable MIS for 
different govunmcntal agencies . A body called the Government Centre for 
Information Systans was created for promoting effectiveness and cfficicnq in 
government through the use of information systems. 



I PRESENT STATE OF MIS IN INDIA I 
Ills plaguing h e  
present +stern 

Desirable 
altribules 

Dmloping a 
compu~tr network 

16.3 Despite recent changes, govenunent ofices have not so far 
adopted Information Technology in a big way. Collection and compilation of 
information in government is being done on a very large scale by way of filing 
various returns, whch engages most of the time of field functionaries. However, 
this vast information is not Mly utilised because of its bulk and its delayed 
availability. In gosernment deparimcnts information technology is mainly used for 
document processing. While such systems have improved the eficiency of 
operation of processes of a repetitive nature, they have not been used either for 
decision-making or for planning, because of which the scope for enhancing the 
effectiveness of organisations as a whole has been extremely limited. Most of the 
departments have taken up computerisation of thcir operations in isolation and at 
times their systems are not chpatible with the overall compnter network of the 
govmment being operated by NIC. There is no effective mechanism for exchange 
of information between various ministrieddepartments At times, the left hand 
does not Inow what the right hand is doing. The bulk of informstion gathered by 
the government machinery ‘is not, therefore, utilised efficiently and effectively. 
Quite often, information, in spite of being available. has to be collected from the 
c o r n e d  ofices due to cumbersome system of retried or the same information 
is sousht more than once by the same office. The dormation so collected is hardly 
used for monitoring of projects or for taking corrective action or even to update 
data inputs for policy makers. 

I6 4 Today the government machinery needs an MIS which will 
reduce duplication of efforts, streamline operations, make standard, accurate 
and timely information readily available at all levels, integrate government 
operations across the country, and take care of routine and repetitive 
processes which presently account for nearly 80 per cent of all government 
acthities. The ~oveanment, in its role as facilitator, should also nuke relevant data 
available to t ! ~  private sector to facilitate its business interests, within the counby 
and abroad. 

I RECOMMENDATIONS 

16.5 Each ministry/department should identie the type of information 
required at various levels for its designated functions and identirj, the sources for 
its collection. Thereafter an integrated software should be developed which 
should compile information fed by various sources and process it. to  facilitate 
its retrieval in the desired format by various functionaries. This will eliminate 
duplication in data collection, its compilation and transmission. The NICNET of 
the National Informatics Centre, which covers all the district headquarters in thc 
c o u n p ,  should be utilised by all the ministries and departments of the central 
govenuncnt. A common software should be devised by NIC Tor all govt. 
departments so that the systems being followed in different departments. 
remain compatible. Even if individual departments have to develop 
specialised programmes for their specific functions, care should be taken to 
make their language compatible. The computers of various 
offices/deprrtments should be networked so as to facilitate interchange of 
information between different offices/ departments1 ministries of the 
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government. NICNET, Internet conneciivity should be provided to heads of 
all field organisations. Proper safeguards should be incorporated within the 
system so that only authorised officers can access the information, to prevent 
misuse or leakage of information available. 

16.6 New formats should be devised for collecting information 
from field units by the head oficdministry. These monthly formats should 
be exhaustive and contain complete information so that the need for calling 
details repeatedly from field offices is obviated. 

16.7 A new system should be developed for departmental and 
functional mmagement control. The system should interact extensively with 
information generated at the operations level to summarise and present it in 
the desired format. The reports generated by this system should cater to both 
routine as well as ad hoc queries essential for decisian-making. 

16.8 For purposes of strategic planning and control at higher 
levels, a suitable information system consisting of related information from 
external sources supplemented with data extracted from the operational level 
of the department should be devised. This system should have an inbuilt 
capacih ta caw to n larse number of unstructured and iuianticipated requests and 
should bc able 10 support 'What-If analysis to enable users to develop their own 
models. 

16 9 Government departments should be given specialised 
software to perform functions which can lead to better analysis and result in 
time-saving. 

16.10 Necessary modifications should be made in the current systems and 
procedures of the government to make them adaptable to computerisation 
and MIS. 

16.1 1 .The data collected by government is quite eshaustive Fnd can be of great 
use for private entrepreneurs in planning 5eir operations. The government 
should develop a system whereby data having commercial value can be made 
accessible to private sectors for commercial use. 
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Intrduchon 17.1 Recruitment to posts in Government has become increasingly 
difficult m the context of the growth of the private sector, which is now in a 
position to provide much better rermndation and perquisites as compared to thost 
OM by government f'or camparabk positious. The age-old prestige attached to 
Government service and the associated job security would not appear to be 
adequate incenhves to attract the best amongst the job seekers. &lay in 
completion of the recruitment proass also has an adverse impact onthe timely 
availability of personnel to man vacant posts. A review of the recruitnient 
procedyres and methodologies would, therefore, appear to be necessary 

METHODS AND AGENCIES FOR RECRUITMENT 

Various wtethods 17.2 bfferent methods ofrecruitment prevalent in.$ovemment for filling 
o~'recru'brrent vacancies in different categories are (i) promotion (;i) direct recruitment (iii) 

deputation (iv) transfer (v) re-employment and (vi) short term contract. The 
recruiting agencies of the Central Government are invclved in varyins degrees in 
the recruitment process. 

UNION PUBLIC SERVICE COMMISSION 

Recruitment 17 3 
d ' r o u ~  

The Union Public Service Commission (UPSC) is a statutory body 
established under the Constitution. Article 320 of the Constitution contains details 
of matters which would require consultation with the UPSC. This provides inter 
alia, that all mattes relating to methods of recruitment and principles of promdon 
that need to be followed for the civil service and civil posts shall need a reference 
to UPSC. However, based on convention and explicit Government orders, dertain 
other matters have also been brought under the purview of the UPSC. These 
include proposals for upgradatioddowngradation of posts, constitution of DPCs 
for promotion to posts in Central Civil Services and Group 'A' posts b a d  on the 
principle of selection and not on seniority-cum-fitness, special recruitment to the 
scientists pool, etc. 
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IhmpfimlFmn 17.4 Similarly, the UPSC (Exemption fiom Consultation) Regulations, 
ronritfiadion 1958 specify the matters which art excluded fiom its purview. These envisage that 

if the rules governing reauitment to the civil service or civil post concerned do not 
explicitly provide for consultation with UPSC, it is not neqxsary to consult the 
Commission in regard to selection for appointment in the following categories- 

with UPSC 

Reduction of 17.5 

to a post included in an All Jndia Service, of any officer who is already a 
member of an All India Service; 

to a post included in the Group 'A' Central Service, of any officer in the 
Armed Forces of the Union and any offcer who is already a meiiiber of an 
All India Service or a Group 'A' Central Service; 

to a Group 'B Central scrVice.or a post included in a Group 'B Central 
Service, of any offit& who is already a member of a Group 'B Central 
Service, or a Group 'C' Central Service or of any oEcer in the Armed 
Forces of the Union; and 

to a tenwe post included in a Group ' A  or Group 'B Service. of an officer 
of a State Service. . 

It is &o not llccessary to consult the Commission i n  regard to selection for 
tempomy or officiating appointment to a post if such appointment is not - likely to continue beyond a period of one year. 

In the context of the increase in the work-load of the UPSC 
lood Of responsible fbr direct recruitment to a large nrmber c posts and of the inordinately 

long time, ranging from 12 months to 21 months, taken in completing the 
recruitmnt, it will be appropriate to rccollsider the entire question of indvemer,t 
of the UPSC in recruitment to all civil posts in Groups 'A' and 'B'- The question 
whether the UPSC litcds to be cansulted at all in respect of certain categories 
of posts needs to be considered afresh by the Covernment. Alternatively, 
Government could also consider the option of expanding the UPSC, opening 
regional branches of UPSC or establishing other Commissions. But on 
consideration of the various options, wc tee1 that the best course of action 
would be to reduce the worliload of the UPSC by exempting more categories 
of recruitmeqt from i ts  purview. Such consultation should be restricted only 
to recruitment of large numbers to organised services or  cadres through 
competitive examinations, conducted at the national level. This would cover 
the Civil Services, Engineering Services, Central Health Service, etc. 

UPSC 

17.6 In addition to making large scale recruitment to various organised 
ServiceslCadres, the UPSC also recruits personnel to a large number of individual 
or isolated posts. Whatas UPSC hss evolved standard procedures for recruitment 
to the organisad Services, and is able to complete the process within a stipulated 
h e h a m e ,  inotdinate delays occur in cases of recruitment to individual or isolated 
posts. In the circumstances, theinvolvement of the UPSC should be dispensed 
with if the number of posts to which recruitment is to be made is less than 15 
and the ministries themselves may be authorised to make recruitment. Thc 
Departmental Recruitment Committces constituted for the purpose should. 
ho\+cver, associate outside experts. On reduction of its workload. the UPSC \ \ i l l  

166 : 



then be in a better position to adopt i.vovative methods of rccruitmeat- by 
modrfiing the present procedures and methods, and adopt other initiatives, such as 
campus inteniiavs, \ v a l k - i n - i ,  association of private recruitment agencies 
etc. so as to expedite the process of recniitment. 

STAFF SELECTION COMMISSION I 
Other .-lgencies 17.7 
jw rrcruirmenr 

In addition to UPSC, Goranment of India has set up Staff Selection 
Commission, Railway Recruitment Boards and other agencies and entrustad them 
with the responsibility of recruitment to Group 'C' posts in Central Ministries, 
Departments and their attached rrnd subordinate ofices and for recruitment to 
catah specified Group ' B  posts like Assistants and Stenographers in the Central 
Secretariat. Vacancies in Central Chwemment Establishments other than those 
filled through the UPSC or agencie like Staff Selection Commission arc filled by 
the respective departments through notification to the nearest Employment 
Exchange and no department can fill any such vacancy by direct recruitment, unless 
the Employment Exchange issucs a non-availability certificate. In the event of a 
conscious effort to reducc warkload on UPSC, as recommended by us, the 
recruitment responsibilities shall need to be increased for Staff Selection 
Commission. Also, Ministries, Departments and subordinate organisations 
should themselves take up more recruitment responsibilities.. Govcnrmcnt 
s h d d  evolve procedures a b u t  nomination of experts, if necessar). out of panels 
maintained by UPSc/Staf€st lca' iob C;orimission, to the selection committee to be 
constituted by 'MinistriedOrgaktions for this purpose. We do not suggest 
creation ,of another .agency for recruitment by Governqent. The Staff 
Selection Commission, which has already opeecd many regional offices, d s  
to be expanded further to take over moq responsibilities. This coupled with 
the responsibilities passed on to the MinistriedOrganisations themselves will 
ensure speedier recruitment in Government. 

Itivolvemen 1 

I.:PSC in 
promotion 

4 178 The UPSC is generally associated finalising promoboms at 
various letcls In different services and cadres It is necessary to review the 
different service rules with a view to ensuring that these do not contain 
provisions for consultation with the UPSC in respect of posts specifically 
exempted under the UPSC (Exemption from Consultation) Regulations, 1958. 
In addition, the regulations should be amended to provide that consultation 
with the Commission shall not be necessary in regard to selection for 
appointment to posts in scales of p.ry below or above the Senior 
Administrative Grade (Rs.5900-6700) in all ServicedCadres. The-present 
practice of consulting the UPSC in cases of promotion from a Group 'B' post 
to a Group 'A' post should however, continue. Promotions to posts below the 
Senior Administrative Grade should be decided by the individual Ministries 
themselves, who need to be authonsed to constitute DPCs irrespective of the fact 
whether the promotion is to be made by the selection or non-selection method 
Associatton of a representatwe of the UPSC m the DPCs need not be insisted upon 
I n  short, the UPSC should be consulted for promotion only at the time of 
promotion from Group 'B' to Croup 'A', or from a lower post to Senior 
Administrative Grade in Group 'A*. All other promotions should be done by 
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the Cadre Controlling authorities themselves. Recruitment Rules should be 
reviewed to provide for composition of the DPCs in the manner suggested in 
this paragraph. 

I REDUCTION OF TIME LAG IN RECRUITMENT I 
Time taken 17.9 It has been brought to our notice that because of the inordinate delay 

in selection of personnel by UPSC, Staff Selection Commission, etc., the selected 
candidates lose interest and do not often join the posts. As a result, the vacancies 
remain unfilled for a considerable time, affecting normal functioning of 
Government offices. The present timc lag between the notification of vacancies 
and issue of cffers of appointment to candidates Is very long and ranges between 
1.5 and 24 months. There is a definite necd to rcduce this time lag. Besides, 
reserve panels should also be prepared by the recruiting agencies so that alternative 
panels could be made available to the indenting ministries wherever necessary. We 
feel that measures suggested in the succeeding paragraphs should be adopted with 
advantage by the Cmvernment departments and recruiting agencies to improve the 
situation. 

.Uanpower 17.10 Depar&mk$h+Iinistries should do proper and scientific manpower 
piunning planring with a view to ensuring that projections are made for vacancies likely to 

arise in the next five years or so. While making the projections, it should be 
en5ufBd that all relevant factors like past trends of resignations within a year of 
appointment, csndidates not accepting offers of appointment, unforeseen vacancies, 
etc. are duly taken into-account. Recruiting agencies should initiate recruitment 
action on the basis of the projected vacancies: which may be subjected to 
modification based on an annual review of the projected five vear manpowex plan. 
Indenting departments should intimate t l ~  numkr of vacancies and changes therein 
directly to the recruiting agencies, with a copy to the cadre controlling authority. 

Recruiting agencies should prepare a panel to cater to the vacancies 
notified by the indating departmnts and, based on past trends and experience, the 
size of the pards should be so determined as to ensure that the requirements 
of the indenting departmats are fully metact of the panels. In cases of regular 
annual selection through competitive examina:ions, the currency of the panel 
should be valid till the panel on the basis of nest annual examination is available. 
Vacancies resulting due to resignation or death of an inckbent within one year of 
his appointment should be filled immediately by a candidate from the reserve panel. 
if a fresh panel is not available by then. Such vacancies should not be treatcd as 
frcsh ones. 

Maintenance of 17.1 1 
Panels 

Provisional 17.12 
uPPoinbnentr 

The amcept of provisional appointmcnts needs to be introduced in 
Government to ensure that candidates sclected by recruiting agencies are 
immediately appointed, on a provisional basis for a period of three months, 
without waiting for the completion of their medical examination and 
verification of character antecedents. The Temporary Service Rules would 
require amendment to provide that such provisional appointments could be 
terminated at any time without assigning any reasons. All efforts should be made 
to complctc the medical examination and vcrificntion of antecedents during thc 
period of thrcc months that the provisional appointillcnt would be valid 



17.13 The tinic limit within which the selected candidates are required to 
report for duty should bc drastically reducul and the oger of appointmedt to a 
candidate who fails to join within the period stipulated should be cancelled 
without assigning any reason. 

17.14 Demands have been made that the maximum age limit prescribed 
for direct recruitment to VMOUS posts should be increased. Besrdts, furthw 
relaxations of age have also been sought to enable departmental candidates to 
apply for appomtment to posts filled by direct nauitmenl in their own departments 
and outside We feel that the present provisions in this regard are adequate 
and further liberalisation is not necessary. 

17.15 It has been tepnscnted that, instcad of placing an excessive reliance 
an theperformance of candidates in university examinations, which is often not a 
very reliable indicator, recruitment to posts in government should be based on 
examinations or tests specifically conducted by the recruiting agencies for this 
purpose. It has been pointed out in this context that the standards adopted by 
diffatnt Boards and Universities for evaluating students are also not uniform. We 
fcd that the apprehensions underlying the demand are genuine and the only 
way to overcome j h t  problem would be to ensure that the suitablity of 
candidates for appointment to posts is determined on the basis if specific 

or examinations conducted bv thc recruitinn anencies themselves. 
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18.1 Mobility of employees refxs to their capacih. in terms of flesibilih 
it. service concbtions, to move in the course of their career to other services or posts 
in the Central Government itself: or in State Governments. public enterprises. 
autonorno& organisations, international agencies, foreign governments and even 
the private sector. Conditions of service of government employees. particularly 
those relating to fonvarding of applications, retention of lien in the parent 
department while working in other departments/ organisations, transfer of 
pensicnary benefits in cases of permanent absorption or transfer, etc. ~ have been 
liberalised and improved pendically so as to remove impediments in their 
movement to other sectors. But the extent of mobility is as yet quite insubstaytial. 

18.2 A number of demands have been received by us urging that a liberal 
exit policy should be formulated to enable Central Government employees to 
accept employment in the private sector or abroad while retaining their lien in their 
parent departmen.ts. It has been contended that, apart from earning foreign 
exchange for the country, h s  would also help in restricting the size of government 
organisations. It has been suggested in this context that employees should be 
sanctioned extraordinary leave for the purpose, as is being done by certain State 
Governments like Kcrala and West Bengal, as well as some public enterprises. 
Lateral entry of persons from other sectors into government senice has also been 
advocated. 

18.3 In Kerala, State Government employees are permitted to avail of 
leave without pay and allowances, whether continuously or in broken spells. for a 
total period of 15 years to accept alternative employment eithcr within the country 
or abroad. 

18 4 The National Hydroclecmc Power Corporation Limited permits. on 
a selective basis, its employees who have been declared surplus to retain their lien 
for a period of two years to cnnblc thcm to secure alternative cmplo\-mcnt in prn ate 
organisations Employees of Himachal Pradcsh State Electricit) Board arc 
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permitted to accept assignments m companies in the private sector which have 
entered into memoranda of undastanding with the State Government. Such 
assignments arc normally tenable for two years, but can be extended up to five 
years. The period is treated as dies ~ # l  for all purposes. 

18.5 In tarns of the Central Civil Services (Leave) Rules, 1972, not mote 
than five years' leave may be sanctioned at a time to Cenkal Government 
anployees. These further prohibit the employees from accepting any employment 
either wihn  the country or abroad or undcrtdiing my m c r c i a l  activities while 
on leave. 

18.5 After carehl consideration, we are of the view that it may not be 
desirable, as a general principle, to permit all government employees to accept 
employment in the private sector or abroad while retainmg their connections with 
the Government. Quite obviously, acceptance of the demand would be dctrimcntal 
to the interests of efficiency in government. The ewsting provisions in the rules 
nxpinng them to resign from government before accepting such anployment arc. 
considered to be salutary and deserve to be retamed. It may, however, have to be 
mgrused i t  this context that many employees arc apprehensive about exploring 
alternative c8ccers in other sectors because of the uncertainties involved and doubts 
about their being able to adjust m an alien work environmat. One of the major 
thrust areas of the COtnmissian is also to devise measures far rightsuing the 
government machinery. Far this purpose, it may be essential to casurc that exit 
h thedovemment seaof is easy and painless. Therefore, as an experimental 
measure, certain specifred categories of employees could be permitted to 
retain their lien in their posts in government for a very limited period, say 
two years, while being employed m the private sector or abroad. During this 
per io4 it should be possible for them to make the transition from the 
government sector and to adjust themselves in the new work environment 
and to decide whether they would prefer to continue in their new assignment 
after resigning from government service or return to the post earlicr held by 
them. This measure could conceivably act as an incentive for persons to 
consider quitting government Swice after being exposed for a Limitd period 
to a new work culture rind environment. To begin with, this facility could be 
extended only to those categorkd as Executives. 

18.7 The present rules governing the fonvarding of applications for 
alternative employment from serving employees are considered to be adequate. 
These provide enough mobility while safeguarding, at the same time, the right of 
governmcnt to retain such of those employees as have been trained in specdised 
fields at government expense and are, therefore, obliged, in terms of bnds  
executed by them, to serve government for specified periods. They anr not 
restrained, however, from accepting employment in State G o v e k t s ,  mblic 
enterprises and quasi-governme$ organisations. In such cases, the bon& am 
transferred to the concerned organisations. 

18.8 At present, CcntralGovemment employees can accept appointment 
in a public entaprise or autonomous organisation only on severing all connections 
~ 4 h  govemmcnt. In view, however, of thc fact that this restricted the capacity of 
those autonomous bodies which had only mall cadres to obtain the services of 
personnel in spccialisd fields, detailed guidclincs have been issued by government 
listing thc cases in which exemption can be'sought from the applicability dthe 
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provisions dating to permanent absorption in so far as appointments in 
autonomous organisations are cmcemed. Besides, appointments of Chief 
Executives and the zonal and regional chiefs on deputation for a period of five 
years are also permitted in those Central public enbprises which are required to 
maintain continuous liaison and ensure coordintltion with State Govanmtnts and 
in cases where the expertise acquired in the State Governments is considered 
essential for OrganisationaI efficiency. In thc specified cases, the autonomous 
organisations concesnad arc required to obtain the necessary cxanption from the 
Dcpiutment of Pension and Pensioners' Welfare. We are, however, of the view 
that once the guidelines themselves specify the cases where the requirement 
of permanent absorption may be dispensed with, a formal exemption from the 
Department as envisaged should not be necessary. Instead, the rutonomous 
oganisations may be given the discretion to appoint Central Government 
employees on deputation to the specified posts. 

Twn+ of 18.9 
Pm'mav . 
k ! I s  

Reciprocal ananganents presently exist to ensure that the services 
r e n d e r e d  by a Central Government employee in a State Government and vice verso 
are counted for pcnsionary benefits. The earlier provision in the des which 
required the transfer of the pro rata pensionary liabiity to the borrowing 
government has now been deleted. On the same analogy, it has becn daMtwkd that 
this provision, which still exists, should be dispensed with in the ease of 
appointments in autanomous organisations as well. This is-on thc ground that the 
autonomous organisations are fdiy funded by g0v-t grants. However, 
appointments in autonomous organisations, irrespective of the source of their 
funds, are not comparable, with those in the Central or State governments. 
The present arrangements in this regard may, therefore, continue. 

torcrolmqy 18.10 
m chwnmcnf 

Lateral entry of persons from other sectors into Central 
Government service could also be considered as the experience and expertise 
gained by them could be u t i l i  with advantage in government. They must 
be encouraged to join on r time bound contract basis. 

Semce 
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Inrr0dUcb;at 19.1 One of the main points of criticism a g a k t  govenuncnt employees 
is that once they are appointad, tbcy are there for life and no one can @ rid of 
than. It is, therefore, ~eccss81y to see how in the new atmosphere of libcmlisation, 
we can devise novel metbods of ramitmmt which would not necessarily involve 
lifetime employment. Contmctual employment is the obvious alternative. 

Prestnl panhim i9.2 App- an antract are generally not resorted to in the m a  
in Gwmmcnf ot'public employment in the Government of India, except in a few areas requiring 

specidtsatm. A contract appointment is one under wvhch an employee signs c 
legal contract with his employer to perform assigned tasks for a specifid penod 
on the tern= and conditions (including remuneration and erquisites ) specifid 
therein. The need for contract employment paticularly arises whex a project work 
of a purely temporary nature is required to be undertaken for complehon wthm a 
speched period or certain aqxcdscd skills and inputs are considtrod necessary for 
Shortddons. Generally,nCrUitmentto all posts in government, which are likely 
to continue beyond a period of one year, is made on a regular bwis, the general 
understanding being that persons so recruited shall continue in service on a long- 
term basis. Thus persons recruited for temporary jobs are shittcd to anothq project 
or jobs of temporary nature and they ~ f e  ultimately assimilated in the permanent 
work fmc. 

Why we .reed 19.3 Thereis, Mbrc,auyingneed torecogniseti&bound temporq 
C o n t r a d  contcact anploymcnt as a legitimate and accepted form of employment. The need 

for such anp!oynmt also srises in the context of labour laws and general attitudes 
of courts, which had to protect the interests of labour and convert casual workers 
into permanent regular employees even if they are recruited for specified jobs on 
a purely temporary basis. Providing security in employment thus assumes greater 
importance than ensuring that the work of the Government is done at the minimum 
possible cost. The need for contract employment is also felt for the purpose of 
lateral entry for vanous positions at senior level where services of an expert in a 

employnrt 
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mcula r  arca of specialisation am needed. Such outside talent brings a whiflof 
fresh air into the musty corridors of G o v e k t  and deserves to be erlcouraged. 

SCHEME FOR CONSULTANTS 

firails of the 19.4 A form of appointment for temporary work that is prevalent in the 
scheme /Or Government of India is the scheme of engagement of Consultants to undertake 

specific jobs of a specialised nature. Consolidated instructions on the subject were engagement 
CrwrmHlrollr.~ 

issued by the tkpartment of Personnel & Training in their O.M. No. 1601 1/6/93- 
Estt (Allow) &ted 3 1st December 1993. These stipulate that Consultants can be 
appointed to the-extent of 10% of the total number of psts at the level of Joint 
Secretaries and above within a Minisw, including attached and subordinate 
offices. In the case of the Planning Commission, this nstiiction can be relaxed up 
to 25 Consultants in all. In the case of appointment of fetidretiring employees 
as Consultants, their total number in a MinistqdDepartmcnt is not to c s d  two 
at any given time. Employment of such Consultants is not to be made for work of 
a regular nature. In case this is rcsorted to under esccptional circumstanccs, the 
post earmacked for such work is required to be leR vacant. The masimum period 
for which such appointment can be made is not to exceed two yeas in case of 
empioynent of outside experts and 6 months in .the case of retidretiring 
employees of the MinistryIDcpartmknt. However, this scheme does not rcspond 
to the 4 fot contract employments at all levels in Government, whenever work 
of a temporary nature arises. - 

COMPARATIVE POSITION ELSEWHERE 

Pusitimi its Other ] 9.5 
c0untrie.s 

Temporary work is a common form of employment both in 
industrial and developing countries. According to a rcport of the International 
Labour Orgdsation (ILO), in some developing countries, the percentake of 
tanpaary work ranges between 30 and 50 pa cent of the total employment, while 
in the indubialiscd countries, an average of 10-20 per cent is most common. 
Governments of most developing countries readily acknowledge the deploymerit 
of temporary psonnel, though only very limited statistical data arc rvailatile on 
such deplgnmnt. In certain developing countries like Bahrain, Kuwait, Zimbabwe, 
etc., which haw a significant number of expatriate non-technical advisok, the only 
legal manner in which they can be recruited is on temporary contract. Contract 
employment fix temporary \vork is regarded as very useful in structural adjustmcnt 
programmes in the context of reforms in public service, reduction in size and 
reduction in job security. Contract employees, who are more vulncrable to 
termination than workers with a permanent status, go first when staff cuts arc 
unavoidable. Any reduction in the workforce in the light of an economic crisis is 
easier to unplantnt if the proportion of temporary workers.is higher It is easy tc 
ensure smooth structural adjustments in a situation necessitating reduction in the 
size of the public senicc. Somc countries, however, discouragc temporan: 
employment on the ground that most of the personnel recruited for tcmporac work 
lack professional skills and arc no1 rccruited by competition. Thc Icgal franicwork 
for such employees is also being constantly improved upon in a manner that t h e  
do not retain only a tmpaq status'for a long timc and: cvcn whilc on contract. 
service conditions are w r c  or less at par with those of pcnnancnt cmployccs. 
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Pasition in 
prtvatr srctor 

19.6 Appointments on contract are comparatively morc popular in the 
private sector in M a  Thc amtract form generally used m the corporate sector for 
employment at higher levels provides in actail the duties and responsibilities, 
remumration including perquisites like accommodation, office equipment at home, 
soft furnishing of home, savants, etc. It also provides for conditions of 
termination of service. Whereas a notice of two months is generally prescribed for 
termination of services &an ather side, services can be terminated by the employer 
without any notice when the anployec is founa to be guilty of misconduct, 
unpunctuality, neglect of duties, unauthonsed absence, breach of confidentiality, 
etc. Such contracts also have a clause about applicability of current Indian 
legislation on employment contracts. 

Rrcogttititm oJ 
contractual 
employment 

~ 

OUR RECOMMENDATIONS 

19.7 Taking into consideration all the factors discussed in the 
preceding paragraphs, we recommend that employment on contract basis in 
Government needs to be recognised as one of the legitimate forms of 
employment and should be resorted more frequently in certain situations like 
(i) replacement for temporarily absent personnel for a considerable duration 
ranging from one to five yean (ii) time bound special projects, which are not 
likeiy.to continue (iii) specialised jobs not normally required and (iv) for the 
purpose of maintaining a certain flexibility in staffing both for the purpose of 
lateral entry of experts, moderating the numbers deployed depending on the 
exigencies of work and ensuring availability of most competent and 
committed personnel for certain sensitivdspecialised jobs. 

19.8 At present, appointment against my post likely to ccntinuc Scyond 
a period of one year is to be made on regular basis through UPSC. SSC, 
Employment Exchange etc. In case contract appointnisnts are to be made by 
conccmed MinistriedDepartments, it shall be necessary to amend the UPSC 
(Exemption from Consultation) Regulations, 1958 to provide for eIemption 
of all job-specific contract employment, which is to be continued up to a 
maximum period of 5 years. Regular appointment through UPSC should be 
required to be made only where it is likely to coniinue beyond a period of five 
years. 

19.9 It may also be necessary to amend the labour laws in the country 
tci send a clear signal to the courts that short-term employment should be 
recognised as a legitimate mode of engagement of labour, and job security 
should not be accorded the preponderant attention that it has.received in the past. 

1 9.10 The Model Agreement Forms circulated by Ministry of Finance 
in 1955 for contract appointment shall need a re-look and updating in the context 
of changes in employmentnabour laws during the last four decades. The model 
should also provide for the description of dutiedspccific details of the job for 
which such contract employment is to be made. 

f9.11 The scheme of the Government for engagement of consultants 
should be modified to provide for such appointments on contract basis. There 
should be a provision that the appointment of a consultant on contract basis should 
be made only &r proper notifrcatioddue publicity of the vacancy and should not 
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be made in an arbitrary manner. Similarly,'appotntment of rctirzd officers of the 
Ministry as consultants on project posts funded by UNhilateral agencies should 
also be brought within the framework of present guidelines on engagement of 
consultants about tenure, proper notificatiodpublicity for appointment etc 



20 

Truimtg 
mrcltunisms ttt 

other countries 

Canada 

20.1 All the fecommendations on administrativerefom will work only 
if a proper training programme to effect necessary changes in the work ethos of 
government officials is designed and implemented. The prcrposed re-structuring 
of the government offices and work procedures would cause a large scale re- 
deployment of existing staff-especially thosc in group 'D' and 'C' categories -who 
will have to be retrained for taking up new jobs: In the new environment with 
cmphasis on "customer orientation", attitudinal changes in the supenisol?: and 
executive cadres would also be ncccssary. Besidcs, training facilities will also be 
required for responding to rapid technological changes taking place at present 

EXPERIENCE OF OTHER COUNTRIES 

20.2 In countries where civil services reforms have been undertaken in 
thc recent past, the importance of training as a significant means of improving the 
human potential and increasing the efficiency of employees has been 
acknowledged. 

20.3 In Canada, despitc a series of cut-backs in operating budgets, 
espenditurc on training and development has becn maintained at previous levels 
or even increased. Employees arc given total freedom to opt far a training of thcir 
choicc. A suhstantial parl of thc training effort is delegated to individual 
dcpamncnts. Public servants undergoing training in colleges etc. in their own t h e  
arc reimbursed part of the cost i n c u d  thereon and emplojms are encouraged to 
organise briefings and information sessions in their free time. 

20.4 In the United Kingdom, grcater responsibility for training and 
dcvclopmcnt of cmployccs is dclcgalcd to individual departments. The focus of 
training has bccn shi\cd to bring about ncccssary changes in thc skills for bettk 
cirsmcr scrvicc, Training coiuscs an: dcyiscd on the basis of practical experience 
of di flcrent busincss houscs whid havc improved their performance through 
propa training of thck staff Simultmmsly, emplo~-ccs are encouraged to idcntifL 



.\ l , l l l I ~ ~ f i r  20.5 In Malaysia, training has bccn idcnltficd as a vital componcnt in thc 
implcmcntaxion of the total quality m a q e p c n t  con'ccpt and thc clients' chartcr. 
Provisions arc madc for training at all lcvcls in thc civil scrvicc. Attachment 
prograunmes to send Govemmcnt employces to certain specified busincss houses 
in the privatc s c c ( ~ f  for expocum to practical aspects, practices of managemcnt and 
intricacies of business operations have bixn initiatcd. 

THE PRESENT SYSTEM IN INDIA 

20.6 The Indian Government has taken nwncrous steps to providc 
training facilities to its employees. Direct entrants to Group 'A' services undcrgo 
scveral institutional and in-service training programmes. Such programmes for 
Group %' and Group 'D personnel are, hdw~ver, less common. A Ccntral Training 
bvision exists in thc Dcpartment of Personnel and Training which is rcsponsiblc 
for promoting and coordinating training programmes of thc differcnt Ccntral 
Ministries and Deplutmcnts, providing guidance and help, sponsoring or arranging 
training courses on aspects common to d i f f k t  services and maintaining liaison 
with the States. This Division is also responsible for the training of Trainers and 
Coordinators of different Departments and Ministries. 

20.7 in the government, there arc various institutcs conducting differcnt 
training programmes. The La1 Bahadur Shastri National Acadcmy of 
Administration at Mussoorie imparts training to IAS oficcrs. Apart from 
conducting training programmes for ftesh IAS probationers, it runs refmhcr 
courses far senior IAS oflficcrs. A week-long vertically integrated (raining is also 
being imparted annually (0 all IAS officers. Then: are other specialised institutions 
likc the National Academy of Direct Taxes, Sardar Vallabhbhai Patel National 
Police Academy, ctc. which provide training ta oficcrs of the IPS/Ccntral services. 
These academies run foundational courses for direct rccnrits to the All India and 
non-technical Central Group 'A' services. 

20.8 These are autonomous institutes like the Indian Institute of Public 
Administration, Admtnistrative Staff College of India etc. which conduct several 
courses on administrative leadership, policy planning and so on. Some State 
Governments have set up training institutes for specialised courses. A largc 
number of oficcrs arc also nominated for training abroad. 

LACUNAE IN THE EXISTING SYSTEM 

20.9 Training in India suffers from the twin ills of low priority and ad 
hocrsm. Thcrc is no wvcll thought out perspcctiw plan for training. Frequently 
them is no intcgration bctwccn training and performancc or carcer dcvclopmcnt . 
Modulcs imparting thc spirit of "clistomcr oricntation" amongst govcrnmcnt 
cniployccs arc sadly lacking. The priority assigned to training is low and morc 
oflcn.lhan not, an ollicial is sent for training only because he happens to be fm. 
Training needs of thc staff arc seldom identified. Due to lack of proper incentives, 
a posting as a facultp nicmbcr of atraining institution is not valued. Fcedback 
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oblrtitlod lion1 the traiticc's IS not properly atialy~cd. atld this lcads to pcrpetuatioti 
of incffcctivc training prograninics. Wliilc tildivldunl training divisions Ibr 
importing specific training havc bccn crcatcd i n  sonic largc niinistrics/dcpartm~ti~s. 
tlicsc do not csist iii smallcr dcportmaits. 

1 RECOMMENDATIONS MADE IN CONSULlANCY REPORTS 

20. 10 In the sponsorcd study on 'Restructuring thc Govemmcnt oficc'. 
Indian lnstitutc of Tcchnology (IIT), Dclhi as w e l l  as Tata Consultancy Scniccs 
(TCS) havc madc ccrtain obscmations on this subjcct. IIT has obscnwl that thc 
prcscnt lcvcl of skills among thc staff of govcrnmcnt officcs is \*cry modcratc. 
t h d y  indicating a nccd for kttcr training. Thc training nccds of staff arc seldom 
idcntificd and thcrc is a growing nccd for adcquatc training mcchanisms:for multi- 
skilling and rcdcployment of staff. TCS has proposed sctting up of training 
division in cach dcpartmcnt, which should compilc an invcntory of knowledge. 
skills and auitudcs rcquircd forpcrforming different jobs so as to rcctify any gaps 
by propcr training in a planned manncr. Thc nced for cstablishing a systcni for 
propcr fccd-back and pcriodical asscssmcnt of thc impact of training bcing givcti 
to thc employccs, as ~vcll as linking training with othcr HRD functions likc 
pcrformance appraisal, promotions, rccruitmcnt, etc. has been cmphasizcd. 

DEVELOPING A NEW SYSTEM FOR TRAINING AND 
DEVELOPMENT 

GweriiJ .Strcrtt*w 20, I 1 In thc libcraliscd scenario whcrc the govcrnmcnt has to rcducc its 
six while simukancously incrcasing thc productivity, thc thrust of training for 
goup 'C' and 'D' cmployccst which form a bulk of thc work-forcc, will haw to bc 
to\\ards multi skilling. All group ' D' staff shoutd be trained in different skills 
so that they can simultaneously perform various functions presently being 
carried out by a plethora of auxiliary staff. In the case of group 'C' ofice 
staff in the Secretariat, proper training, enabling them to perform all the 
functions of executive assistants, should be devised. This should include 
training in use of computers and other modern office gadgets, shorthand,- 
typing, drafting, noting and attending to phone calls. For group 'A' and 'B' 
employees, the emphasis has to be on bringing about an attitudinal change 
which is crucial to the success of the administrative reforms. Some specific 
rccommcndations on diffcrent aspects of training and equipment follow. 

('Tt!ClllOn Of 20 12 An adequately equipped training group for analyzing regular 
IraoiitiR Groups training needs as well as for arrabging department-specific, post-specific and 

individual- specific training should be created in every department as pad of 
the Human Resource Development team. This group should work out a 
detailed training plan specifying the kind of training required for each level 
and identify suitable training institutes and trainers therefor. 

utidcr HHI) 

( 'ontntoin cour.w.t 20.13 
j w  oll .St*nwt!.t 

DOP&T has already identified a number of institutes for 
running general training programmes funded by it. These institutes stiould 
run common courses for different services/departments so as to bring about 
a better interaction and commonality of approach between them. 



I*Oreipi training 

20 I4 Prcscntl! LBSNAA. SVPNPA and NAD1' conduct fouiidational coiirscs 
for all dtrcct rccruits to llic All India and non-tcchntcal Ccnwal Group ' A' scn'iccs 
Latch IAS rccruits arc only scnt to Cf3SNAA for thc foundational coursc and onl! 
thc rccruits of thc othcr Al l  India and Ccnlk~l Group 'A' scrviocs arc scnt to thc 
othcr two acadcmics This dcfcats t l r  \ e n  ptirposc 01' thc fo~mdatronal coursc 
We recommend that al l  probationers, irrespective of  their service, may be 
distributed equally amongst these three academies. Further, direct recruits 
t o  Central Group 'A' technical services may also be sent for these 
foundational courses. 

20 I5 Thcrc IS a crying nccd for csposing govcrrtnicnt eniplo>ccs to thc 
work proccsscs. mode of functioning and prcssurcs csisting 111 privalc scclor Jobs 
Accordingly we favour initiation of  a new scheme of attachment of  
Probationary executives of the Government to  certain selected and efficiently 
run private sector organisations for short durations. During this attachment, 
the probationers should be asked to perform some specific tasks which should 
be assessed for incorporation in their appraisal sheets. Short duration 
borkshops and seminars with top ranking managers o f  private sector should 
also be organised for senior executives of  the government in order to 
facilitate exchange o f  ideas and experience. 

20.16 New methods for imparting training should be evolved and, as 
far as possible, employees should be allowed to  choose their own training 
schedule. 

20 17 Thcrc has to bc a dircct rclationsliip bet\\ccn thc carccr plan of 911 

cmployce and thc training imparted to him Although thc present pcrformancc 
apprzllsal fomi has a colunin for training undcrgonc and futurc lrariiipg nccds, not 
much unportancc IS attachcd to it We recommend that various training courses 
undergone by an employee should be counted for assigning proper gradings 
at  the time of  promotion abd deputation to posts should be linked to the 
officer having successfully completed training in a relhted field. Besides, 
refresher training courses tailormade for honing the ski l ls  required for 
handling specific levels may be conducted at regular intervals. All officials, 
after putting in specified years of  service, should undergo these courses 
mandatorily, followed by a test. Employees who fail to clear the test even 
atler two attempts should be classified as unfit for promotion. Furthermore, 
certain prestigious courses should be evolved on the Staff College pattern in 
the defence services, to which only officers whose performance has 
consistently been outstanding and who have been identified as potential 
leaders for the future are sent. Such officers, on successful completion of the 
training, should be picked up for manning the most sensitive and important 
assignments in the departments. 

20 18 Thcrc is a clamour amongst govcrnmcnt officials to rush for any 
kind of forcign training. irrcspcctivc of thc fact whclhcr i t  IS rclatcd to thcir work 
or not This tcndcnc! nccds to bc curbed We recommend that government 
officials should be sent only to such foreign courses and training as have a 
direct relationship to their work and ctin he used for developirig their sk i l l s  
further. 

20. I!) In vic\r. ofchanges cnvisagcd in thc fiinctioninS 01 '  h c  govcrnnicnt 



Troming of 20 i9 

focilrtators 

In view of changes envisagod in thc functioning of *. ie gowrruncnt. 
there w11 be need for carrying out refresher courses for executn es at all levels, 
for effecting attitudinal changes to prepare them'for taking up the role of 
"facilitators" instead of being mere regulators. 

C ~ C U I l W S  us 

SP-1 of 20.20 In the case of professional scrvices like medical and engnieering, 
here IS a need to introduce a proper training schedule at the Middle level for 
broadening their horizons, updating their technical skills and fitting them for 
higher policy assignments. Similarly, in generalist services, there may be B 

need to reorient them towards broad sectoral specialisations at a certain 
stage in their careers. 

mining 

Feedback 20.2 1 Adequate review mechanisms for gauging the effectiveness and 
relevance of training programmes have to be developed. All training divisions 
should establish a system for receiving a proper feed-back on the effectiveness of 
a course h m  partxipants. Based on such feed back. the training divisions&hould 
develop mechanisms for pinpointing any lacunae in their training prograhnc and 
institute immediate remedial action. 
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Objectiw 21.1 Perfomance Appraisal covers a broad ground and could bc 
dcfined as the overall methodology by which an oqpnisation is cntitled to asscss 
thc performanceand capability of an individual cmploycc. Such- appraisal is made 
cvcn  day. every hour. every minutc by thc supcriors, collcagucs, subordinates, 
clients. the courts, the mcdia, membcrs of thc public. Orgaiiisations have periodic 
rcvim n&qy or are monitoring pcrformmcc through which the pcrformancc of 
m d v i d d  oficers can be adjudged. But thc chicf. most commonly used, \vcapon 
IS the -4nnual Confidential Report. 

21.2 Annual Confidential Rcports on the pcrformancc of government 
w a n t s  provide the basic inputs for asscssing thcir suitability for being confirmcd 
in scntcc. crossing efficiency bars for drawal of furthcr incrcments, promotion, 
deputation and other special assignments. Aimed primarily at improving thc 
pprformancc of employees, thc main focus of tlic report is envisaged as being 
Cievclopmental rather than merely judgmental. It is intended to be true indicator of 
Thc strengths and weaknesses as wcll as achicvcments and shortcomings 01 m 
individual government servant and is thus an csscntial tool for propcr personnel 
management. The s)stem of writing annual confidcntial reports, thercfore, has two 
principal objcctivcs, which a Reporting Officer should bc clearly marc  of. Thc 
first is to i m p W  the performance of the subordinatc rcportcd upon in his. present 
job and thc second is to assess his potential and prcparc him, through appropriatc 
fccdback and guidance, for further advanccnicnt . 

Present puririorc 2 I . j Major changes wcrc introduccd- in thc systcm of wiling thc 
confidcntial reports on three occasions in thc past in 1975, 1978 and 1986. Thc 
format of thc Report currently in forcc was introduccd in 1986 after detailcd 
&liberations in a workshop organiscd in the contcxt of ccrtain demands from thc 
Stan Sidc in the National Council of thc Joint Consultativc Machincq that thcrc 
sliould bc grcatcr opcnncss in thc s!stcml asscssnicnt of thc fitncss of lower Icvcl 
fitioimrics fpr promotion should bc dispciiscd with, ctc. This format is based on 
thc conccpt of ‘managcmcnt by objcctivcs‘ in govcnimc~t and is thc outcomc of an 
attcmpt to n ikc  thc s\.stcni morc obj~ctiv~ and achicvctncnt-oricntcd. It cnvisagcs 
the cvolution of ncw work culturc based on pcrfomncc end rcsults and thc 
aiscssnicni is. thcrcforc. both quantitativc and qualitativc. rnstructmns currcntly 



i n  force also providc that the rcporls on Group ' D  employes nccd-nol bc 
maintained if they are wt emplecd on sensitive jobs 

!r\BOLITION O F  CONFIDENTIAL REPORTS I 
1 I 

I)i.pEcuitinnancu k 2 1 . J We have recei\d a number of suggestions that the Annual 
. F i f i e d  cusc's Confidential Reports should be discontinucd. This has been justified on the ground 

that the system is defective and causes a great deal of dissatisfaction to the 
cmplg-ees and that, instead of achieving the primant objective of improving 
cmployxs in a positive manner, it has become an instrument of harm+miat and 
victimisation. Other suggestions in this reg& are that (a) the fcports should be 
witten only during the initial ten years of service of an employee and discontinued 
tlicrcllfter; (b) the system may be retained only in respect of emplqecs in Groups 
A' and * B and such of those Group 'C' employees as arc eligible for promotion to 

Group 'B' posts; and (c) the reports should be discontinued in rcspcct of posts to 
which promtions arc made entirely on the basis of seniority-cum-fit, i.e. b? 
the non-selection method; 

Our views 21.5 Quii obviously, in the absence of other efkctive methods of 
performmce appniul, it would'not be desirable to restrict the writing of t k  
Annual Confidential Reports only during the initial years of an employe's 
service. We understand that-r+tsinlespect of Group 'C' personnel c m p b y d  
in some of the State Gowrnmqts are required to he maintained only if they are 
cligible for pmot ion  to Group 'B'!posts. We also mgnise that the A M U ~  
Confidenfial'Rtports h e  only of limitcd utility in determining h e  suitability of 
pcrsonnel for appointment to posts to which promotions are madu on the basis of 
seniority-cup-fitness alone. lhough these factors might justijt a review of thc 
nm-ssih for the continuance of the system in certain specified circumstances, the 
hcnefits under the Assured Circcr Progression Scheme separately recommended 
by us would bc available oniy'to those wvhosc performance conforins to the 
prcscribed standards and who fulfil all other p-ribed criteria for reydar 
functional promotion to posts in the relevant higher scales of pay. Besides, \ve 
have also recommended elsewhere in the report introduction of Pcrformancc 
Related lncments for all anplqecs, including the Group 'D' personnel, purely on 
h e  basis of their perfmance during the year. An appropriate mechanism 'fix the 
purpose will be neccssauy and the Confidential Reports would f m  the basis of 
asscssment of performance for regulation of increments. In the circumstances, 
we are of the firm view that it will not be desirable to discontinue the system 
of Annuai Confirlential Reports. In fact, in the context of our 
recommendations aimed at improving employees' productivity and relating 
increase in compensation to performance, this ssould be reintroduced even 
in respect of Group 'D' personnel. 

.%tmttoT oJ~ 2 1 .o 
suggestimis 

There is n widcsprcad dcmand ,for greater openness and 
transparency in performance appraisal so as to clim'nate, as far as possible, any 
subjectivity in rcporting. Somc of thc suggestions rcceived by us in this connection 

I83 



are: (a) the contents of the reports should bk disclosed to the employee concerned 
so that he is aware of his capabilities and shortcomings and can strive to improve 
his pcrformance; (b) the performance of an entire tcam should be assesscd 
whenever messary ;  (c) employees should be assesscd not only by their superiors 
but also b!. thcir colleagues and subordinates: and (d) additional monetary benefits 
should bc provided for emvloyces whose performance is consistently of a high 
order and who are graded as such. It has also been urged that more than one report 
with an average grading should be treated as adversc and communicated to the 
employee concerned. A few have also suggested, on the other hand, that the 
grading of employees in the reports should be dispensed with and the reports 
confined only to a general appraisal of an employce's performancc during the year. 

.Vodal Afitiistw's 2 1.7 
views 

The Department of Personnel and Training appears to be averse 
to the communication of an average report to an employcc on the ground that 
"average" performance is not considered to be adierse though it IS not 
complimentary It also appears that the demand for reports on performance of 
employees being open documents was considered in the early eighties, when the 
concept of an opeii system was not favoured Instead. the present system which 
provides for a self appraisal by the cmployees themselves and assessment at tvo 
levels by the Reporting and Reviewing Officers \\as considered to bc suitable for 
our conditions. According to the Department, this has been working reasonably 
\vet 

21.8 We find that there is already partial openness in the Armed Forces 
in the system of appraisal of the performance of Officers, who arc shown the 
assessment of their performance, excluding the obscmations on their fitness for 
promotion. Openness of vaqing degree has been introduced by the State 
Goveinments of Kerala, Tamil Nadu and West Bengal. Some of the public 
cnterprises have also introduced a participative system of performance appraisal 
for t&ir Executives. The trend internationally is also to place a greater emphasis 
on detailed job assessment of every employee Bnd understanding betwccn a 
manager and his suborbates about their duties and responsibilities, the appraisal 
of an employee's performance and contribution now takes place on parameters 
kcown and agreed upon by the employee. This enables thc manager to be more 
responsive to the organisationd dc,nands and is understood to result in a more 
satisfied and productive work force. The traditional approach to perforniance 
appraisal, which is primarily concerned with the past and usually leads to salary 
review or promotion, is being replaced by a new approach, a fonvard looking 
process kno\vn as Self Development Review, having its primary emphasis on the 
future of thc employees and the organisation. 

Our 21.9 In order to keep pace with the significant changes taking place 
recommmdatiotrs globally, and in Ihc contcxt of our cmphasis on increasing cmployecs' productivity 

and relating increments to performance, we are of the view that certain changes 
in the present system of employees' appraisal are  called for. Our 
rccommcndations on the reforms necessary are contained in the succeeding 
paragraphs. 

(iradurg of overall 2 1 .1  0 Under thc present system ofgradmg cniployccs as "Outstanding", 
prr j rmmicr  "Vcry Good". "Good". "Avcragc", or "Poor". thc fincr and morc subilc distinctions 

bctwccn differcnt cmplo\.Ccs arc not readily disccrniblc For instancc. an cmployce 
may not qualify lo bc graded outslanciing. but his pcrforniancc may wcll have bccn 
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shades bcttcr than increly very good, which would rightly jWtiFj' his being 
considered supcnor to allother employee who May ha\.e earned only a very good 
grading Fiiicr distiiictioris in grading would bc of considcrable utility in ensuring 
that the most dcscnifig among different employees arc clevated to posts, 
promotions to which are based on selection and mcrit. These would be of 
pruiicular relevancc in the case of appointments to esecutivc and senior duty posts. 
A more exhaustive and comprehensive assessment of personnel based on a point- 
rating sistem is already in voguc in the Central Policc Organisations and the 
.4rined Forces, and cven individual traits and attributes are measured against a ten- 
'point scaie The grading systeni followed in respect of civilians employees is, 
ho\vever. somewhat restrietcd in its scopc and ambit 

f h d i n x '  m i  .I0 21, J 1 In order to remedy this deficienq in the present system. grading 
of oficers on a ten-point scale could be introduced for the Execdve  cadrcs. poorI vcaL 

This need not, however, be as comprehensive as in the Armed Forces or the 
Central Potite Organisations but could be confined onkjr to the fiilal, overall 
gradihg. h e  present system may, however, be rerained without any change 
in respect of all other employees below the level of Exechtives. 

' 

kttLig of 6 mil 21: 12 A r a t i q  of six and below on the ten-point scale, which would 
have adverse implic itions for promotions based on selection for which kfff It' 

bciicliinarks are prescribed, should be treated ns tieing not good enough and 
communicated to the executive concerned. This wvould enable him LO rcpresetit 
against the Fading, should he feel aggrieved for any reason.' 

Cleraikd orrlrrs IC 2 1.13 
be mated 

In the context of our proposal to relate increments to peyformmcc 
and to fadiEate the extension of financial benefits under the Assured Career 
Progkssion Scheme as well as promotions based on selection, Reposting and 

-Heviewing Officers may be specifically required to assess and indicate the 
suitability of all categories of empioyees to (i) draw one o r  more increments, 
(ii) derivethe benefits of the Assured Career ProgressioriScheme, and (iii) for 
promotion to higher posts, appropriate columns being included in the report 
form for the purpose. 

~~p#*l l l :ess m d  2 1 I4 . 
TrmrJpare'lc~ 

Iri order to ensure transparency in reporting and to sene the 
intended objective of providing a feedback to cmpioyees to improve their 
perfommce, partial openness may be desirable. For this purpose, the find 
grading of employees, as recorded in the confidential reports, should be 
conveyed to them Besides. grading of an employee as "Average" is as h m f u l  
as ad\crsc entries in the reports This is sometimes resorted to by Reporting 
Officcrs m order to owcome the associated problem of communicating an adverse 
gading to the employee concerned and having to justifi such grading. In the 
proccss. the employee rcported upon is denied the opportunity to bc aware of the 
quality of his pcrfonnance and contribution, so as to enable him to improve or even 
to represent against the grading In the circumstances, we are of the view that 
grading of an employee as an average performer should be treatcd as adverse 
and should be communicated. In fact, it may even be desirable to treat any 
grading below the benchmark prescribed for promotion to the next higher 
post as adverse and to communicate such grading t o  the employee concerned 
so as to afford him an opportunity to represent against an assessment that 
mag adversely affect his career advancement. While receiving the 

185 



communication regarding an adverse entry or grading, the employee should also 
have access to the Confidential report in its entirety. 

With a view to securing greater objectivity in reporting and 
ensuring that the Annual Confidential Reports are more focussed and contain 
specific: and not vague or terse comments, assessment and appraisal of 
employees' performance should be a continuous process. For this purpose, 
officers responsible for reporting on their subordinates should maintain a 
weekly or  monthly record of their impressions about the performance and 
contribution of subordinates, indicating interalia important achievements, 
shortcomings, adherence to schedules for completion of specified tasks, ete. 

Empfojwe 21 15 
ApPraisu'fo 
connnnous 
process 

.4ssrssment to 2 1.16 
rncfude 7eums 

perjorniance 

To be realistic and objective, performance appraisal should 
not also confine itse1f;merely to an assessment of the traits and attributes of 
an individual employee. It has to be recogniscd that an employee does not 
function in isolation and that his performance and contribution are often influenced 
by the team and work environment in which he is required to function. Reporting 
and Reviewing Officers should, therefore, also ecdeavour to assess the 
performance of an individual employee in the overall context of the 
performance of his team including his individual performance and 
contribution as compared to that of other team members, as well as the entire 
office or department, identifying clearly the constraints in achieving the 
stated goals and objectives. The employee should thereafter be graded, 
assigning appropriate weightage for the contribution of the team and the 
ofticeldepartment with reference to his own functional responsibilities. 

and deparftnent 's 

Inconsistencies in 2 1.1 7 
reporting 

If the entries in the confidential report of an employee for any 
particular year or period are inconsistent or entirely at variance with those 
recorded in the reports of earlier years, which could be attributable to bias or 
subjectivity on the part of the Reporting or Reviewing Officer, the employee 
concerned should have the right to get himself transferred to work under 
another Reviewing or Reporting Officer. In  such a situation, the report in 
question should not be taken into account for determining the employee's 
suitability for promotion, increments, etc. However, if the reports for the 
subsequent year or periods are also similarly adverse, the earlier report 
should not be ignored. 

Assessment of 2 1.18 
suita6ifi!yfor 

Normally, Confidential Reports of the immediately preceding 
five years alone should be considered by Departmental Promotion 
Committees to assess the suitability of employees for career advancement and 
other benefits, unless reference to reports of carlier years is considercd to bc 
absolutcl!. essential. 

advancement and 
orher benejts 

Quit iquenniaf  21 19 
Review 

At present, an exclusivc rcliancc IS placed on thc Annual 
Confidential Reports for assessing the personality traits and performance of 
mdvidual cniploym For obwous reasons, thc rcports may not always reflect fully 
all the achweinents and contribution of an employce or aspects of his functioning 
that may not be cntlrcly complimentary or praiseworthy We are, therefore, of the 
view that it would also be desitable to introduce a system of quinquennial 
review of the performance of personnel in the Executive (Group 'A') cadres 
by a group of officers. Apart from affording an opportunity to the cxeculivcs 
conccrncd to prcsent their achievcmcnts bcforc tlic group and to dwell upon thc 
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constraints under which they havc had to function, such occasions should also be 
utiliscd to apprise them of any adverse reports on iheir functioning as may have 
bccn rcflccted in m d a  rcpons, anon)mous complaints, etc. and to ascertain their 
versions on such reports. In our opinion, the quinquennial review would reveal 
iarious facts of an exccutivc's pcrsonaiity that are generally not discernible from 
thc confidential report, howsocvcr objectively these may have bdcn witten. This 
would also be useful in dctcrmining whether the executives concerned arc fit for 
further retcntion in service or whether they should be compulsorily retired by 
invoking the provisions of Fundamental Rule 56 (i). The group of officers to be 
associatcd with the review should be senior to the executives concerned and should 
have been closely associated with the departments or divisions ir which the 
executives had worked during h e  period to which it relates. 

coIcf lJ~l l l , l~  21 20 Counselling of employees, which would be of particular 
significance in the case of employees adversely reported upon. should also 
form an integral part of performance appraisal. This could be donc b! a group 
of officers intimately acquaintcd \\ ith the work of the Concerned cmployee, 
including the Reporting and Revicn ing Officers The counselling would serve the 
twinobjectives of providing the necessary feedback to the employees and 
improving their future performance 

DELAYS IN SUBMISSION OF REPORTS I 
\ Itxiwri*: IO 21.21 A ma;or problem brought to our notice is that meetings of 

Departmental Promotion Committees are not held in many cases because of tlie 
non-availability of the Annual Confidential Reports attributable to thcir non- 
submission by the Reporting or Reviewing Officers, which results in promotion? 
bcuig deferred, causing avoidable hardship to the employees concerned We are of 
thc firm view that employees should not suffer because af the failure of the 
Rcporting or Reviewing Officers to ensure timely finalisation of the appraisals 
Apart from obtaining special reports in such cases, it should be ensured that 
the schedule prescribed for the submission of self-apprraisals and confidential 
reports i s  scrupulously adhered to by all concerned. The concerned 
employees should also be informed of the non-receipt of reports for any 
particular period so that they could also make efforts to have them written. 
The present instructions which envisage that the reports should be written 
even if self-appraisals are not submitted by the employees to be reported 
upon should be strictly enforced. Delays on the part of Reporting Officers 
should also be adversely commented upon in their Confidential Reports. 
Computerisation of data relating to Annual Confidential Reports of 
employees by all departments wodd greatly facilitate proper monitoring and 
follow-up action For ihis purpose, every office should establish a Confidential 
Cell as has already been donc by certain orgmisations like thc Border Sccurit? 
Force, which has set up a computcrised Personnel Management lnforniation 
S!stcm. 

rlmwii~it~ic d l e h  5 
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I INTRODUCTION I 

VIEWS OF PREVIOUS PAY COMMISSIONS 
* 

~ 

22. I The problem of ensuring adequate career progression of the 
employees in govemmcnt scrvicc is a perennial one that cvcn Pay Commission has 
considered. Reasonablc promotion opportunities ranging from 2 to 4 promotions 
in om's.Colreer havc gcncrally been accepted as a norm. Similarly. the principlc that 
the morc competcnt amongst the employxs should get fastcr promotion has also 
become an accepted principle and is reflected in the adoption of the Limitcd 
Departmental Competitivc Examination (LDCE) as a method of promotion by 
different dcpartmcnts. Also, it is precisely on this considcratioii that a concept of 
'selection' in promotion has been introduced as against the predominant method of 
promotion by seniority subject to rejection of unfit, which is ;Cno\m as a 'Non- 
Selection' method of promotion. A concept of bench-mark for grading of Annual 
Cunfidential Reports for promotim purposes has also been introdud with a view 
to d n g  that merit is given due @ d d m  in promotion. However, is respect 
of a majority of Government servants, promotion is enlircly depeident on 
availability of vacancies in the him grades. b spite of the foimulation of detailed 
principks to sift the brighter amongst the employees for providing faster 
promotions, promotions arc made generally on seniority basis, as even in case of 
selection, most oftiic employees are able to obtain thc requircd bcnch-mark in the 
Confidential Report. 

Sccotid C'PC 

I88 



\\as further rcgulatcd by prcscribing quotas for direct recruitmcnt and promotion 
determined in the best interest of cfficicncy of the public servicc. Thc Second Pal 
Commission. thcrcfore. gave prccedencc to the functional rcquiremcnt of pubilc 
service over the career prospects of government scrvants for determining cadrc 
structure of scrviccs 

I'ttrrd t . fJ( .  22.3 The Third Pay Commission was f a d  with the demand of 
restructuring cadres so as to ensure at least two promotions in onc's career. It 
considcrcd the position of Group 'C' and 'D' cadres as acute and made specific 
rccommcndations fot improvcment in their promotion pmpects, e.g. extension of 
study leave to Group 'C' and 'D' employees. age relaxation, creation of posts of 
Record Kcepers. review of the need for direct recruitment at certain internieciiatc 
IcvcIs in Group 'C', hroduction of dcpartmcntal cxam/nations and increase in 
existing promotion quotas. Thc Commission was, however, convinced that 
addtionill posts should be justified on the basis of functional needs and should not 
be created as an easy w a y  of improving promotion prospects and for rclieoing 
stagnation. Standard of recruitment was not recommended to be diluted merely to 
open up promotion avenues. 

I;olrrtll C:Pc 22.4 For the problem of stagnation and inadquate promotion 
opportunities,the Fourth Central Pay Commission suggested provision of a rational 
cadre structure and elongated pay scales as solutions. Simultmeously, the 
Commission also felt that the pstem of career progression should be consistent 
with the functional needs and requirements of the organisation. It, thereforc, 
refrained f?om laying down any rigid formulation about the number of promotions 
that an employce should get in his career and the length of service that should 
qualifi for'time-bound promotions. Cadre reviews were, therefore, recommended 
after regular intervals with a view to idcntifjing the grades/posts which could be 
upgraded taking into account their duties and responsibilities, consistent with the 
riccd to promote efficiency in administration. 

('orlrc. R C ~ ~ I C W . ~  2 1  i As part of implementation of the recocimendations of the Fourth 
CPC' dctilcd guidclines were issued by Government for conducting cadre rciicivs 
of di fl'crciit scn.ices/cadres/organisatiotis. The main thnist of the guidelines was 
that crcation of posts in a cn&c shodld not be solely for the purpose of improving 
pron;otion opportunities but should also be consistent with the functional 
rcquircment of thcsc posts and improvcmcnt In the cficicncy of the organisation. 
Rcvicw of the necessity for the continuance of a post in a changed situation \vith 
a view to abolishing all posts the continuance of which was no lonser justified. and 
pro\.ision of matchins savings for meeting the additioml liability 011 account of a 
cliilnge 111 the cadrc structure were sonic of the other broad principles that w r c  LO 

bc followd for cadrc ~wIe\\s. Bits& on these guidelines, cadrc revic\\:s in different 
orgnisations, particulady in respect of posts in Groups 'B, 'C' and 'D' were to bc 
conducted by the respective adminisiratiCe mi~stries. -Initiatives were takcti in 
conducting such cadre rcvicus by di fferent ministries but the general espcricnce 
in this regard as reported to the Conimission has not bcen very satisfactop 
\Vhercver the cadrc revicw escrcisc was initiated, it took a long pcriod and 
remained iticonclusivc. In a large number of organisations, no cadre rcviewvs' 
4?3tsoevcr wcrc conducted. Coxccjucn!ly. prainotion prospec;* ur' a large 
number of employees were not improved by the scheme of'cadre reviews 
recommended by the Fourth CPC. 
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Parilioci o$Group 22.6 
51 ' Sqvices 

Things have been a shadc better for the organiscd Group ' A  
Central Scrvices, because thc Department of Personnel & Training, which is thc 
nodal agency for personnel management policies, accepted the responsibility for 
the periodic review of their cadre structure. The Department issued detailed 
gudelines on various aspects of cadrc review of Gtoup 'A' Services However, the 
position about cadre revicwr ic not cnifom cvcn in these Services. Whereas 3-4 
cadre reviews had been conducted in a number of Group 'A' Central Services by 
1992, only one or two cadrc reviews had bcen conducted in the comparatively 
largcr number of other Group 'A' services. 

22.7 Inadcquatc inlplemcntation ofthe recommendations of the Fourth 
CPC relating to the rationalisation of the cadre structure of diffcrcnt 
organisations/cadres has resulted in a sitGation where stagnation esists in diflercnt 
cadres in large number of organisations. The situation has beconic con~parativcly 
worse in respect of small cadres and isolated posts. Differences in the promotion 
prospccts in various cadres and in different organisations and sometinics in 
.different postdcadres in tlic same orgaiisation has led to a larse number of 
demands about amelioration of Lhe situation and h most of the cases. a dcmand has 
been made for the introduction of time-bound promotion schemcs. Availability of 
tine-bound schemes in diffcrcnt organisations, such as the P&T, Rrtiltvays. Health, 
Scientific Departments and ccrtain State Govemme;lts has given sucngth to this 
demand. A re\iew of the existing promotion schemes in the State Govcmmcnts. 
and in different departments of Central Gotemment is being prcsentcd here to 
appmiate the background of the demand made by a large numbcr of employees for 
providhg adequate promotions to them on a time bound basis. 

I A REVIEW OF EXISTING PROMOTION SCHEMES 1 
PosirrotI Ill .Stctte 22.8 
C;o\ertmrrtrts 

In a good number of States like Arunachal Pradcsh, Kerala, 
Rajasthan, Kamataka, Punjab, H q a n a  and Himachal Pradesh. time-bound 
promotion schemes have been introduced In Arunachal Pradesh, all employees are 
placed in the next higher grade afler completion of 13 years oC senice in a lower 
grade. After another 7 years of service or a total of 20 years servicc,thcj* are 
entitled to the next higher grade. Similarly, in Kamataka, threc: time-bound 
promotions are provided after 10,20 and 25 years of service in lower grades. In 
Punjab, Haryana and Himachal Pradesh, two time-bound promotions arc cnsured 
aftcr completion of 8 years and I5 years of service in the Iowr gradcs 

<;ovrrtinietrr I!/ 22.9 
Hnjlrsrlrutt 

The Government of Rajasthan introduced a schemc of timc-bound 
promotion in January, 1992. pcrniitting thrcx: selection gradcs to 11s ('lass IV. 
ministerial and subordinate service employees and those holding isolatcd'posts on 
completion of 9, 18 and 27 ycafs of senice. For eligibility under t!ic schcinc, 
restrictions were imposed on its applicabiity to posts. the mclsimum of thc scalc of 
which was Rs 3 2 0  as in 1989. Thc third sclcction grade is givcn only if thc first 
two selection grades wcrc in scalcs of pay bclow h e  scalc oi' Rs.2200-40OC 
Selcclion grades arc giver? on!\. to those cmployccs whosc S C ~ I C C  rccortl 15 

'satisfactory'. Thc gait of sclcction yadc docs not affcct thc scriiority I;; thc cndrc 
nor tlic sanctioned strength of each catcgoq of posts in the cadre 

( rmi*t~imrt~/  ,!! 22 I {) 
It ;..%I F,*lr~cl/ 

The Govcmrncnt of Wcst Bcngal introrfuccd a schcr?ic for 
improvcrncnt of carccr pr~spccts of its cmployccs in I000 I:ndcr ihis schcmc. 



Governxpent employees were ellowed to move to the next two higher grades on 
completion of 10 years and 20 years of satisfactory and continuoqs servicc. 
However, when an employee becomes due for promotion in the normal course in 
the fust higher scale with-reference to the current promotion policy and quota, he 
will not be eligible for any fixatiorr benefit for the second time. 

Govenrment o/ 22.1 1 
Gujaraf 

The State Government of Gujarat introduced a scheme of three 
time-bound promotions to higher grades for its employees in June, 1987 to deal 
with the problem of stagnation and restricted chances of promotion in different 
cadres. The scheme ims applicable to all posts having pay scales, the maximum of 
which did not c x c d  Rs.3500. Higher grades were to be given after completion 
of 9, 18 and 27 years of service. The next higher grade was specified for each 
grade for this piirpose In c a m  where the promotion posts were in more than one 
pay scalc, the Iswest of such scale was taken into account for permitting 
promobons under the scheme. The applicable higher pay scalc were also specified 
for posts not having any higher promotion grades. The scheme is limited in a 
manner that the highest scale admissible under the scheme does not exceed 
Rs.2500-4200 or Rs 2200-4000, which is admissible on pronotion from the scale 
of Rs.2000-3500 The appointing authority for the posts carrying higher pay 
scales is the authority who is competent to grant a higher pay scale to eligible 
employees, provided the employee is fit for promotion on the basis of his overall 
perfowance, qualification and passing of an examination wherever this is 
prescribed. Any employee getting a higher pay scale is required to give an 
undertaking that he will not refuse higher regular proinotion as and when it 
becomes due and if he declines the promotion, he shall forfeit the right to hold the 
higher pay scale under the scheme. The combined total cadre strengh continues 
to be the same even after the grant of the higher pay scale and those granted higher 
pay scales continue to perform the same duties. 

Government 01 22.12 
Kernla 

In Kerala, the scheme for time bound higher grades to State 
Government employees was first introduced in 1973 and the scheme has been 
further modified with effect from 1993. Three higher grades to be given &r 
completion of 10,20 and 25 years of service are well defined. This scheme applies 
to Group 'D' posts. However, those initial ointed to posts in pay scales 
ranging from Rs.950-1500 to Rs.2375-350 anted only t w  time-bound 
higher grades on completion of 12 years and 24 years of service. Those directly 
recruited to posts in the scale of Rs.2200-4000 are given only one higher grade on 
completion of 12 years of service. Besides, such appointees are entitled to this 
benefit only if a qualified senior not directly recruited has been promoted under the 
scheme. Those who are regularly promoted or appointed to a higher post within 
the period specified for time-bound promotion to a higher grade arenot eligible for 
the time-bound hrgher grade. In case the pay scale of the regular post is higher than 
the time-bound higher grade prescribed, the pay on promotion to the regular post 
is fixed with reference to the basic pay notionally arrived at in the lower post 
Axmy service is reckoned for computing the qualifjhg servicc for the grant of the 
first higher gradc However, civilian service in the Army is not coantcd. 

Position in 22.13 
hhifs Secfor 

Information collected by us reveals that, no time-bound promotion 
scheme exists in organisations like Hindustan Fertilizers Corporation Ltd.. indian 
Overscas Bank, Engineering Projects (India) Limited, Maharashtra Antibiotics, 
BHEL, Engineers India Limited ctc. Certain Public Sector Undertakings 
(Hindustan Acronautics Ltd. and Mazagaon Dock) havc introduced time bound 
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promotion schemes but have restricted them only to lower levels, at the most up to 
the clerical level. National Fertilizas Limited has introduced a five year promotion 
scheme for workers who are allowed the ncst higher scalc on completion of 5 years 
of service in the esisting scale, if they are not promoted in the normal course for 
want of a vacancy Thc facility is allowed only oncc during the entire service 
Employees up to thc level of Additiona! Managcrs arc dividd into trio goups 
The promotions wthin thc group arc not related to vacancics but promotions from 
one group to another arc made on the occurrcncc of vacancics In Rashtriya lspat 
Nigam, the time-bound schcmc covers employees at junior Icvcl and 75% of the 
incumbents in a gradc are provided the ncst highcr gradcs on meritorious 
completion of three ycars of senice. Promotions to scnior/top Ic\.el posts are 
vacancy b ascd 

Eepormtrtit of 22.14 
I'OSIS 

In thc Department of Posts, a "Timc. Bound OX Promotion" 
Scheme (TBOP) was introduced in the year 1983 for cmployccs in the basic 
operative cadres, and the were placed in.the nest highcr gradc aftcr completion of 
16 years of scmice subject to their being found fit by a DPC. The officials so 
promoted continued t9 perform their earlier duties till such tinic as the:. wcrc placed 
in regular supmisor). posts in their turn. The schcmc w a s  subscqucntl!. estended 
to the staff of administrativc offices and regional offices in the ficld in 1993 and 
practically all operative Group 'C' and 'D employees of thc department, excluding 
officials of Inspectorial Cadre, Stenographers. somc isolatcd post holders having 
analogous posts in other Dcparfmentshlinistries of thc Govcrnmcnt and Group ' D 
staff of administrative officcs? were covered under thc Schcmc. Thc Department 
of PosG introduced another scheme of promotion callcd " Bicnnial Cadre Review 
" (BCR) for all the employees, who were covered under the carlier TBOP Scheme. 
The review is done twice a year to provide a second promotion on completion of 
26 years of service in the grade. The stated objective of thc scheme is to provide 
promotion opportunities for the staff on the basis of functional justification. The 
required number of posts needed for such promotion arc rclcased in half yearly 
instaiments on 1st January and 1st July, to provide promotion to those who are 
eligible. Creation of posts for the purpose is done by the Heads of Circles in 
consultation with Integrated Financial Advisors. Matching Savings were provided 
for introduction of the two schemes. For TBOP, 5% reduction in operative posts 
and 15% reduction'in supervisory posts were offered, whereas in BCR, this cut was 
1% and 5% respectively. 

22.15 The promotion scheme in the Department of Posts changed the 
principle of career progrcssion of Group 'C' and ' D  staff and introduced a new 
d\namics in personnel management and field operations Hithcrto. thc promotion 
was linked to the post and with promotion the official \\'as assuming higher 
responsibility alongwith availing himself of a highcr scalc of pa!, Thcre was clear 
distinction betwecn opcrative and supervison posts \vhich ivas conducive for 
command and control in field managmcent. Hoivcver, sincc thc number of 
supervisory posts were vcry f x ,  nearly 92.5% of thc cmplo!ws in Group 'C' used 
to retire in thc entry scalc of service The promotion schcnics ha1.c rcmcdied this 
unsatisfactory situation to a great extent so that a Postal Assistant rccruited in thc 
scale of pay of Rs.975- I660 is assured of gctting promotion to ncst highcr scales 
of Rd400-2300 and Rs.1600-2660 after 16 and 26 ycars of'scnkc rcspcctiicly. 

22 16 Thc department has, hotvcvcr, notcd ccrtain anomalics and 
functionai problcrns i n  thc iniplcmcntation of thc schcmc Whilc anornalics n'crc 



of a transient nature, thc functional problcms arc causing conccrn to the 
dcpartment. After introduction of BCR schemc, the supcnisory allowancc 
attachcd to supervison. posts \\'as also discontinucd, leaving no diffcrcncc betwen 
supcnisory and opcrativt: officials. This rcsultcd in a situation whcrc scniors wcrc 
rcluctant to assume supewisory posts. This situation has. thcreforc. comprorniscd 
thc systcm of close and purposcful supcrvision. 

22.17 Introduction of TBOP and BCR schemes in thc dcpartmcnt has 
had a mixed effect. Whle it ensured reasonable career progrcssion for cmplo>'ccs, 
it also brought certain operational problems. The Department IS t q h g  to 
overcome these problems by modermsing services, inducting tcchnolog,. upgrading 
skills, ek. The department is also trying to build in a distinct supenison. cadrc to 
man supervisory posts by a merit-based fast track promotion, to mcritorious 
officials. who upgrade their skills and acquire new skills. 

/ ) l ~ ; ~ < l r m o l t  qf 22. 18 
t ~ t w l l \ l  

Ministry of Health and Family Welfare has introduced a time 
bound promotion scheme for its Doctors including various sub-cadres of Central 
Health Services. In case of General Duty Medical Officer, whose cadre structure 
is on'thc lines of an organised Group 'A' Service, promotion is ensured up to the 
level of Chief Medical Officer (Rs.3700-5000) in a total period of 10 years. 
Promotion to the level of Senior Medical Oficer is ensured in four years, while 
another 6 years are n d e d  for promotion to Chief Medical Officer (Rs.3700-5000) 
level. An alternative of a combined service of 10 years Df which at least 2 'years 
should be as Senior iMedica1 Officer is also provided. Promotions to nest higher 
grades are without any consideration about availability of posts in the higher grade. 
Thus, if an officer is promoted,the post held by him is automatically upgraded. 
The promotion to the higher grade is made on seniority-cumfitness basis of those 
who clear the bench mark of 'Good'. Promotion to the grade of Rs.4500-5700 is 
restricted to 15% of senior duty posts i.e. all duty posts at the level of Senior Time 
Scale and above. This provision in CHS is at par with the provision in other 
organised Group '& Services. 

22.19 In cases of other specialist sub-cadres, where induction is directly 
at thc level of RS.3000-jOOO, a time-bound promotion is ensured upto the level of 
Rs.4500-5700 within a period of 8 years. This is in consideration of the fact that 
recruitment to Specialist Grade I1 officers is made in the pay scale of 
Rs.3000-5000 with a postgraduate qualification in Medicine and an additional 
three years' experience after obtaining the postgraduate degree. Al: Specialist 
Grade I1 Officers rccruitcd in the pay scale of Rs.3OOO-jO00 arc promoted to the 
scale of Rs.3700-5000 on completion of 2 years of senice, subject to scniorih- 
cum-fitness. Thc nest higher grade of Rs.4500-5700 is giwn to thcm on 
completion of 8 years of service as Specialist Grade 11. Promotion to this level is 
made without any consideration about availability of vacancies. 

DL.ycir/ttreti/ of 22.20 
f'r""'l"o'l- 

.\le~frc.ol 
Scirt1/ists 

The Supreme Court in Writ Petition (Civil) No. I0 I8 of 1989, 
Dr. Ms. O.Z. Hussain versus Union of India gave a direction for pro\.ision of 
promotion avenues on similar fines to Group 'A' Gazetted Non-Medical Scientists 
working in different' organisations under the Ministry of Health' and Faniily 
Welfare. Tkc MinisQ of I.Icalth and Family Welfare, thcrcfore, formulated the 
Department of Health (Group 'A' - Gazetted Non-Medical Scientific and Technical 
Posts) In-situ Promotion Rules, 1990. The scheme organised all Group 'A' 
Scicntists and Technical Officers who were working on regular basis on thc date 

193 



of commcIlctmult of the scheme into a cadre and divided thcm into four levels 
namely Scientist Level 1 (Rs.2200-4000), Scientist Level 2 (Rs.3000-4500), 
Scientist Level 3 (Rs.3700-5000) and Scientist Level 4 (Rs.4500-5700) for the 
limited purpose of applying the in-situ promotion scheme to thcm. 

22.21 The schenic pizvidcs for iii-sku promotion to a scientific or 
technical officer holding a Group 'A' post up to and including the grade of Scientist 
Level 4 in the pay scale of Rs.4500-5700. A five year period is prescribed for 
promotion from onc level to mothcr. In addition, the scheme also provides for 8 
floating posts in Scientist level 5 in the scale of Rs.5900-6700 and those having a 
minimum of three years service in the scale of Rs.4500-5700 are eligible for 
pmotion to thesc posts. Whcrevcr an Off~icer is promoted under thcse rules, the 
grade of the post immcdiatcly hcld by him is upgraded to the nest higher level to 
which he has been promoted. The post, however. reverts to thc original level on its 
vacation by the oficer holding it. In cases where an oficcr continues to get 
promoted to hgher grades, the post vacated by him reverts to the level of original 
recruitment to the posts. 

PROCEDURE FOR EMPANELMENT FOR SENIOR AND MIDDLE 
MANAGEMENT POSTS I 

Enrpanelment for 22-22 
JnittrSecre'a~ 

There is a practice of drawing up a suitability list (known as 
panel) of eligible oflicers from the All India Services and Group 'A' Services 
participating in the Central Staffing Scheme. This exercise is normally conducted 
on an a n n d  basis, by considering officers with the same year of allotment together 
as one group. At the level of posts of Joint Secretaq and equivalent, the Civil 
Services Board (CSB) finalises the panel for submission to the Appointments 
Committee of the Cabinet (ACC). In this wok, the CSB is assisted by a Screening 
committee of Secretaries. Thc panel approved by the ACC on the recommendation 
of the CSB is utilised for making appointments to posts under the Government of 
India, but inclusion in the panel does not confct any right to such appointment 
unde~ the Centre. Such appointments for posts of Director and above have to be 
again approved by the ACC. The cases of such officers who are not included in 
any panel in a particular year are reviewed after a period of two years. Another 
such review can be conducted &er a further penod of two ycars. A special review 
can also be ma& in the case of any oflicer whose Confidential Report undergoes 
a material change as a result of representation being accepted against recording of 
adverse comments in hs Confidential Report. The cadrc controlling authorities are 
informed about the namcs of Officers under their administrative control, as and 
when they are included in the panel. Stringent criteria of selection arc applied to 
members of all the services. 

Empanelment fw 22.23 
Additional 

Selection for inclusion on the panel of oflicers adjudged suitable 
for appointment to thc posts of Adhtional Secretary or Spccial SccrctapdSecretary 
to the Government of India and posts equivalcnt thereto is approvcd by thc ACC 
on the basis of proposals submittcd by the Cabinet Sccrctae. Thc Cabinet 
Secretary is assisted by a Special Committee of Secrclarics for drawing up 
proposals for considcration of the ACC. Panels of suitablc officcrs arc drawn up 
on an annual basis, considering all oiliccrs of a particular ).car of allotment from 
one service togcthcr as a group. lnclusion in such p a d s  is doric through thc 
process of strict sclcction and cvaluation of such qualitics as mcrit. compctcncc 

Secretmy' 
Sperm1 Secretan, 
Secretaty 



lcadership and a flair for participating in the poliq-making proccss. 

I:'Iipklifi to 22.24 
' r u l d ~ * r r c  d1 s. 

For manning thc posts of Under Secrehuy, Deputy Secretary, 
Director and Joint sarctary, the clighility of offictrs for holding thesc posts starts 
when they havc completcd 5 yxrs, 9 ycars, 14 years and 17 +ars of servicc in 
group *A@, irrespective of the service to which they belong. 

DS Director uttd 
JS 

IN SITU PROMOTION 

Career 22.25 A sdremt of in-situ pnwnotron for Groups'C' and 'D' empbyax 
a h * t = ~ t f m  was introduocd in I 99 I to provide at Icast one gmnotion  grad^ to those who are 

directly recruited to a Group 'C' or *D' post and who could not get a promotiOn 
wen aftcrreadungthe maKimmof the scale. such persons are placed in the next 
higher grade available in their nmnd lint of promotion a f k  following due proctss 
of promotion. In cases where a post is filled both by direct recruitment and 
promotion, a promoted employee senior to a directly recruited one will also @ 
promoted in case a puson junior to him is promoted to a highcr scale under the 
scheme. The scheme is also cxt#ldcd to industrial workers. This is in fact a 
scheme for removal of staptma and can hardly be regarded as a career 

Groups T' and 
'LY cmplr+wes 

advancement or promotion scheme. 

FLEXIBLE COMPLEMENTING SCHEME 

G C t I e r a l  22.26 A Flexible C- . schant(FC3)wasmtrOQIcadin 1983 
on the recommendation of the Third Central Pay Commission to ensure that 
promotion of an offccr in a Scientifm Scrvict h n  one grade to die next higher 
grade took place after a prcscnbcd period of service on the basis of merit and 
ability imspc&ve of the availability of a vacancy m the higher grade. The scheme 
is available now in many of the seimtific depsrtments,organisations and 
institutions under the Govcmment of India. The Scheme was originally made 
applicable to pwuMncl in three critical scales ( Jrplior Time Scale, Senior Time 
Scale, and Junior Administrative Grade in Group scrvidcadrts). In 
csccptional cases, it was also extended up to personnel in the non-functional 
stledion Gr& (Rs.4500-5700). The cadrc strength of the entire cadre wvas fixed 
on the basis of functional grounds and there was complete  interchangeability of 
posts beh\ccn JTS and STS p v i d e d  number of incumbents in the two grades put 
together did not esceed the combined strength of tww grades. The upward 
nmvenmt to JAG was also without any ref- to availability of vacancies but 
it was subject to the condition that total number of posts so filled in the grade did 
not exceed 30% of the total strength of the cadrt upto J'AG level. In case the 
scheme isas cctarded to NFSG Icvel, the total number of posts that could be filled 
in thc grade wvm ngain 30% of the combined strength of JAG and NFSG put 
togethcr. 

Promotion 22.27 
-omredwe 

promotiOn under the scheme was made on the basis of 5 yearly 
asscsslncnt of eiigible Otficers by a Board, which Bssesscd the technical 
performance on the basis of quantity and quality of research and even conducted 
an interview forthcprrrpost. Promotion was made in situ and was personal to the 
concanedofficcr and did not result in any vacancy in the lo'RmfgracJc. Thepost, 

195 



howcvcr, rcvcrlcd to the original level once it was vacated at higher !evel. 

11N wbacks 

Assured Career 
Progressioir 
Scheme 

Application to 
R&D 
Professionals 

22.28 'The Schcme was fiuther modified by many d e p m c n t s  later to 
provide fill1 flexibility by removing restriction on the number of posts and now 
prwides carax progression from the gradc of Rs. 22004000 uplo the h e 1  of Rs. 
5900-7300, coveriiig 5 -? x t k s  i;. Sfcrciii i;-. giiIiis&utli ccrtaln dcpartments 
like Space, Atomic Energ; imd DRDO, the scheme had been cstendcd at Icvcls 
other than Group 'A' also. Howcvcr, only a limited flexibility is allowed in other 
grades as against full flcsibility in Group 'A'  Services. Thc scheme, Lhcreforc, 
suffers from drawbacks likc non-uniform application, differences in Ic\*cl of 
appiication, variation in thc period of review (rcsidency pcriod), cstcnsion of 
schemc to directly rccruitcd scientists in the Sccrctariat organisrttiom. etc. 

. .  

I OUR RECOMMENDATlONS 1 
22.29 It is clear from thc foregoing paragraphs that at prcscnt there is 
a proliferation of different trpcs of promotion schcmcs in diffcrcnt dcpartmcnts. 
The basic trend of these schemes is, however, to provide an assurcd progression or 
in-situ promotion on personal basis to all the employees who havc rcndcrcd a 
specified period of service. This trend is seen for all categories of posts. but in 
some Ministries like Ministn of Health, in-situ promotion schcnic has bccn 
formulated only for Group 'A '  Scientrsts whereas in some other Ministries likc 
Departlnent of Posts, a promotion scheme has been formulated only for Group 'C' 
operational staff. Esistence of such promotional schmes only for ccrtain section 
of employees in certain selected Department has generated a feeling of 
discontentment in the Central Government employees at large. Moreowr, 
existcnce of time bound promotion schemes m diffacnt State Governments has 
also added to the feeling. of discontentment in Central Government employees. 
We, therefore, strongty feel that Government should. formulate a promotion 
scheme which .should cater to the promotion aspirations of Central 
Government employees in general belonging to difftent categories across the 
Ministries and Department. 

22.30. In the above context, we recommend that the Flexible 
Compkmenting Scheme of promotion should be extended to all Research and 
Development Professionals working in Research and Development 
Organisations and Departments dtclarad as Scientific and Technical in 
Government of India. Thc csisting Flexibte Complementing Schcmc has been 
examined by us in this contest and modifications have bum proposed separately 
while dealing with Scientific and Technical Services. 

22.3 1 For all dhcr  Ccnlral Govcmment employces, wc recommend that 
a comprehemive and coherent promotion scheme should be evolved which could 
assm adequate career progrcssion in a reasonable time frame to all catcgorics of 
mployees. The basic fcaturcs of-this Assured Career Progrcssion (ACP) Scheme 
have been worked out by us and arc contained in the AMCSC 22.1. Thc 
rccommcndcd ACP Schcme aims at providing a minimum of two promotions to 
c x h  Group 'B', 'C' and ' D  cniploycc and thrcc promotions to cadi Group 'A' 
cmployec, in thcir cntirc cxccr span, aflcr appointmcnt in a gradc on dircct 
recruitment basis. Thc proposcd promotion under thc schcmc shall. howcvcr, bc 
rcstrickd to financial upgradation in thc pay scale alonc and stiall not be linked to 
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the availability of a potit in a highcr grade on functional basis. The scheme will 
provide reasonablc opportunity to all employees to move to highcr grades, within 
a stipulated time frame. 

22.32 Introduction of thc Assured Career Progression Schcme (ACP) 
shall howcvcr not cnd the need for adcquntc promotion avcnucs in otie's cadrc. 
bascd on availability of highcr posts in thc hicrxchy. Thc nccd for regular cadre 
reviews of each servicddepartment, as recommended by the Fourth CPC shall 
COntinLte to hold good. The Department of Personnel and Training (DOP&T) has 
already issued detailed guidelines on cadre management of Group 'A' Central 
Services. The DOP&T itself conducts cadre reviews periodically once in 5 ycars, 
and as per latest decision of the Committee of Secretaries, this is to be done to cater 
to the functional needs of the service and career qspirations of its m e m h .  
Demands have been made to the Commission for periodical and speadler cadre 
reviews for all ServicedDepartments in a manner that they meet the career 
aspirations of the employees and remove inter-service disparities in promotion 
prospects. We, therefore, recommend that the cadre review mechanism 
should be reviewed so as to bring uniformity in the career prospects 01 dl 
Group 'A' Central Services. 

22.33 The pdelines issued by the DOPBtT for cadre review of Group 
'A' Central Serwces are very elaborate and contain specific directions for ensuring 
the pyramidal structure of the cadre, appropriate structural ratios of different 
grades to provide adequate career prospects, threshold analysis to make an 
assessment of thc future promotion pmpccts, provision of Probation Reserve, 
Leave Rcserve, Traning Reserve, Deputation Reserve etc. In comparison to these 
guidelines, the orders issued for cadre reviews of Groups B', 'c' and 'D posts arc 
very inadequate and prescribe only broad principles with an added emphasis on 
provision of matching sdvings. This results in a situation where adequate cadre 
reviews are not being conducted by ministries and departments and wherever cadre 
reviews are Llndertakcn, they take comparatively a very long time and in many cases 
cadre review proposds ore not even approved finally. Creation of posts as part of 
cadre reviews are brought within the purview of the ban on creation of posts and 
these pfoposals consequently never see the light of the day The DOP&T should, 
therefore, issue detailed guidelines for the purpose of cadre reviews of 
Groups 'B' and 'C' and ' D  posts so as to ensure that these are conducted 
within a specified time frame and are not subjected to routine examination at  
different IeGels in the Ministry, once the review is conducted in accordance 
with the guidelines and by a committee having a representative of the 
Integrated Finance Division 

22.34 The Cadre review exercise should also take into account our 
general recommendations on right-sizing of manpower in Government. Since 
in a time frame of 10 years, a rcduction of 30% of thc esisting rnanpowcr is 
recommendcd, the cadre reviews should ensure that an across the board 
reduction of 3% of the manpower per year is achieved. Surplus manpower 
should, therefore, be identified as part of the cadre review exercise. 

22.35 The DOP&T Training should also assume the responsibiIity for 
monitoring the progress of cadre reviews of diffment offices and different cadres 
under the Ministries so as to ensure that these are conducted every 5 years. In 
respect of those Group 'B' and 'C cadres, which are spread over in different 
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ministrieddepartments and whose higher posts are ultimately centralised and 
recruitment to them is made through a common 
selection/examination/limitcd Departmental Examination, the DOP&T 
should assume the responsibility for coordinating the cadre reviews, which 
may be done concurrently for all the concerned Ministries/Departments. 

22.36 We also recommend that the holding of a cadre review every 
five years should be included in the cadre rules of every service, so that the 
matter becomes justiciable and can be taken to a Court of Law by any section 
of employees that is aggrieved on this account. 

22.37 The existing mechanism of work study by the Staff Inspection 
Unit of the Department of Expenditure should be dovetailed with the exercise 
of cadre review so that work-studies and cadre reviews are conducted 
concurrently by maintaining a balance in the functional requirements of a 
post and the career aspirations of the members of the cadre. In this context, 
it may be desirable to transfer the Staff Inspection Unit functions to 
Department of Administrative Reforms 

22.38 Provision of selection grades has been it moderating mechanism 
through which disparities in promotion prospects available in comparable grades 
were removed. The Fourth CPC, howeser, recommended its discontinuance in 
general and for group 'C' and 'D posts in particular and suggested provision for 
stagnation increment. The need for selection grade shall further diminish in thc 
context of the Assured Career Progression (ACP) scheme recommended by us. 
However, in certain services the nomenclature of Selection Grade is uscd ordinarily 
to represent a tier of the organised cadre./structure, e.g. Non-Functional Selection 
Grade, Selection Grade in CSS (Rs.3700-5O00) or Commandant (Selection Grade) 
in Central Police Organisations, etc. Selection Grades in such form may 
continue for the prestnt but these also need to be reviewed. We would urge 
the Government to conduct this review immediately so as to do away with the 
concept of Selection Grade altogether. 

22.39 RatianalisariOn of pay scales and the'Assured Career Progression 
Scheme, rccammendi;d by us would considerably d u c e  the need for stagnation 
inazments. Hovmer, in certain cascs, stagnation at the maximum of the pay scale 
may still occur. As such, after considcring thc demands made for liberalising the 
provsion for sanction of stagnation increrncnts, we recommend that the existing 
rules for grant of stagnation increments should continue. In  case of 
Executives, the facility should be available only to the grades to which it is 
already available, subject to the condition that the basic pay plus the 
stagnation increment should not exceed Rs.22,000/- per month in the revised 
scales of pay. 

22.40 In the context of acute stagnation at various levels, a demand has 
bear made to the Commission to incrcasc thc promotion quotas in differcnt gradcs. 
particularly those in the higher grades. Dcmand has also been made that uacancics 
undcr direct rccruitmcnt quota being not filled duc to ban on rccruitmcnt should bc 
divcrlcd to promotion quota In this rcgard. wc fccl that it is not possiblc to niakc 
any gcncral recommcndation to incrcasc thc promotion quota, as proportion of 
promotion and dircct rccruitmcnt in any post/gradc is dcpcndcnt upon thc strcngth 
of fda g d c .  Howcvcr, a frcsh look can bc givcn to thc proporlion of promotion 
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at various grades in dilrcrcnt smices and it may be rcvised dcpcnding on the 
situation of the cadre and in thc overdl context of maintaining cfficicnq. I t  may 
also be ensured that direct recruitment is not generally resorted to at two 
successive grades in a cadre. If it is so provided in the rules, the 'direct 
recruitment' to its higher grade should be changed to 'promotion', provided 
it does not affect the quality and functional needs of the cadrdorganisation. 

1.wluledpurLr 22 4 1 Promotion o p ~ t i t s  to thost holding isolated posts arc almost 
mn-&tmt. S& such isolated posts are filled by dircct recruitment. incumbents 
of these posts generallv retire in the same post to which they \wwe recruited. 
Repnsa&im have 6 reoeival by the Commission that in many cases, isolated 
posts'& created even when the nature of duties assigned to the post arc simlar to 
those of a cadre post We, therefoft, f d  that as a matter of policy, no isolated 
post should be created sanctioned in htum in Government. Posts sanctioned 
by MiiristrieslDep.rtments should always be a part of some organised cadre. 
I f  cnltion of a single post is indispensable, and it cannot be part of an 
organised cadre in the Ministry, efforts should be made to encadrc such a 
post in an organiscd cadre misting in some other Department/Ministry. Such 
an attempt needs to be made even now and Ministries/Departments should 
review tbt isolated posts &fh a view to encadre them in an o r g a n i d  cadre 
i n t k M i w  or outside it. In case creation of an isolated post 
becomes indispensable, the two higher scales to be given in a time bound 
manner under the Assured C a y r  prSrtssion scheme should be indicated in 
the orders for creation of the po& itself. 

22.42. In the Assured Career Pmgession Scheme (ACP), wc have made 
a provision fix fmancial upgradation to higher scale, even when there is no d e f d  
hierarchy and we have termed it as dyqamic ACP. The dynamic Assured Carecr 
Progression Scheme shall apply to isolated posts. We have tried to identie two 
higher pay scales for each isolated post wherever feasible and whcfcvcr a demand 
for improvement in promotion pmspccts has been made to the Commission. 
Specific designations in tcrms of grades have also been indicated for such higher 
scales. Howcver, if in ccttain cases, it has not been possible. !he 
Ministry/Depattmcnt conccmed shall identi@ such scales on the basis of similar 
posts in other departments for which we hme identified the higher scales. While 
doing so, the different patterns approved for Secretariat and subordinate offices 
should be kept in view. In case of Croup 'A' isolated posts, the next three 
promotional scales shall be Senior Time Scale (Rs.3000-4500), Junior 
Administrative Grade (Rs.3700-5000) and Non-Functional Selection Grade 
(Rs.4500-5700). 

HnIr .~  01 22.43 Dcmaiids haw bccn rcccived by thc Commission that financial 
be&fits on promotion arc ven. nominal and dlcy ought to bc rcviscd; a minimum 
of-IO% oddition in thc blsic pay should be ensured in casc of a promotion. Wc iue 
of the view that thc minimum financial bcncfit on promotion should bc around 3% 
of thc basic pay of thc cniploycc. The rule fm fixation of pay on promotion may 
be amendcd to provide an addition of 3% of basic pay in the lower grade or one 
incrunenl in lhc lo\\cr gradc whichever is higher, and then fixation at the next 
stage in the higher pay scale This method should be applicable in all cases 
where an employee is given a higher pay scale irrespective of the fact whether 
assumption of higher responsibilities is involved or not. 

~ f i r ~ ~ t i o t i  r!f 

p l y  or1 

promotion 
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Annexe 22.1 
(Refer Para 22.3 

Basic Features Q fJssqd-GaLpr  Progression (ACP) Scheme 
wcommended for Centrr l  Government emdovees 

(1) Every employee, recruited in a particular graddscale of pay 
shall be allowed to move to his respective and specified 
higher scales on completion of  specified period of residency 
in the lower pay scale, svbject to fulfilment o f  usual norms of 
promotion. If this tnvolvcs passing of a trade or departmental 
test or acquisitioii of a htghcr qualifications. that prc-rcquisitc 
would have to be fulfilled before thc bcnefit of ACP is  given 

(iij On placement in the next higher grade, the incumbent shall 
continue to  perform duties of  his original post and wil l  
continue to  hold the old designation, till such time as he i s  
actually promoted to the higher grade on the occurrence of  
a vacancy. In case of isolated posts, the post held by an 
individual shall get upgraded to the next higher grade but 
shall be filled at i t s  original level, when vacated. 

(hi)  Placement in the higher grade wi l l  entail only the financial 
benefit of  the higher pay scale and associated entitlements 
l ike HBA, allotment of government accommodation, 
advances, etc. Other cntitlcmcnts like invitation to CCTCIIIO~II~! 

fmctions, deputation to highcr posts, ctc which arc generally 
dependent on the status of thc cmployce shall contiiiuc to bc 
detemined with ref- to hs lower/substantive postlpay scale 

(iv) 

(v) 

ivi) 

The number of  financial upgradations to which an employee 
shall be eligible under the Assured Career Progression 
Scheme shall be two; in the case of non-executives, while in 
the case o f  executives, the number will be three. 

The highest pay scale up to which the proposed financial 
upgradation shall be available wil l  be Rs.4500-5700, i.e up to 
the present "on-Functional Sclcction grade' in organised Group 
'A' Services. Bcyond this level, there shall bc no financial 
upgradation and higher .posts shall be filled strictly OR uacanc? 
basis. 

The anplovecs recruited at junior and middle Esccutivc Icvcls in 
the junior timc scak (Rs.2200-4000) will gct thc scnior timc scale 
in a pcriod of 4 ycius. Thc Junior Administrattvc Gradc 
(Rs.3700-5000) will bc avatlablc to thcm in anothcr fivc years 
t inx Thcncst highcr gradc of Rs.4500-5700 will bc providcd in 
anothcr pcriod of 5 ycnrs. As such, a person recruited in the 
junior time scale wil l  be able to attain the level o f  Se.nior 
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(vii) 

. .. 1 ime Scale in the 5th year, Junior Administrative Grade in 
the 9th year and NFS Grade (Rs.4-SOO-9700) in the 14th year. 
This will be applicable uniformty to all organised Group *.A' 
Services and Group 'A' posts for which direct recruitment is 
nude at the level of Rs.2200-4000. 

In case of Groups 'B' 'C' and 'D' employees, first financial 
upgradation shall be available on completion of 8th, 10th and 
1 Z t h  year of service respectively, providcd thc crnployee fulfils 
all the conditions for promotion to the higher grade and the 
cniployee has not got thc vacancy bascd functional promotion, 
during this period. The second financial upgradation in case 
of Groups .B', 'C' and 'D" employees shall be given on 
completion of a further period of 8, 10 and I t  years 
respectively. 

(\~iil) Financial upgradation to be given under the proposed 
Assured Career Progression Scheme will be in the next 
higher grade in accordance with the existing hierarchy in a 
cadrdcategory of posts. In cases of isolated posts, which do 
not have defined hierarchical grades, the two ACP grades 
shall need to be specified in respect of each such post and 
financial. upgradation shall be given even when the higher 
scale does not form part of the defined hierarchy. Such 
upgradation shall be knawn as Dynamic Assured Camr  
Progression Scheme. In case of common category posts, the 
two higher grades should be defined for all the departments 
under Central Government Dynamic ACP wvdl also apply in 
cascs where an intermediate scalc has been introduced without 
thcrc bcing any redistribution of posts into that scale This 
should be an interim measure. so that upgadation takes place 
uith that scale wthout a post bcing awailable, but the attempt 
should be to meanwhile upgrade some posts to the newly 
inuoduccd scale, so that it can become a normal scale to which a 
normal ACP on functional promotion can apply 

(is) 

(xi) 

l h e  numbcr of fiiiancial upgradations to bc giten shall be 
coimtcd from the gradc whcrc an cniployec \vas inducted on direct 
rccruitnicnt basis. The numbcr of finnncial upgradations shall be 
strictly adhered to and thcrc shall no additional financial 
upgradation for a senior cmploycc on thc ground that a junior 
direct recruit in thc gradc got higher scale iindcr ACP Scheme. 

On promotion to the next higher grade under the Assured 
Career Progression Scheme, the full benefit of pay fixation in 
the higher scale as in case of a promotion in a higher grade 
shall be given. Thus, on actual promotion in the higher scale 
on occiirrence of a vacancy, no fcrther financial benefit shall 
~ c c  rue. 

'fhe higher grade under this scheme shall not be given to 
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those who had declined regular promotion earlier. In cascs 
where a person who has been placed in a higher pay scale under 
the scheme refuses functional promotion involving higher 
responsibilities on the actual occurrence of the vacancy, the 
emplqcc shall be feverted to the lower pay scale. As such, whik 
giving the higher pay scale under the scheme. an undertaking 
should be taken that the employee shall occupy the regular 
promotion on occurrence of the vacancy, and in case he 
refuses to accept the higher post, he shall be kept out of the 
'Assured Career Progression Scheme.' 

(xii) In case of an cinployee declared surplus in his organisation and in 
case of transfers including unilateral transfer on request, the 
services rendered by him in the depmment shall be counted along 
with his semice in his new dcparttncnt for the purpose of giving 
financial upgradation under the Scheme 

(xiii) Introduction of the Assured Career Progression Scheme 
should in no case affect the normal promotion avenues 
available on the basis of vacancies. Attempts needed to 
improve the promotion prospects in an organisation on 
functionar grounds by way of organisational study, cadre 
reviews, etc. should not be given up on the ground that the 
Assured Career Progression Scheme has been introduced. 
Rather, one of the brief objectives of cadre revie\vs should be to 
ensure that financial promotions are available within the 
residency periods prescribed under this Scheme for the purpose 
of grant of higher scale, wherever this is feasible without 
disturbing the administrative hierarchy of the department. 
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23. I 
catalyst of action. 

Motivation is the inner urge to put in onc’s best. It is the real 

23.2 Motivation lcvcls can be improved by external props like s a l w  
Icvcls, cash incentivcs, promotion policy, work environment and so on. Thesc have 
bcen touched upon in the various chapters. 

23.3 
motivation. It is these that wc wll try to csplore in this chapter. 

Thcrc is an area of non-financial and non-csternal props for 

WHY CHOOSE GOVERNMENT SERVICE As A CAREER 

23.4 If  one probes the question of why people choose Government 
service as a career, one wGdd come across a variety of motives. Many of the 
motives are sub-conscious and probably only half-articulated. There are subtle 
forces at work here. 

23.5 A number of people join the Govcmment becausc it represents 
power, authority, status, the majesty of the law, rulership, being a pan of the 
govcrning class. Therc arc those who are in the Go\ernmat because thcy are 
prepared to serve an anonymous employer called the State but not an individual 
called Lala Kanshi Ram. Others arc in Government service because it is the only 
way they can serve the natim< the country, the poor, the illiterate. the starving 
millions. Some have a predilection for carccrs that exist only in thc Governmcnt. 
Thcy want to don thc uniform of a soldicr or a policeman, fly a fighter aircraft or 
bc an admiral of the flcct. 

23.6 
for action mcntioned hercaftcr. 

It is ncccssq to appreciatc all this, with a vicw.10 ccrtairi points 



23 7 Wc should targct pcoplc ai \uungcr agcs. whcrr thc! arc still frcsh 
from collcgc. thcy havc not lost tlrcir idcalisin. thcy arc not ovcnvhclmcd \vith thc 
carcs of faniily. 

23 m In our targct z.udic;icc for carccr counsclling. wc must go for 
young pcoplc who want to mmc into Govcrnmcnt smicc as thc best method of 
puttmg in public servicc That is why Government scrvicc should ncvcr pay a 
luxurious salary that may attraci thc wrong type of person 

23.9 Once a pcrson i; recruited, there should be a clcar policy to subject 
h m  to -in academic and pracbcal tests during his probation period, so that any 
wrongly motivated persons who rmght have been able to smugglc thcrnsclves in can 
bc got rid of with comparative case. 

23.10 Thc non-monctay symbols of authority that cstablish the position 
of an executive in the Government as a member of a ruling elite should not be 
jettisoned. It is these outer c m b l ~ s  that create prcstigc and honour for 
Govemmcnt assignments. Govcrnmcnt officials should bc treated with courtesy 
and dignity, and not be SubJeded to public ridicule. That is why it is necessq  not 
to allow politicians to transfer senior officials prcmaturely without sufficient 
reason. That is why there should be no senior posts in Gomnmcnt that have just 
the pay and nothing else. 

23.11 For civilian services too, thcrc should be a mechanism of non- 
monetary rewards, as is prevalent in the military and police services. Fulsome 
praise in public docs not cost anything, but it can be a vcq strong motivational 
factor. All supen,isors should be t r d  in the use of praisc. Therc should also be 
Dstinguished Senice Awards and Extraordinary Servicc Awards for civilians, so 
that they feel honoured for a life-time of dcvotcd scnricc as also for any highly 
innovative and extraordinary act of theirs. 

23.12 It has bear seen that leaders who are positivc, dynamic, forthnght, 
innovative, adaptable, enthusiastic, optimistic and willing to lcarn can provide a 
tremendous momentum to any crganisation or institution that they lead. It is 
unfortunate but true that in Government it is persons who arc negative, static, 
tactrl, status quoist, rigid, sedate, pessimistic and pretending to be know-alls who 
survive and reach the top. If we want the fmt variety of motivated people to be the 
leaders, we have to hunt for thcm, choose them, protect thcm, encourage them and 
lct them go ahead to do their own thing. 

23.13 
contained in the succeeding paragraphs. 

Our recommendations with regard to motivation lcvcls are 

23 14 The age of entry to the Civil Services Examination should be 
kept between 21 and 24 years, PS it used to be in the past Mcmbcrs of SCs: 
STs OBCs ctc should, howcvcr, continuc to bc cligiblc for thc age rclaxations as 
at prcscnt, with rcfcrcncc to the proposed ages of cntry Similar attcmpts to lower 
thc agc of cntry should bc madc for all scn.iccs, cspccially at thc cxccutivc le \d  
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2 3  15 \Vc havc alrcad!. pegged the salaries at a level lower than the 
private sector so as to ciicouragc only public-spiritcd pcrsons to choosc 
Govemnicnt scnicc as a carccr 

23 10 Psychological tests arc king uscd in thc dcfcncc scn*iccs, but not 
on thc civilian sidc Thew should be introduced, both at the time of initial 
selection as also later dunng thc training and probation period Acts of omission 
and commission dmng thc probation pmod should bc taken serious noticc of 

23.17 Wc haw suggcsted tha: premature transfers of ofiictrs should 
not be allowed, accpt in accordance with the rccommndations of a Civil Scrviccs 
Board. Wc havc also suggestd the abolition of ccrtain posts of Secretaries which 
arc more in thc nature of sinecures than pmpcr postings. We belicvc that posts likc 
that of !hcmhry, Mmoritics Commission, Secrclary, Intcr-State Council or 
Scc re t e ,  Official Languagc do not carry even fiflcen minutcs' work. Such 
c.amples can bc multiplicd at i l l  lcvcls of Govcrnrncnt. So long as such jobs are 
a l l c x d  to continue in Govcmcnt, it is easy for anyone to demoralize an upright 
officer. by posting him to one of thcsc pleasant sinccures. Such posts should bc 
assiduously identified and abolished forthwith. We must make the worth of 
charge of different posts of equivalent rank almost equal. 

23 18 Distinguished Service Awards and Extraordinary Service 
Awards should be instituted in all Government departments There should bc 
a mechanism so that pcople at all lcvcls havc some Award or the other to looh 
fmwd to These Awards should be eonfcrrcd after due deliberation. so that only 
the deserving get thcm These should bc prescntcd to thc rccipients in public 
functions b) high dipitarics 

23 19 Wc must changc our cntirc way of looking at Government 
officers Their chid quality should be that they can get things done, in the shortest 
possible tune with the minimum inputs Everything in the system whether it is 
recruitment policy or transfer policy, performance appraisal or promotion, 
should be geared towards the emergence of what may be termed as 
Administrative Entrepreneurs, people who are prepared to take risks and 
stick out their necks for: the public weal. 

23 20 It IS il mix of estcrnal props and internal props that can really 
niotrvatc thc right peoplc to cntcr Govcrnrncnt senicc and remain thcre We havc 
only suggested a fc\\ important areas of action, and Lhesc can be built upon in the 
lieht of cxDcricncc mthcrcd in imDlemcntation 
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I V h  Is 24.1 
accOuntabii* 

Accountability in Governmcnt implies the subjcction of thc 
discretionary powers and authority vested in Govcrnmcnt cmployccs to outsidc 
scrutiny by various argans of the society. Whilc it is indisputable that cvcry public 
functionary has to be a m t a b l e  for his acts and docds, morc so a Go\wnmcnt 
employee who exercises sovereign powers vested in him. It is oftcn said that 
Govunmcnt scrv~nts in India at accountable to no one. In thcov, this proposition 
is totally unsustainable. In practice, it is largely true. Wc will try to cxplorc thc 
rcasons for such a vast gap between theor>; and practice. and suggcst appropriatc 
measures. 

Accounmbiiity 24.2 The accountability of a Govcrnmcnt cmploycc should ..xist. 
fhr what formally and in writing, for the following: 

Formulating policies in national and public interest and not to 
subserve the interests of a group or individual; 

Setting targets for mmpktion of projccts, programmes, schcmcs. 
facilities and services and fulfilling them within thc stated timc- 
frame; 

Setting standards of performancc and sticking 10 thcm. 

Keeping discretion to the minimum and, wvhcrc 11 is absolutcly 
necessary, exercise thc powcr in a fair. just atid transparcnt 
manner; and 

Mamblning an opcn Govemmctir whcrc an!. citi/.cn may h a w  thc 
right to inspect any aficial papcrs to scc ho\s the dccislons havc 
bccn arrrvcd at. 



34 3 Currcntly. Govcniincnl cniyloyccs iii thc Ccntral Govcninicitt 
haw ccnain duties and rcspotisibilities under thc Conduct Rulcs Thcx haw to Ix 
coiiiplctcly rc-\\nttcn so as to bc in accord \\it11 rnodcni notions of accountability 

24.4 
which may be categorised thus: 

E v a  today cmployccs arc accowrtablc to a numbcr of institutions. 

Accountability to thc clcctcd rcprcscntativcs of thc people 

Accountability to audit 

Accountability to vigilancc 

Accountability to thc customcrs 

Accountability to thc judiciary 

- Accountability to the media 

- Accountabiliw to God and onc's own conscience 

~ ~ 

ACCOUNTABILITY TO ELECTED REPRESENTATIVES OF THE 
PEOPLE 

24.5 All actions of Government employees can be discussed in 
Parliament. Elected representatives ask questions in Parliament and to 
etnbarrass the Ministers when they are on a wci?k w i c k .  There are Committees 
ofthe House l k  the PAC, Estimates Committee, Standing Committee etc. where 
matters ofpolicy and implementation are discussed. 

24.6 
followng steps are taken: 

This CDntrOl can be made more dedivc &an it is at present, if the 

Questions asked in Parliamcnt should be based on bettcr information 
backup. 

Both Ministccs and bureaucrats should be required to appcar before 
Parliamentary Committees. Thosc burcaucrats who actually took the 
decisions now being questioned by audit should bc made to personally 
appear before these Committccs. 

The Commitlecs should also hear intcrcst groups, cxpcrls outsidc thc 
Government, commcntators in thc mcdia. so that thcy get a rounded 
picture of a problem. 

Discussions should bc muc-oricnted. Thc Committecs should take up 
imporlant issues and summon all the conccmcd Ministers and burcaucrats, 
hclonging to diffcrcnt Ministrics, who have a rolc to play in thc decision- 
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making proccss. 

(c) Discussions should lcad to \\cH-dr&cd plans of action, stating clcarl! 
\\hat chmmgcs in polic\. law. rulcs. implcmcntatiorl strateby ctc arc bcing 
rccommcnded. Thcrc should bc annual rc\ icw nicctings to cnsurc that 
prcvious rep@ are actcd upon 

24.7 At thc samc timc, interference by elected representatives in 
day-to-day administration must cease. They should thcmselves desist from 
tvri ling letters about postings and transfers of cmployecs, promotions, vigilance 
cases and so on. In case any such lctter wing to unduly influence the decisions on 
these matters is reccivcd, it should not only not be acted upon but should lead to 
administrativc action against the conccrncd cmployoc. 

ACCOUNTABILIIY TO AUDIT 

24.8 Audit can be a most potcnt tool for ensuring accountability. It has 
often unearthed major scandals and provided thc necessary ammunition io othcr 
sections of the polity. There are, however. certain areas which nccd improvemcnt 

The following suggestions arc madc: 

Audit should reorient itself to look more at the objectives of 
programmes or actions and whether such objectives have been 
achieved promptly, instead of  being unduly concerned with whether 
the letter of a rule or  a procedure has been flouted. Dynamic 
indiwduals o b  b d i  rule to adueve the target. If actions BT(: performed 
bona fi&, in public interest, without any ulterior motive, audit should laud 
those actions rather than bcing critical. 

Audit should try to  be as concurrent as possible. Scandals and scams 
are known evcn while they arc being planned and executed. If audit draws 
attention to them forthwith in a well-publicised manner, such scandals can 
be halted in mid-stride. Post-mortems are useful but can only be 
conducted \\hen the paticnt is dead. It is bettcr to cure the patient and try 
to keep him alivc. 

Audit should constaptly look at systerGi f?i*!t~, areas of undue 
discretion, blatant exercise of  arbitrary powers etc. and point them 
out at once, without waiting for a report from the Government. 

Where major individual lapses are noticcd, audit should ensurc that the 
delinquent oflicials arc also required to prcsent thcmsclves before thc 
Public Accounts Committcc. There should be adequate follow-up t o  
ensure that disciplinary action i s  taken against those found guilty. 

Government departments have also to  develop a high degree of 
sensitivity to  comments by the audit. Thc approach should not bc to 
closc ranks and rush to the defence of the dclinqucnt official. The 
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s\stcmic dcfccts should bc rcmovcd at o m  and individual iapscs punishcd 
wth the utmost expedition 

ACCOIINTABILITY TO VIGILANCE 

24.10 Corruption is a major problcm in Govcmmcnt today. Thc 
in:;mion is that 110 work in Government can be got donc without someone's palm 

.being greased. This is unfortunate, as corruption is a cankcr that can destroy an 
entire society, howsoever modern and progressive it may otherwise be. 

24.11 Thcxe.is an existing machincty of vigilancc, headcd by thc Chicf 
Vigilance Conunissioner, who is a Constitutional authority. Despitc it, corruption 
thrives. Roccntly, thc CBI has been galvanized into action, mainly proddcd by the 
higher judiciary. This may, however, be a passing phasc. What we n d  to build 
is a system which is not dcpcndent on thc action of a fcw individuals. 

24.12 Corruption spreads from thc top. 'As is the mlcr, so is h e  
c i t i 7 ~ ' ,  thus goes an ancient adagc We havc to stern thc tide at all levcls.sta~ting 
from the highest de lons  of Govemment. The following suggestions are offered 
in this contcxt: 

(a) As the corruption at the political level is the fountainhead of bureaucratic 
cormption, effectiw steps should bc taken to eradicate such corruption or 
reduce it to thc minimum To this cnd we must 

enact a new 
corrupt electoral practices 

legislation which would eradicate 

set up a National Election Fund to provide adequate 
funds to political parties. Contributions to the fund 
could be open to companies and appropriate tax 
relief offered 

pass the Lok Pal BN at the earliest, covering both the 
politicat and bureaucratic leadership at the top. It 
should be given teeth in the form of an investigative 
machinery. 

(b) The Central Vigilance Commissioner should be strengthencd further this 
could be donc by 

hiving off the Anti-corruption part of the Central 
Bureau of Iiwestigation, renaming it as Central Anti- 
corruption Bureau and placing it squarely under the 
Central Vigilance Commissioner 

keeping the Central Vigilance Commissioner strictly 
aloof from the executive, through appropriate 
Constitutional safeguards and divesting him of 
routine functions of advice 



There is a need for JI high level Panel For Clean Government. 
consisting of  the CAG, CVC and Cabinet Secretary, which could be 
used to pool information and take effective remedial measures for 
curbing corruption in high places. 

Full time Inquiry Oficers may be appointed by all important 
departments, to ensure that day-to-day hearings are held and 
departmental inquiries normally completed within 3 months. 

Suspension should be resorted to only in serious cases where a prima 
facie case is made out. Once a person i s  suspended, he should not be 
reinstated till the enquiry is completed. Inquiry Officers should 
mandatorily be asked to  complete the enquiries within a period of 3 
months. 

Government could take legal advice as to whether the provisions of 
Article 311 can be diluted with reference to employees who have 
either been caught red-handed under the Prevention of  Corruption 
Act o r  who have been found after due investigation to  be in 
possession of assets disproportionate to  their known sources of 
income. In such cases, suspension could be made mandatory. The 
provision for revoking of  suspension or  increasing the subsistence 
allowance after sir months need not be made operative in cases of this 
type. 

Action on the lines of  the Smugglers and Foreign Exchange 
Manipulators' Forfeiture o f  Property Act for forfeiture o f  ill-gotten 
property should also be extended to  Government employees of  the 
kind mentioned in sub para (d) above. 

Reporting Officers should be permitted to record their views on the 
integrity of  the official reported upon, even if it i s  based on his 
general reputation. Adverse reports on integrity received from three 
separate oflicers should be considered sufficient for initiating action 
under FR S ( J )  for compulsory retirement. 

I ACCOUNTABILITY TO CUSTOMERS ~ 1 
24.13 All Government departments have custamers whom they are 
supposed to serve. These are members of thc public in gencral or some segment 
of the people in patucular. A democracy does implicitly dcmand accountability of 
the Government to the customer, but this is through a circuitous routc passing 
through the voter, the elected representative, the political executive and higher 
bureaucracy. What has been rmgniscd rcccntly is the need for a clcar-cut 
accountability directly to the customcr at the cutting edge Icvel. 

This is thc gcncsis of thc Citircns' Chartcr in rhc U.K. and thc 
Clicnls' Charter in Malaysia. 

24.14 In India, a beginning has b a n  madc by thc Consumcr 

210 



Coordination Council which has rcccntly dralicd a Citir.cns' Chancr for this 
countr? Thc niain thcmcs of thc Chartcr arc quality. chorcc, standarCz. . Auc. 
accountability and transparcncy Undcr thc hcad 'standards'. each citircri wil l  bc 
cntitlcd to expect thc following 

Explicit standards will be evolved, adopted and published and also 
promincntly displaycd at the point of delivery. These should include 
courtesy and hclpllness h s M ,  accuracy in eccordancc with statutory 
requirements, and commitment to prompt action. 

The reasonable minimum and maximum response time, or frequency 
of providing services will be indicated, as far as possible in consultation 
with thc users of the service to suit their convenience. 

Standards should be scrupulously adhefed to and the official 
concerned held responsible for ensuring such standards. 

Standards once set should be frequently reviewed and improved, with 
simplification of procedures wherever possible. 

If services are not satisfactory or standards ate not adhered to, there 
should be a duly notified grievance d r e s s r h  procedure, indicating 
clearly the,response time for replies to complaints, with easy access 
to the concerned officials. 

As far as possible there should be a single window disposal, instead 
of the citizen being pushed around. 

At the very least, the citizen is entitled to a good explanation or an 
apology. In many cases, he should have the right to demand 
redressal and compensation. This would also imply the coverage of 
all governmental services under the Consumer Protection Act. 

A vigilant public can be created if there is full dissemination of 
information. Some State-Gov-ents have started publishing lists of ail 
development projects sanctioned, arca-wise, along with funds sanctioned. funds 
spent, agency of execution, target date of completion and the up-to-date progress. 
Such reports can be an effective method of keeping the customers of development 
projects informed of what is happening Such steps need to be taken by Central 
Government agencles too 

24.16 We recommend that the Central Government should draft a 
suitable G t h s '  Charter for this country, invite a national debate on it and 
then implement it promptly and effectively. It should also amend the 
Consumer Protection Act and enact a Right to Information Act. 

ACCOUNTABILITY TO THE JUDICIARY 

24.11 Under the Indian system of law, the judiciary is the suprcnic 
inkrpreter and protector ofcitizcns'rights vis a vis the Govcrniixnt. The judiciary 
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has cspandcd its traditional rolc by adding thc conccpt of public intcrcst litigation 
Somc ofthc rcccnt trcnds in judicial intcwciilion arc as undcr: 

(a) Thc judic iq  is taking stringnt action against scnior officers for 
dsobcying or not fd!y complying with its ordcrs. This goes to thc estcnt 
of awarding extended t&s of imprisonment. While it is cxtremclg 
important that all judicial orders should be immcdiately and scrupulously 
obeyed, there may be some scope for moderating the law of contempt. 

(b) A number of o r b  arc being passed by judicial oficers at various levels, 
eshorting the executive to take action in fields which are rclatively 
ncglcctcd. These may bc the areas of environmental pollution. slum 
clearance, sanitation, housing for the poor, construction of roads or other 
amenities ctc Somc of these may have received inadcquate attention due 
to lack of funds or pressure of work. As such, some judicial orders may 
not be capable of immediate implementation without diversion of funds or 
efforts from other. possibly equally important areas of work 

(c) In matters of malfeasance or arbitrary, discriminatory, mala fide or illepl 
acts, the Courts have started awarding cxemplq  damages to the public 
exchequer, not even sparing the Union Cabinet Ministers. Thus thcre is 
every likelihood of public servants being held responsible for acts of 
omission and commission vis a vis the public. This creates a direct 
accountability of the public service to its customers, and the trend is to be 
welcomed. In fact, it may bc necessary to extend it further to covcr all 
kinds of torts, negligence, inaction, delayed action, discourtesy, 
unresponsiveness etc. on the part ofpublic agencies, with a summary 
procedure for award of relief or compensation, possibly thrdugh suitably 
empowered Consumer Tribunals. 

(d) The Couris have also pushed the Central Government into filing criminal 
cases and investim them through designalcd agencies in a time-bound 
manner, by exercising direct and continuing supemision over the very 
process of investigation This is somewhat unusual, but it has shown 
d t s  in some highly publicised cases. While the "victims" arc shouting 
thanselves holnse against what they label as 'judicial activism', they could 
posdibly have invited the w i t h  of the judiciary by their inaction or 
motivated action over prolonged periods. 

24 18 On hc whole, he trcnds are to be welmcd. It is to be hoped that 
the cxccutive will outgrow its initial reaction of being resentful about the so-called 
judicial encroachment on its jurisdiction and start narrowing the zone of its own 
inaction and inadequacy so as to make judicial intervention unnccessaq. 

ACCOUNTABILITY TO THE MEDIA 

24.19 The print mcdia in India have always bccn ficrccly independent 
The strcngth of the fourth estate has bcen enhanccd manifold by the entry of the 
electronic mcdia. Today, it is a common sight to scc a public scrvant bcing 

212 



confmntcd with a camcra and a riiikc at my odd placc. bc it outsidc thq court room, 
his ollicc. rcsidcncc. cvcii 111 a tin. This has niadc accountability to thc 1;2*.-.~2;a1. 

aiid through thcm, a widcr audicncc sonicthing of a minutc-to-minutc cscrcisc 
Somc of thc points that arisc in tliis.conncction arc: 

'Man cats dog' IS mis Nc\,spcrsons arcgmcrally looking for scnsational 
copy, an off-the-cuff commcnt that might spark a controversy or 
something that smclls of a scandal or scorn. We have to rcstorc the 
balance to the ncws-gcnera$ng machincry, so .that humdrum facts about 
de\peloDment arc also reported upon 

Most of the tune, wc have onc-sided storics, without thcrc bcing a gcnuine 
attempt to fiid out whether thc allcgations being ma& are based on facts, 
or tryng to get the vcrsion of the opposite party. This makes for lop-sided 
or motivated reporting. 

What we need is a rcpodcr who is \~cll-ucrscd m his subject, who has donc 
his homework and asscmblcd all thc facts, who is awarc of all thc 
controversies, and who can draw out the intervicwcq by sympathetic 
questioning. 

We also require media personnel who are so well paid by the industry that 
they are not susceptible to the varied blandishments that can be offaed by 
various interested parties to p w c y  distorted stories in order to malign or 
scandalize. 

In the Indian context, It is important to stress the fact that as a nation we 
are fond of self-flagcllation. It is our national hobby. Thc media should, 
thcrcfore, deliberately. as a matter of policy, report on positive events, 
millions of which are taking placc in our country every day. If Surat saw 
plague, it also t h e d  into one of thc cleanest cities of the countxy within 
an year. Yet, as against the daily hcadlines about the plague, how many 
articles have we read about thc clcan up? 

The media itself is under watch. Many newspapers now have inhouse 
ombudsmen, there are media critics writing about its performance and the 
Press Council of India maintains an ovcrall watchdog role. Such internal 
"censorship" is to be wclcomcd. 

ACCOUNTABILITY TO GOD & ONE'S OWN CONSCIENCE 

24.20 In a modem society where atheism is faduonable and "cof~sc~encc" 
has capitulated to "convenicncc", it may sccm anachronistic to talk of God and 
one's own conscience. Yet, millions of pcoplc still bclicvc that God is our true Self 
and ifonc listens hard enough onc can hcar thc still sniall voice of our conscience 

24 21 I n  the final analysis, the only controls that can work 
effectively are internal ones. It IS whcn human bciiigs hold ideals that they 
cherish, when they have rolc modcls t h y  livc upto, when there are virtues of truth, 
honcsty, integrity, devotion to duty, patriotism, lovc of one's fellow-beings, non- 
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vdcncc. pckc and b r ~ h c d d  that they t? to inibibc hat  rr society can progrcss 
and hc truly civiliscd. 

24 22 But this can happai if the k&rs of socicty. bc t h e  intcllcctuals. 
burcaucrats. politicians. tradcrs, frrrmcrs or wvorkcrs. cschcw hc cult ofviolcncc. 
sclfishncss md hypocnq wvkn thc older gcncration. by its conduct. bccomcs I 
role model for thc younger gcncration. wvhcn then: arc pooplc of vision. 
farsightedness and statesmanship who arc chosen by the pcople to NIC ovcr than. 
and when the ihicves. damits, forgers and smuggtas are kcpt firmly behind lock 
and kcy 

24 23 In C\V SC~ICC, chcn: are good pcapk In fact, they consbtutc the 
silent majorit? 1t is timc that them is an internal rcvolution of thc ps?chc 
Rcccntly. thc State Association of a premicr Smicc thrcatcncd to hold a sccrct 
ballot to vote the "three most corrupt pcrsotls in the c d r c  " Thc mow was scuttlcd 
under prcssw. Such self-regemcrating mowemcnls within the burcaucracy should 
be encamgal There should bc open dialogues and debates on what the countfi 
has bear reduced to All good men should speak up and unttc 

24.24 It will thus be scen that thcre is no lack of agencics that can hold 
a Govemmemt anplclryoc accountable. What is needed is LO activatc. refurbish and 
galvanizc thcse agencics. 
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( ;vidi4iirrs qf 25, 1 
l .~cprlnrmlo/ 

Thc Department of Personncl iYC Training has issucd ccnain 
* instructim in the nature of guidelines from timc to timc on various issucs rclatcd 
to transfer. These relate to posting of physically handicapped cmddale~, hiisband 
and wife at the samc station, staffworking in sensitive posts. etc. Thc guidelines 
arc not cshaustivc and do not providc instructions for ail situations. Thcsc policy 
guidelines am also not mandatory in nature but provide only policy options nithin 
overall constraints of administrative convcnicncc. 

Persontiel 

Posiiioti l i t  25.2 Various minislrics of the Governmcnt of India have formulatcd 
detailed policy guidclines which lcad to follow the instructions issucd by thc 
Departmcnt of Personnel and Training and also takc into account thc s p i f i c  
rcquircmcnls of individual Ministrics. Thc lransfcr policy of the Railways. for 
example, discouragcs frequent transfcrs and insists on a fiscd tenurc for cach 
postmg in ordcr to cnsurc administrativc continuity and stability to the incumbcnt. 
The transfers for lowcr catcgorics of cmployccs arc confincd to Lhcir zonc. 
Trans fcr rcquests across zoncs to mitigatc individual cascs of hardship arc 
cntcrtaincd. giving duc consideration to thc fact that such transfcrs do not afl’cct thc 
seniority of csisting cniployccs. Thc transkr policy of Ihc Ordnancc Factorics 
Board undcr thc Minis@ of Defcncc has four bound obligations: functional 

somc A 1iiti.vtric.r’ 

1kpartntent.y 



rcqutrcnlcnts. cmxr dcvclopmcnt ofolliccrs through wdcr csposurc. rotalion from 
scnsitivc posts and accomnlodiitlon of rcqucsts on collipassiollatc grounds 

'mtrd /'<duv 25.7 In the Ccntral Pol~cc Organisations, thc guidclincs issucd by thc 

k-partmcnt of Pcrsonncl arc thc main basis of thc transfcr policy. Since thcir 
pcrsoiincl hav: thc liability to scnc anyvhcrc in India, thcrc is an cscrcisc for 

chqngc of pcrsohncl from dif-iicult arcas to normal arcas and vicc-versa. In static 
units. a normal p lod  of stay of thrcc ycars has bccn prcscribcd, whiic a tcnurc of 
two ycars has bccn prescribcd for difficult arcas. 

1 )rl,.crni.votrcwis 

3 . 4  lnspitc of thc csistencc of policy guidclincs on transfcrs. thcrc IS 

a dclinitc fccling that thc instrumcnt of transfer is widcly misuscd in thc countel 
particularly b? politicians in power, to subjugate the govcmmcnt cmployccs 
Transfcr is also uscd as an instninicnt of punishment. Whilc thc Conduct Rules 
providc for other contingcncics such as suspension. dcmotion. withholding of 
incrcmcnts and dismissal. thcsc do not provide an!. safcguards against unjustificd 
trmsfcrs. Dcmands have, thcrcfore. bccn mndc that any trsnsfcr bcforc the cxpiv 
of thrce ~~ in a post. should be madc applablc ,  particularly if it has bccn madc 
at the behest of politicians. Other demands arc for the prescrtption of a minimum 
tenure for a posting, restricting the.transfcr to onc's homc to\m or home state, for 
groups 'C' and 'D' cmplopes nbt to be subjcctcd to transfcr, for transfcrs not to be 
made in mid acadcmksession and if madc, to be compensatcd for in monetaq 
terms, and so on. 

~~ ~ 

I OUR RECOMMENDATIONS I 
I I 

25.5 Wc have considcrcd thcsc demands and fccl that many of thc 
yrievances of the employees can be met if their departments formulatc detailed, 
clcar and transparent transfcr policics. Thcrc cannot bc a uniform transfcr policy 
for all thc Ccntral Gowmmcnt DcpartmcntdOrganisations, as thcir administrativc 
rcquircmcnts dilTcr. Dcpartmcnts whosc pcrsonncl havc a liability to scrvc 
an)whcrc in lndta ham alrcady formulakd transfcr policics based on thc guidclincs 
issucd by thc Dcpartmcnt of Pcrsonncl and Training and C ~ S C S  arc statcd to bc dcalt 
with in the manncr according to such guidclincs. Dcpartmcnts which havc not 



I’rrscription 

of minimum 

tenure 

?rans/ers not 

in mid-session 

heasons fw 
preniurun 

trans/r.v 

c\ol\cd an! Suidcliiics/policios on ttniisfcr should do so at thc carlicst so as to 
climrnatc an! possibrlii! of arbitrariness rii c1Tcct:ng tmr:sfcrs Thc proposilions 
coiitaincd in the succccding paragaphs may bc uscd as gcncral guidclincs for 

inclusion in thc transfcr polic\ to bc formulatcd by diffcrcnt dcpartnicnls 

25 6 Detailed guidelines should be formulated and publicised by 

eacb department as part of a comprehensive transfer @icy so as to ensure 
that arbitrariness in transfers is altogetber eliminated and transfers are 
effected in as transparent a manner as possible. Thc guidclincs so fmulated 
should take into account various instructions issued by the Department of 
Pcr,onncl and Training from timc to timc, particularly thosc dated to 

transfer/posting of marricd couplcs at thc same station, posting of physically 
handicapped employees. posting af employccs having mentally rctardcd chddren, 
rotation of staff working in scnsitivc posts. ctc 

25 7 To ensure administrative continuity and stability to 
incumbents, frequent tramfersshould be discouraged and a minimum tenure 
for each posting of officers should be predetermined and it should normally be 
3 to 5 years, except in cascs uherc longer tcnurcs are justified on functional 
requirements llke mtmued availabilit! of certain spccialiscd skills In the casc of 
sensihvc posts, where opportuniucs cmt for developing vested intcrests, the tcnure 
of posting should be defincd for 3 shorter pcnod. which may be 2 to 3 years 

25.8 As far as possible, transfer orders should be issued before the 
end of the academic year so that these are implemented at the end of the 
academic session. Whercvcr transfers arc made in mid-session, facility to retain 
Governmcnt accommodation up to the end of the academic session should be 
extended, if the Government cmploycc has a child studying in that station. 

25 9 Any premature transfer before completion of the prescribed 
tenure should be based on sound administrative grounds which should be 
spelt out in the transfer order itself Thc transfcr ordcr must, thcreforc, contain 
detailed rcasons for thc uansfcr Ofticcrs should bc givcn a right to appeal against 
such orders, if they feel aggncvcd ad a provision for a summary procedurc to deal 
wth such situations should bc madc \\ ithin each dcpartmcnl In casc of emergency, 
when such orders 3rc niadc in the cxigcncics of public intcrcst and haw to bc 
implcmcntcd 3t oncc. rcprcscntations against a transfcr ordcr should be disposal 
of by an authority supcnor to thc oficcr ordering thc transfcr aflcr pcrsonal 
discussion. if possiblc on thc sanic da!. 
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I rriti\f;-r JUI I  25 10 
I, # /Id. lnr.~u.ct~ll 

The instrument of transfer should not be allowed to he 

misused either by the bureaucrats themselves or by politicians in power. I t  

should not bc uscd as a rncanz of puntshnicnt by ctrcunii ctiting thc proccdurc laid 

down for disctplinan- procccdmgs 

*tJ?IA/I/UfW?I <JJ 25 1 1 While ihc right o f  the politician to have some say in postings 

to some of the senior duty posts in the administration cannot be denied, there 

is a need to evolve certain norms in this regard. Thus whtlc evcry ncw Primc 
M tnistcr/Chicf Mintstcr may t&c decisions on appointments to ccrtain hc\ 
positions, decisions on transfer or  removal of the concerned officers when 

there has been no change in the incumbency of the Prime MinistedChief 

Minister should be taken only after the same has been examined by a high- 

powered Civil Services Board, comprising at least three persons Thc Ccntral 

Govcmmcnt and c \ c ~  Statc Govcmmcnt should constitutc such Boards. 
consultation \\ t th whom should bc madc compulsory bcforc ordcring any prcniaturc 

transfer In casc of the Central Government, this Board may have thc follo\ung 
cornposition - 

~ ' I V I I  .%n.ICt..t 

I h r d  121 11rc 

C'tvitrr mid 111 

IIIC .Y/,Ifd'~ 

(1 )  A rctircd Judgc of thc Suprcmc C o d H i g h  Court; 

(2) A prominent pcrson in public lifc including a rctired senior burcaucrat; 

(3) Cabinet Secretary 

Selection 01 25.12 
M'mhers Of 

Thc first two mcmbcrs should bc choscn jointly by thc Primc 
Minister and the M c r  of the Opposition in the Lok Sabha. At thc State Icvcl. thc 
composition should include persons at SI. No. 1 and 2 abovc who shall bc selcctcd 
jointly by the concerned Chief Minister and Leader of thc opposition in thc State 
Vidhan Sabha. lnstcad of ('abinet Secretary, the Chief Sccrctaq of thc Statc shall 
bc the third member. The senior positions that should be brought undcr thc 
purvicw of this Board slioiild bc thc Following: 

Board *'ld its 

jurisdiction 

In the Ccntral Govcmmcnt 

I .  Cabinct Sccrctary (if his casc is king considcrcd, hc will not be a nicmbcr 

of thc CSB) 

2. Sccrctarics to thc (iovcrnnicnt of India and thcir cquivalcnl 

3. Additional Secrctarics to tlic Govcmmcnt of India and thcir cquivaicnt 



i:~.!hc Statc <io\wnmcnt 

I C‘hicf Sccrctan (If his casc is bcing considcrcd. hc will not bc a mcmbcr 
of  tilt csr3) 

z Secretaries to the Statc Go\.cmnicnr and their cquivalcnt 

- > All Hcads ol‘dcpartnicnts i n  Scnior Administrrrtivc Gradc ana abo\ c 

-I All IPS officcrs ol’thc rank of Additional DGP and abovc 

5 .  All IFS officcrs of thc rank of CCF and abovc 

6 A l l  1)istrict .Illagistratcs and District Supcrintcndcnts of Policc 

25 13 Whcrc\ cr the prcrnaturc transfcr of an! of the abet c oficers is 
rcquircd to bc rnadc. thc Secretan. (Pcrsonncl) w i l l  havc to submit ;I \tTlttcn 

mcrnoranduni before dic Cn 11 Scn~ccs Board. giving reasons for the transfcr Thc 

concerned officer \ \ i l l  ha\c thc right to appear before the Board and make hts 
submission 

25 14 The rcport of thc Civil Scniccs Board on thc proposal of 

prcmaturc transfcr rvill normally bc acceptcd by thc Government. Wherever it i s  

rejccted, the proceedings in full will have to be placed on the Table of the 

House at its ncst scssion Copics of all documents \vould also havc to bc supplicd 
to the officer so that hc may havc rccoursc to the courts. if necessary 

75.15 It is the considcrcd \ k \ v  of lhc Commission that unlcss thc 
backbonc is rcstorcd to thc highcr burcaucracy by rccognising that thc5 havc a 
coiistitutional rolc to play in the s!stciii of governnncc. India can ncvcr havc PI1 

;idniinistraii\x s\stcni of ivliich it can be proud 

25 It, Ever? 1)epartment should also have a high powered Board 

to review thc c;ises of all premature transfers of Croup ‘A‘ officers and should 
scnc ;is a11 apiw11;itc td b r  all such traisfcrs \\hicli ilia\. bc rcsardcd as nialalidc 
I,\ .hi cillpl<l\ L Y  



( . , i i i i~)~. i i .~ ir i ,~ i i~ / ; i r  2 17 A n  additional month's pay o'ccr and abovc the existing 

transfer allowance should be paid by thc transferring department if an 

employee is transferred prematurely within a p4riod o f  one year o f  his earlier 

transfer. In spitc of this. if an cmploycc complics with thc ordcrs and thctl 

rcprcscnts that thc traiisfcr was nialafidc, thc amount shall bc rccovcrcd from thc 
salary of thc supcrior officer if it is subscqucntly provcd that thc transfcr was, in 

fact, effcctcd with malafidc intent, undcr political prcssurc or for any othcr 
cstrancous considcration. 

pretii,irun. 

trwi.+r 

7iui+rs d!f 25. I8 In the case of employees in groups 'c' and 'D recruited on 

a regional basis, postings should be given in the home townlhome district, 

wherever feasible, and transfers rcstrictcd within thc rcgion and zonc. All 

reasonable opportunity should bc givcn to voluntcers for posting/ transfer 10 

difficultlunpopular placcs. Howevcr. if cnough uoluntccrs arc not asailoblc. 
postings should bc madc for a short period to thcsc stations on conipulsoi-\. basis 
~ I t h  a clear assumcc ofchangc in posting ancr completion of thc tcnurc. Posting 
of choicc should be givcn, as far as possible, to those who acccpt unpopular 
compulsory postings. 

Groups '( " ONJ 

.I)' rmplq,w.v 

\L truqfer qf 25 I 9 No transfer o f  Group 'D' employees from one station to  

another should normally be resorted to  except in very special circumstances 

like adjusment of surplus and dciicicncy, promotion, csigcncies of service, mutual 
transfers etc 

Group 7)' 
rniplorues 

Irnn.+rrs of 25 20 Generally, transfers should not be made after a Government 

servant has attained an age three years leas than the age of his 

superannuation and wherever possible a retiring Govcmment scmant should bc 
transfcrrcd to a station of his choicc. three years prior to his superannuation 

emplr+rcs uhour 

lo retire 

(;owrttnieni 25 21 
employw.~ to  

hz cl iurp-  

slice:c.djiw 

Government employees should not be permitted to bring 

political o r  other extraneous pressure to  bear on the Government o r  on the 

transferring authorities in the matter o f  transfers. An\. Government ernployce 
who brings such prcssurcs should be procccdcd against undcr the Conduct Rulcs. 
Thc prcscnt practice of taking action on lcttcrs rcccivcd from outsidc agencics 
including Ministcrs, MPs, Burcaucrats and othcr mcmbcrs of thc public has to bc 
stoppcd forthwith. All such rcfcrcrices may bc uscd only for thc purposc of taking 
dcpartmcntal action against thc Goscmmcnt cmployccs for whosc bcncfit such 
lcttcrs have becn MTittcn. 

brtnXiiig 

politico1 

prc.rtura 
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26 

1 INTRODUCTION: SOURCES OF STATISTICS I 
The signrjicance 26.1 
Of Ihe size Of 
Golmlnlt,rr' 
Afachirrrty 

The size of Government mgchinery is critical for the success of any 
drive for efficiency and economy in Government, where value for money must be 
dclivcrcd to the tax payer. In fact any effort to optimize the size of Government 
machinen would come to a complete naught in the absence of a robust statistical 
information base on subject. Our terms of reference also rcquirc us to study the 
financial implications of the various alternativcs before making our recommendations. 
This ' exercise invariably requires the sizc of Government employees in various 
categories to be available as a pre-rcquisite. 

We however find, that though there are several sources reporting on 
the size of civilian component of Central Government cmployees such as the 
Directorate General of Employment and Training in the Misistry of Labour, the Pay 
Research Unit in the Mmstq of Finance, the Expenditure document of the Budi t ,  the 
Economic Survey etc., these sources are often dated, not sufficiently comprehensive. 
incognate and yield conflicting results (See ,Appendix for dekiils). 

The lack of any recent and reliable source ar.d the pressing need for 
this ipformation appears to have led all the previous pay commissions to circulate a 
schedule to gather information on the sizc of civilian component of, government 
cmployees. We too have done the same and have collected information about the 
regular employees w i h  Government and excluded the non-regular employes as was 
done by the previous Commissions. For the size of the Arnicd Forces, we haw tclicd 
on the information furnished by the pay cells set up i n  tlic Miiiistn: of Dcfencc. 

The inadequacy of 26.2 

slatislic s 
sources Of 

The Schdule 26.3 
hY 

( 'omi .Lv ion  

SIZE OF EMPLOYMENT IN THE CENTRAL GOVERNMENT 

Nqplrrr ( 'ivilitar 26, j According lo tlic infornintion collcctud by 11s. tlic 101;il nunibcr of 
fillcd civilian posts at the-Ccntre as on 31 3.94 was of tlic ordcr of 38.73 lakhs as 
;gainst 31.44 lakhs fillcd posts rcportcd by tlic 4th CPC 111 19x4. An incrcasc of thc 
ordcr of S.20 lakh filled posts is cvidcnt in thcsc 10 ycnrs. (SCC Arlilcsc 26.1). 

26 5 

J l l d  posts 

We arc constrained by the iioii- ;ii~;iil;ibility of Ministn wisc. group 
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dctixls rcgxdiiig "lillcd poW in [tic prc\ toits 1 ' : ~  Coiiiiiiisston rcports and hcncc 
I\ c 11.11 c coiitincd our anal) SIS of thc clianging coinposition of Cciitral Govcrnnlcnt 
Eniplo!t.cs to "sanctioned posts" on \\hich fatrlj dctailcd information \\as available in 
tlic cirlicr reports Thc ininisty -nisc. p u p - n i s c  dispibution of fillcd posts collrctcd 
b\ us ;is oii 3 1 3 94 is howcvcr. givcn at Anncxc 26  7@) for the bciicfit of posterit! and 
U C  hop;. t l i a t  thc futurc Pay Coninlissions n i l 1  bc ablc to nicantngfull) u t 1 1 1 ~  this 
inforin;i1ion 

26.6 The strength of sanctioned posts for the regular civilian Cciitral 
Govcrnr,ient employment (excluding Union Territories) at 41.76 lakhs in 1994, is 
obscrvco to have increascd from 17.37 lakhs in 1957 to 29.82 lakhs in 1971 to 37.87 
lakhs in 198.1 (Sec Anncxc 26.2). During thc fourteen years between 1957 and 1971, 
thc nunibcr of sanctioncd posts increased by 71.7%. during the next thirteen years 
bchvvccn 1971 and 1984 by 27% and during thc next ten years bctween 1984 and 1994 
by 10.3%. Vicwed on annual basis whilc an annual growth rate of 3.9% is obsend 
for the period 1957 to 197 1, an annual incrcasc of 1.9% is observed for thc period 197 1 
to 1984. The percentage of annual increase is observed to have fallen to a levcl of 
1 . 0  per cent during the period 1984 and 1994 suggesting thereby a general 
deceleration in the ratc of growth of sanctioned posts for civilian employees in 
Central Government, consequent to ' the various measures taken by the 
Government to impose economy cuts on present numbers and freezes on further 
reciuitrnent. Of thc 3.89 lakh additional posts sanctioned during thc period 1984 to 
1994. 70.000 posts \ w e  in the Dcpartmcnt of Communications. 4 1 .000 in Railways 
and 3.28.000 in othcr deparlmcnts. Amongst the other departnicnts thc largest incrcasc 
appears to have taken place under the head of police in the Ministy of Homc Affairs. 
As per the Budget documents, between 1988 and 1995, an incrcasc in thc number of 
cniployces of the ordcr of 1,49,447 took place under this head. We have elsewhere 
shown that as against a compound annual rate of growth of 1% for the civijian 
cmployccs during the period 1984-1994, the CPOs under the Ministry of Home grew 
at thc ratc of 5.6% compound annual rate of growth betlsecn 1986 and 1994. Taking 
cuc from the above trends. we awarded studies for the restructuring of some major user 
dcpartincnts with a view to optimizing the size of Government. The chapters which 
follow dctail thc areas ivherc sonic weight shedding may be possiblc. 

26.7 Union Territory wise information on fillcd/sanctioned posts is not 
available in the earlier reports. I t  is therefore, not possible to comment on UT-kise 
incrcasc in nunibcrs While thc iota1 number of sanctioned posts for civilian cmployzes 
in Union 'rcrritorics is available in the previous reports. this figure is not comparablc 
as thc nunibcr of Uriioii Territories has been changing with time. The total number of 
sanctioned civilian posts in Union Territories, reported at I .60 lakhs in 1970 and 2.25 
ldkhs in 1.1.84, by the previous Pay Commission$, is observed to have however fallen 
to a level of 1.63 lakhs in 1994. The UT wisc distribution of fillcd and sanctiomd 
posts, across group A, B, C and D in 1994 is givcn at Annexc 26.7(a) and 26.7 (b) for 
thc bcncfit of futurc Commissions. 

26.8 As against the total filkd -posts of 38.73 lakhs, the :otal number of 
sanctioncci posts at the ccntrc in 1994 arc observL ii: hp cfihe order of 41.76 lakhs 
lcaving a gap of around 3.03 lakhs sanctioned posts unfilled at the Centre in 1994. 
Similarly, wc obscnc that as against a total number of fillcd posts of 1.5 lakhs In the 
Union Territories, the total number of sanctioned posts in UTs was of the order of 1.53 
lakhs as on 31 3.94.  Such a largc gap bctween the sanctioncd and fillcd posts may bc 
cxplaincd partly by thc long procedural dclays in  sclcction, by thc lack of suitablc 
caiididatcs. reservation rcquircnicnts. ctc. 

20  9 The information on dcfcncc forces madc a\.ailablc to us by thc Dcfcncc 
Forccs pay ccll shows that as on 1st January, 1995 the sizc of thc defence forces was 
11.91 lakhv of which 9.98 lakhs was the s i ~ c  o f  thc Army, 1.4 I lakhs thc S I Z C  of tlic 
Air fore  and 0.52 lakhs that of rhc N a y  Thus. the sharc of Army in the total dcfencc 
forces IS 83.79'%,, that of thc Air force I 1 XJO;, and that of. thc Navy 4.37%. I t  is also 
obscnted [hat the compound annual rate of growth of thc defence forces for the 
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period 1YH1-91 at 1.4% i s  higher than the compound annual ratc of growth of 
1.2?40 for the civilian form during the period 1981-1991 (SCC Aiincsc 26 4)  This 
can probably bc attributcd to t l ~  f x r  tlint unlikc thc civilian sidc. thcrc is no ban oil 

rccniitmcnt 111 t h ~  Dcfctlcc forccs :ind ill1 \\ilSt;igCS 11;n.c gcncr;illy bccn il1;idc iip 

COMPOSlTION OF THE CIVILIAN EMPLOYMENT- 
STRUCTURE A N D  TRENDS 

26.10 A look at ihc distribution Df sanctioncd posts in Governmcnt in 1994 
rcvcals that Railways haw ihc largcst coittingcnt of sanctioned posts at 15.40 lakhs, 
follo\wd by 7.54 lakhs posts in Communications and 6.73 lakhs posts in Dcfencc 
(Civilians). Around 12.03 lakhs posts arc sprcad ovcr i n  other departments (Scc 
Anncsc 26.2) The relative share of Railways in total sanctioned posts in Central 
Government has registered a dirline from 57.4% in 1957 to 46.9% in 1971,39.7% 
in 1984 and 37.0% in 1994. On thc other hand, thc sharc of Communications has 
rcgistcrcd a steady incrcasc from 11.4% i n  1957 to 13.2% in 1971 to 18.1% in 1984 
and thcn stayed at 18.1% in 1994. Thc sharc of thc dcfcncc civilian cmployeccs in total 
sanctioned.posts has varicd and was 15% in 1957, 20% in 1971, 19.1% in 1984 and 
16.1% in 1994. Thc sharc of othcr dcpartnicnis i n  thc total posts also increascd 
steadily from 16.2% in 1957 10 28.8% i n  1994. 

26.11 The group-wise Qstribution of sanctioncd posts givcn in Annesc 26.5 
reveals that in terms of pcrcentage of total posts in Governmcnt, Group A, B and C 
posts hait  shown a substantial incrcasc bctwcen thc period 1957 and 1994. Group A 
posts which were 0.6% of thc total posts in 1957 have riscn to 2.2% of the total in 
1994. Group B posts havc riscn from 1 .1% to 3.3% of the total and Group C haw risen 
from 42.0% to 66.8% of thc total for the samc pcriod. Group D posts have, however, 
registered a decline from 5 6 . 3 O / i  of the total to 27.2% of the total. It is observed 
that Group A posts have in fact grown at thc highest ratc of 6% during 1957 and 1994. 
followed by Group B. C and D !Ci, 5.4'1/0. 3.7% and 0.4% rcspcctively in that order. 

26.12 Annex 26.6 reveals that the total number of Group A posts have risen 
from 67.969 in 1984 to 89,663 in 1994, showing thereby an increase of 3 1.9%. The 
largest increase of Group A posts is observed in the Department of Communications 
wherc Group A posts have increased b i  4756, and an increase of 13 1.2% has been 
registered This is followed by Defence (civilian) department where the number of 
Group A posts have increased by 4247 and an increase of 36.4% has been registered. 
Radways have registered an overall increase of 1863 Group A posts or an increase of 
24.1% . The number of group B and C posts also rcgistcred an increase of the order 
of 55,406 posts i.c. 69.2% and 5.00,902 posts i.c. 21.9% respectivcly during the 
period 1984 and. 1994. Thc largcst incrcasc in percentage terms in Group B posts is 
obsemed in Mnistry of Comrniinications at 140.9%, followed by the defence civilians 
at 104.8% . While in tcrms of numbcr of Groups C posts, Railways creatcd the 
maximum numbcr of posts during thc pcriod undcr study, the Department of Defence 
(civilians) crcatcd thc largcst numbcr of group C posts in tcrms of percentage incrcasc. 
What is rcnlarkable is that Group D posts rcgistcrcd a dcclinc of the order of 1,9 1.33 1 '. 
posts during the pcriod 1983 and 1994, Thc Railways and Defence Civilians arc 
obscnd to haw contributed significantly to this dcclinc. The dcclinc of Group D posts 
may be a result of ban on rccniitrncnt inipscd in Group D, comparatively liighcr 
rctircmcncs in Group D conip;ircd lo otlicr catcgorics and proniotioris from Group D to 
Group C 

26 13 Thc pciccntagc incrc;isc i n  ilic nunibcr of group A. B. C and D posts 
?I 71 9%. 60 2%. 21 9%) and -I3 4'%rrcspcctivcl>, bet\\ccn thc period 1984 and 1994. 
only gocs to cndorsc thc fiiidings of thc carlicr Pay Conimissions that the pacc of 
crcation of posts at thc liighcr Ic\cls, I c . Groups A and B IS much fastcr than tlkit at 
thc lwcr ICILIS This is in linc \ \ i t11  thc iymxal c\pcricncc in countncs abroad wherc 



I h  e h ~ f t l l l l ~ ~ l  2 0  I4 'I'hc hlinistn -it  isc distribution of Group A. 13. (. mid 1) smictioiicd 
p s t s  IS ~ I \ . C I I  ; it  ;iIiIicsc 2 0  7(;1) 
i i i  tcnns of thc Group A s:inctioiicd posts at I 5.000. follo\rcd by Miniscn, of Kail\vnys 
i i t  059 I .  Ministry of Homc Aflairs ;it 8047 and h11111stn of roninltiIiiciitio!is ; ~ t  X38 1 
The Ministry of Corniiiiinicatioris has tlic largcst nuriibcr of group €3 salictioricd posts 
at 23.772. follo\vcd by tlic Ministry of Dcfcncc at 18.1 16 arid the Audit and Accounts 
Dcpartnicnt at 13t932. The Ministry of Railways leads i n  tcrms of the Group C posts 
at 931.1 12. and IS  followcd by Ministry of Communications at 5.58,552. Ministry of 
Honx: AKiirs at  4.83.804 and Ministry of Dcfcncc at 4.11.919, k\ail\vays again Icads 
in rhc Group D cmployccs and is followcd by Ministry of Dcfcncc and Ministry of 
Conununicalions in that ordcr. Thc Ministy-wsc distribution of' Group A. €3. C and 
D fillcd posts is givcn at aniicxc 20.7(b). 

."i'rr.'m' "I\" 
Jrsfrihiifior < I /  

( ;rorip :1. I ! .  (. crmi 
I )  ,v,l,ll.f~f~l~l cllrrll l  

~ / i l l l ~ l l  pf'.\l.\ 

I t  ~ i i i i \  hc lioticcd t l i i i t  I I I C  MIIII:~? 0; DCfcllcC Ic;lds 

77re disfribiifievi o/' 26 Is 
(;rfw,,' 
,IcrfJ,s.v o ~ l 1 l , I s z c f  

.w n w c ' . v  

Of thc loti1 89.663 Group A posts, around 57.997 arc cncadrcd into thc 
\;?nous organiscd Group A scniccs cscluding thc thrcc all India s c n k c s .  Tlicrc has. 
ho\\cvcr bccn an appraiablc incrasc in the numbcr of Group A scnficcs bctivccn 107 1 
and I995 and thc numbcr of Group A s c n x c s  has riscn froni 3 0  111 197 1 to 49 i n  19x4 
to 59 in 1995. Sonic of thcsc SCIVICCS arc VCQ sniall i n  sizc such as ttic Indian Suppl! 
Scwicc (167), Ind~an Naval Arrnanicnts Scrvicc (94). Indian Inspction S c n ~ c c  ( I 2  1 )  
and Indian Lcgal Scnicc ( 1  14). In fact, thcrc arc only 34 scniccs u.:tli a cadrc strcngth 
c s d n g  500. Whilc all 18 Enginwring Scniccs taken togclhcr h a w  a cadrc strcngth 
of 18.225. the Group A Ccntial Scniccs rccruited through Ci\d Scniccs Examinations 
acdount for 12.839 posts. 

26 '16 Thc All India Scniccs includc tlic Indian Adniinistrativc Scn  ice. t tic 
Indiari Police Scnicc and thc Indian Forcst Scnicc. Thc AIS oficcrs 1m.c a 
contingcnl of 11.576 officcrs with 5336 oficcrs in  thc IAS. 3519 oficers in thc IPS 
'and 272 1 in the Indian Forcst Scrvicc as on 1 . 1  .W. Oficcrs of thc AIS arc allotted 
state cadrcs and thcy work both in thc Sratcs and at rhc Ccnlrc. 

77w :I I I  llI&<l 

Sen,tcc*.v 

Dislrihtifiwi of 26.17 
sancrro'ied~s's 
betwecii 
permaneni aiid 
lemporaq* 
caregoq' 

Tlic distribution of'pcrmanent and temporary posts shows that thc 
numbcr as well as thc pcrcentage of temporary posts to thc total posts has dcclincd 
steadily. This appears to be in tune with Government's policy of decasualiiation and 
increasing permancnt employment. Thc numbcr of tcmporary posts droppcd from a 
Icvel of 7.49 lakhs in 1971 to 7.28 lakhs in 1984 and to 6.83 lakhs in 1994 (Scc 
Anncxc 26.9). Temporan. posts as a percentage of total posts, dropped from 25.1% in 
1971 to 19.2% in 1984 and 16.4% in 1994. Howcvcr, while Ministry of Defence 
showed the largest reduction of temporav posts, Railway actually showed an 
increase of 1.60 lakh temporary posts between 1984 and 1991 

As per infohation collccted by us, thcrc wcrc 9.:59 lakh industrial 
workcrs i n  thc Central Government as on 31.3.94. Morc than "0 pcrccnt of the 
Industrial Workcrs arc cmploycd in Railways and Dcfcncc T1.c distribution of 
Industrial Workcrs amongst the major depal;x:rnts ovcr thc \c;irc 1: gn.cn b c l o ~  - 

Tiie si:z ./ 26.18 
Jrrdus trial 
If iJrkc,r.c 

Kai I wa? s 3 61 (50 4) 4 91 (54 2)  4 9% ( 5 3  00)  
PKrT 0 06 (00 X) 0 12 (01 3 )  0 00 (Ob 00) 
Dcfcncc 3 10 (43 3 )  3 51 (38 7) 3 92 (4 I 80) 
Olhcrs 0 30 ( 0 5  5) 0 52 ( 0 5  %) 0 4; (t,J 0 0 )  

- 
Total 7.16 (100) 9.06 ( 100) 9.39 ( l o r , )  
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I ~ r h . r r r r ~ r l  
iliJrkfl.l.\ 

i;ihlc bclov). 11 IS obscncd t1i;i1 \\liilc Ihc pcrcciit;igc of' Supcn~sors. IiigliI!. skillcd ;tiid 

skillcd ciiiplo~~ccs takcii togctlicr 11;is iiicrc;iscd owi tlic \c;irs. t1i;it of' rlic sciiii-skillcd 
;ind uiiskillcd ciiiployccs tias dccrcziscd 

1971 1984 1994 

Highly Skillcd I O ' X B  2 ( 1% 29.50% 
Ski 1 Icd 3 9%I 36% 2 5.a 1% 
Scriii Skillcd 24% 2 2% 2 1 .XO% 

1971 1984 1994 

Unskillcd 27% 2 2% 1 7,40')/0 

and othcrs 
Supcnisors -- -- 5 . 7 0 %  

Total 100% 100% 100% 

7 1 1 ~ .  p(1)' .\colt, U'1.W 26-70 
cflsrrihuf'otl 4 

The pay-scale-uise distribution of fillcd posts at the Ccntrc and thc 
Union Tcrntorics is given in Anncsc 26.10. As niay bc rioticcd thcrc arc 62 pay scalcs 
bctwccn thc Centre and tlic UTs. The scalcs of 7000 fiscd. 4000 fiscd, 2000 fiscd arc 
found to be unique to the Union Tcrritorics. The Minist? wise distribution of fillcd 
posrs in the scale cf Rs.5900-6700 and abovc is givcn at Anncse 26.1 1.  

j i I l ~ ~ i f p ~ . v ~ . <  UI thl, 
(-1wfrv und b r  LX 

20.2 1 From thc statistics it is diflicult to come lo any dcfinitc conclusion 
ivhcthcr thc burcaucraq as a wholc is "bloated" or not. It would bc correct to conclude 
that tlic 7 1.7% incrcasc in thc numbcr of sanctioncd posts @tween 1957 and 197 1 was 
probably not justifid. But the fact that this pcrccntage growth ratc came down sharply 
to 27% bctwccn 1971 and 1984, and then to a remarkably low figure of 10.3% between 
1983 and 1994 shows th4,Govcrnment has acted to contain its fat. If thc extra pounds 
havc not been shed, at least the rate of growth hasbeen markedly arrested. Even thc 
\cry modest incrcasc of I% per annum is more due to the jump in thc size of the 
uniformed forces. The aimed forces grcw at a compound annual growh rake of 1..4% 
bctwcn 1981 and 1991 and the Central Police Forces by more than 5% annually 
hetween 1986 and 1994. The Ministries of Communications and Railways sanctioncd 
70.000 and 4 I .OOO additional posts during 1984-94 and contributed lo the incrcase. 

26.22 Thc lessons wc lcarn from this are clear. If the Govcrnment has the 
will to rcducc manpower, i t  can do it. Secondly, the uniformed forces are the most 
difficult to handIe..If their avoirdupois can he contained, so can that of the rest of 
the Govcrnment. 

26.23 Thcrc arc 3.03 lakhs unfillai posts on thc civitian sidc. Thcrc niay be 
sonic unfillcd posts on thc dcfcncc sidc as wcll. For any major cfforl at rcstructiiririg 
and downsizing thc Govcrnmcnt, this large number of vacancies is a challenge 
waiting to he met. 

26 24 Alrcad!. thcrc IS a dcfinitc shift away from Group I? posts towards 
Group A. Band C. Thus, there is a trend towards officer-oriented administration, 
H tiich needs to  be strenuhened further 



A N N E X E  26.1 

DISTRIBUTION Of; FILLED POSTS IN CEN‘I’RAI, GOVT. BY MAJOR 
D EPARThl ENTS 

Ministry 

Post; Filled Percen- Yn age of filled 
(Lakhs) tage posts to Total 
---------.b---- increase sanctioned 
1984 1994 between ------------------ 

1994 & 1984 1994 
1984 

1 .  2. 3 .  4. 5 .  6 

Rai 1 ways 14.15 15 01 6.1 94.0 97 5 

Communications 6.37 6.81 6.9 . 93.2 90.3 

Defence (Civi 1 i an) 6.29 5.99 -4.8 86.9 89.0 

Other Departments 7.64 . 10.92 43 0 87.2 91.4 

... . . .. . . . . -. . . . ._ . . . . . -- . . . . . - 

Source: 1 Report of the Fourth Pay Commission. 
2 Data compiled by the Fifth Pay Commission 
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ANNEXE 26.2 

Defense (Civilian) 
7 t o  Total 

Other Deprtments 
Clr to Total 

2.  3. 

9.97 13.0~1 
57.4 4tl.O 

1.08 3.93 
11.4 13.2 

2.60 5.97 
15.0 20.0 

~ . . 

4 
.. . 

I 5.05  
39.7 

6.84 
18.1 

7.23 
19.1 

5 

15.46 
37.0 

7.54 
18.1 

6.73 
16.1 

2.82 5.93 8.75 1 2.03 
16.2 19.0 23.1 28.8 

6 .  7 
_ _  . . . .~ .... 

0.4 I 40.3 
10 5 

0.70 98.5 
: 8.0 

-0.50 129.6 
-12.9 

3.28 
84.3 

110.3 

8 9 
_. . -  

7 h  2 7  

74.0 1.0.2 

21.1 47.9 

47.6 37.5 

Total 1737 29.82 37.87 41.76 
100.0 100 0 IO.0 100.0 

3 !) I .9 1 .o 

71.7 -27.0 1 0 3  3.89 
100.0 
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A N h ' l < X I  26.3 

1. 2. 3. 4. 5. 6. 7. 

O.!'O 
2.2 

0.04 0.94 
2.4 , 2.2 

0.72 0.04 
1.0 2.7 

0.76 
I .o 

1.36 
3.3 

0.12 1.48 
7.4 3.4 

1.19 0 . 1 1  
3.1 7.3 

1.30 
3.2 

27.8% 
66.8 

1.18 2q.06 
72.4 67.0 

25.92 1.08 
66.9 72.0 

27.00 
67.1 

11.39 
27.3 

0.2') 11.68 
17.8 2b.9 

10.60 0.27 
27.6 18.0 

10.06 
27.2 

0.23 
0.6 

0.00 0.23 
0.0 0.5 

0.21 0.00 
0.5 . 0.0 

0.2 1 
0.5 

41.76 
100.0 

1.63 4339 
100.0 300.0 

38.73 1.50 
100.0 100;o 

40.23 
100.0 

... . . .- . - .. . - __ ._ - .. . . - - - . . . 
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1. -. 3 3.  4. 5. 6. 7. x. 

1071 

19x1 

22.25 4.74 x.30 0.30 I .Oh '),(>(l 30.05 

2S.87 5.20 X . S I '  0.36 1.20 10.37 44.44 

3 2 3 7  5.26 ').'IS 0.51 I .40 I 13'1 5 0 . 0 2  

N . A .  N.A: 0 . 0 8  0 . 5 2  1.41 1 1 . 9 1  N.i\ 

I07 I -x I 2.6 0.') 0.6 1 .o 1.2 0.7 1.9 

I ox I -0 I I .3 0.1 1 3 ii 1.6 13 I ?  
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?\"ESf' 20.5 

(Figures in Lakhs) 

(;roup of' I'ost 

1. 2. 3.  4. S. h.  7. 

increase i n  1094 
over 1957 

2.30 
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A i t  c 1) 

3. 1. 5. fl. 

600 
Y5Y 1 

259 
Il?X 
46 

l 7 i 7  

I c)Y 

7 0 7 5  

lhh5 
147  

I5000 

4h7 
4 5  

5 1 2 1  

2 5  
74 

142 
32 
2 (I 

7 2 w  

xx3 
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I. 

40 
41 
42 
43 
44 

45 
46 
48 
49 
50 

51 
52 
52 
54 
55 

56 
57 
58 
59 
60 

61 
62 
63 
64 
65 

66 
67 
68 
69 
70 

71 
72 
73 
74 
75 

76 
YO 
91 

Miniauy 0 f . M  
-Ministry of Food Rocirss iq  Industries 
Minimy d Hralh and family Welfare 
Minisuy of Homr Affairs 
Ministry 01 Human Kcsourevs and Development 

Minimy of Industry 
Mio. of I (Y B 
~ O f L b O u r  
Minisay of Law. Justice anti Cornpray Maim 
Mini- of Mis 

Minktry of Nun-Coovenliorul W g y  sourcCs 
Ministry of Rrli.mrowy Affairs 

S87 
101 
262 
63 
3s 

' M 
5404, 
469 
728 
6066 

I40 
72 

2606 
6714 
549 

70 I 
2862 
1353 
433 
2286 

141 
I2 

Minimry o f m o e l .  plrblic Ckiewleu .od knsions3tlEl 
Minimy of Rsookum and Nuucal ckr 32 
Ministry of Planning d Rognmmc lmplcmenuiion 280 

Ministry of Ibwu 
Ministry of Railways 
Mimi.ury of Rural Anu and h p l o y m c n i  
Miistry of Science .ad Technology 
Ministry of S~cel 

Ministry of Surface T r a n r p n  
Minbvy of Tcxtilcs 
Ministry of Urbro Affairs and Employmeni 1368 
Ministry of Water Resourns 
Ministry of Welfare 

Ministry of k k n c c  
lkpanmltni of Atomic Energy 
I k p n n w n t  of Electronics 

537 
9332 
192 
825 
49 

IOUI  
166 

2863 
1351 

I I7 

I 1688 
2937 
404 

234 

1*8 4614 
1911 217 
320 utn 
I75 IW 
49 242 

I343 4222 
22117 4117563 
49s IWI) 
I885 2138 

11560 117303 

302 700 
I34 404 
1069 11227 
9378 4.56321 
1221 3195 

966 3068 
6W7 20107 
742 2795 

9% 7264 
502 1703 

75 IS3 
44 ?6 

4662 116s 
I 05 101 
594 4654 

406 758 
5470 93dYl4 
511 7U? 

1798 11491 
I I9 262 

7% 1773X 
324 4026 

22398 885 I 
1564' 6945 
230 413 

34x2 
I43 
377 
15Y 
w 

1769 
IhU3O 

m 
WJMI 

626 
I22 

777 I 
4194') 
7412 

1x84 
X14Y 
2244 
599 

10.52 

I w37 

no 
2x 

64 
397 

265 
547670 

5(N 
9245 
IS2 

2Y6S I 
1627 

43117 
238 

ivszow 
40x3 

242 

2 

2 
I8547 

I 
xx 

201 2 
2 

7 1% 

42 

35480 

975 I. 
655 
1x6s 
59 I 
425 

7WI 
6 W 1 4  
4710 
5ZSR 

161936 

17bU 
735 

22774 
1144.50 
12437 

6619 
40427 
8126 
3237 

I 1558 

44Y 
I10 

302 
5925 

19(1(, 
1301428 

I w5 
23359 

5x2 

4Y266 
614.1 

14247 
lola 

.5VX647 
;04N 1 

1526 



JI) T \  

1. 2. . 3. 4. 5. 6. 7. a 
- 

91 
100 
101 
102 
105 
I 0 6  
107 
IOU 
112 
113 
I14 

11 - 
12202 
I2203 
I2204 
I2205 
I2206 
I2207 

Depurmnt of Space 
('ahiact Sccrdariat 
ResidcDt's ScLretyiai 
l4imc Minim's Office 
tryst 
Ccnual Vigilaact Commission 
Urction Commission of India 
Planning Commission 
Indun Audit and Accounts Service 

High Couli of Delhi 
supcm cwli 

Tn(.l- 1 

UnlOaTcrrl(0rks 

Delhi 
'A&man and Nicobar lsl~nds 
Labhadweep 
Dadra and Nagiu Haveli 
D a m  and Diu 
Pondicherry 

4Y28 
592 
22 
29 

1.10 
31 
25 

I272 
222 I 

I 9 0  
101 

2886 
4 14s 

nv 
I35 
424 

81 
1891 ' 
12665 
' 619 
I17 

sn 

6377 
4614 
97 

141 
73s 
56 
152 

I 1 6 4  
49468 

100 
59 1 

1454 
465 
95 

4%) 
57 
91 
571 

060 
668 

I in  

1903; Y904 75705 7567 
312 541 13175 9593 
54 2(K, 2840 1480 
86 58 1910 31R 

1071 5Y2 1 4 m  7436 
87 11157 647 

3513 11397 108493 27041 

206% 

I sws 
w 16 

l o 3  
425 

173') 
202 
1 36 

41YX 
7 U l 4  
1577 

3872616 

Y407Y 
2162 I 
4580 
2372 
2687 
23105 

I S W 4  

-- - - 
Gnnd Total (i+fI) 76078 130447 2699062 1095977 m% 402306U 

--- --- 
Gm: Sutisliul Schedule received fmm Ministries. 
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ANNEXE 26.8 

AUTHORISED STRENGTH OF ALL INDIA SERVICES 

Service 1971 1984 1; 1 .% 
- - . - _- - - . . --- . .__ . __ ~ ---__ --- --- -. 

1. 2. 3. 4. 

Indian Administrative Service 3203 5047 5067 

Indian Police Scrvice 1796 2679 3344 
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ANNEXE 26.9 

Min!str. 

DISTRIBUTION OF POSTS BY PERMANENT AND TEMPQRARY STATUS 
AND MAJOR DEPARTMENTS 

Railwvs 
(%to Total) 

12.45 1.54 , 13.99 13.92' 1.13 15.05 C2.7'3 2.73 15.46 
89.0 11.0 100.0 92.5 7.5 100.0 82.3 17.7 100.0 

Cmnunications 3.10 0.83 3.93 5.1 1 1.73 6.84 6.18 . 1.36 7.54 
(% tc Total) 78.9 21.1' , 100.0 74.7 25.3 100.0 82.0 18.0 100.0 

Defence (Civilian) 3.12 2.85 5.97 5.15 2.08 7.24 6.43 0.30 6.73 
(% to Total) 52.3 '47.7 100.0 71.2 28.8 100.0 95.5 4.5 100.0 

Other Departments 3.66 2.27 5.93 6.41 2.34 8.75 9.59 2.44 12.03 
(YO to 'Total) 6l.7 38f3 -100.0 73.2 26.8 100.0 79.7 20.3 100.0 

1.60 

-0.37 

-1.78 

0.10 

Total 22.33 7.49 29.82 30.59 7.28 37.87 34.93 6.83 41.76 -0.45 
(YO to Total) 74.9 25.1 100.0 80.8 19.2 100.0 83.6 16.4 100.0 

S0UK.C: 1 Report of the Faurih Pay Commission 
2 Data compiled by the FtAh Pay .-ion. 
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ANNEXE 26.10 

DISTRIBUTION OF FILLED POSTS IN CENTRAL GOVERNMENT AND 
IJNION TERRITORIES IN DIFFERENT SCALES OF PAY AS ON 31.3.1994 

1 
2 
3 
4 
5 
6 
7 
8 
9 
10 
1 1  
12 
13 
14 
IS 
16 
17 
18 
19 
20 
21 
22 
23 

24 
25 
26 
27 

28 
29 
30 
31 

32 
33 
34 
35 
36 

9ooo (Fixed) 
8000 (Fixed) 

7600 (Fixed) 
7600-100-8000 

7300-200-750-250-800 
7300- 100-7600 
7000 (FlXCd) 
5900-200-7300 
5900-200-6700 
5 100- 1 50-6300-200-6700 
5 100-1 50-5700-200-63oO 
5 100- I 50-6 150 
5 100- 150-5700 
4800- 150-5700 
4500-1 50-5700-200-7300 
4500- 150-5700 
4 100- 125-4850- 150-5300 
4000 (Fixed) 
3950-125-4700-150-5000 
3700-1 25-495O- 150-5700 
3700-125-4700-1 50-5000 
3700- 1504450 
3640- I 1 0-3750- 1 30-4400- 160-5200- 
1 90-6 1 50-230-7300-280-7580 
3300-1 20-3900- 150-4800 
3200-100-~700-125-4700 
3 150-100-3350 
3 110-90-3200-1 10-3750-100-4400-. 
160-5200-190-6150-230-6380 
3OOO-100-3500-125-5@0 
3000-1003500-125-4500 
3000- 125-3625 
2525-75-2750-90-3200-1 10-3750- 
130-4400-160-5200-190-5390 
2200-75-2800-EB-100-4OOO 
2375-75-3200-EB- 100-350 
2OOO-60-2300-EB-75-3200- 100-3 500 
2000-60-2300-EB-753200. 
1640-60-2600-~-75-2900 

I I  
1 67 
7 
21 
51 
4% 

0 
I 30 

3087 
IG 

839 
252 
41 
173 
17 

5799 
71 1 
0 

21 1 
452 

10462 
18 
4 

65 
427 

8 

1036 
26256 

39 
7 

27450 
20763 
54620 
73728 
129334 

800 

0 1 1  
3 170 
0 7 
0 21 
0 51 

10 466 
1 1 
I 131 

54 3141 
0 16 
0 839 
3 255 
0 41 
3 176 
41 58 
31 5830 
0 71 1 
2 2 

15 226 
51 503 
355 10817 

1 19 
0 4 

0 65 
32 459 
0 800 
0 8 

I82 1218 
1209 27465 

0 39 
0 7 

1801 29251 
155 20918 
1760 56380 
1572 75300 
14044 143378 
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(Nwnhcrs) 
Pay Scrks Central Union lobtal 

Government Territories 

1. 

37 
38 
39 
40 
41 
42 
43 
44 
45 
46 
47 
48 
49 
50 
51 
52 
53 
54 
55 
56 
57 
58 
59 
60 
61 
62 

2. 

2630 (Fixed) 236 
2630-75-27W I45 
2630-75-2705 
2300- Io0-28W 78 
2075~-2375-75-2750-90-3200- 1 10-3750- 1 30-4270 2 
2()00-60-2 120 
2000 (Fixed) 0 
1 975-50-20~S-60-2375-75-2750-9O-32oO- 1 I 0-37 50- I 30-40 I0 6 
1810-70-2510-80-3280 I 
1600-50-2300-EB-60-2660 89242 
1400-40- 1600-50-2300-EB40-26Nl 8988 I 
1400-40- 1800-EB-50-2300 230429 
1 350-30- 1440-40- I 800-EB-50-2200 26468 
1 320-30- 1560-EB-40-2040 185007 
1200-30- 1560-EB-40-2040 200604 
1200-30- 1440-EB-30- 1800 135017 
I 150-25- I500 13315 
1000-25-1320-EB-30-1750 118 
975-25- 1 150-EB-30-1660 3 I2079 
975-25- 1 1 SO-EB-30-1540 23959 
950-20'- 1 I 50-EB-25-I500 436966 
950-20- 1 150-EB-25- 1400 88992 
823-1 5-900-EB-20- 1200 547707 
80-1 5- 1010-20-1 150 354607 
775-1 2-87 1-1 4-1025 233058 
750- 12-870- 14-940 54724 1 

3. 4. 

0 236 
96 24 I 

0 78 
0 2 

I I 
0 6 
0 I 

382 8(3(,24 
291183 119764 
4246 234675 
540 27008 
4388 189395 
15221 215825 
619 135636 
3543 16858 

0 I18 
795 312874 
1355 23314 
8425 443391 
29743 118735 
3819 551526 
3561 358168 
3738 236796 
18763 566004 

Total 3872616 1-44 4023060 
~~~~ -~ 

* This includes m a i n  non-standard pay scales. 
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ANNIXK 26.1 I 

MI NISlHY/I)I<I'AAW'I'M EN1 WISK 'OS'I'S IN CKN'I'WAI. (;!)VI<KNMKNI'ANI) UNION 
KS RY I'AY SCA1.E 

AS O N  31-3-1994 

code 

1. 

40 
41 
42 
43 
44 
45 
46 
48 
49 
50 
51 
52 
53 
-54 
55 
56 
57 
58 
59 
60 
61 
62 
63 
64 
65 
66 
67 
68 
69 
70 
71 
72 
73 
74 
7s 

Central Government 

Ministry of Agriculture 
Ministry of Chemicals and Fertilizers 
Ministry of Civil Aviation and Tourism 
Ministry of Civil Sup. Con. Affairs dlt Pub. Distri. 
Ministry of Coal 
Ministry of Cormnerce 
Ministry of Communications 
Ministry of Environment and Forests 
Ministry of External Affairs 
Ministry of Finance 
Ministry of Food 
Ministry of Food Processing Industries 
Ministry of Health and family Welfare 
Ministry of Home Affairs 
h4nistry of Human Resources and Development 
h4inistry of Industry 
Wn. of I & B 
Mbistry of Labour 
Mtnistry of Law. Justice and Company affairs 
Ministry of Mines 
Ministry of Non-Conventional Energy Sources 
Ministry of Parliamentary Affairs 
Ministry of Personnel, Public Grievences and Pensions 
Ministry of Petroleum and Natural Gas 
Ministry of Planning and Programme Implementation 
Ministry of Power 
Ministry of Railways 
Ministry of Rural Areas and Employment 
Ministry of Science and Technology 
Ministry of Steel 
Ministry of Surface Transport 
Ministry of Textiles 
Ministry of Urban Affairs and Employment 
Ministry of Water Resources 
Ministry of Welfare 

............................ 
2 1 21 
2 2 1 0  
2 1 2 x 

1 5 
1 1 3 

I.. 5 31 342 
4 16 

27 128 
I 25 33 532 

2 5 
2 

3 6 85 
9 . 5  I 1  117 
2 3 11 
5 3 13 
1 5 46 
2 2 13 
3 4 12 

3 21 
1 1 .  
1 1 
3 5 17 
I 6 
2 I 10 
3 6 40 
6 1 132 1019 
1 2 9 
3 5 14 
2 2 13 
1 5 20 

4 
3 4 46 

5 40 
.: 14 4 

3 8 20 

2 ,.. 
23 
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rude 

1. 2. 3. 4. 5. 6. . 7. 

7t7 
(A f 
0 1 
92 
93 
100 
101 
102 
105 
I ob 
107 
I 08 
112 
113 
114 

11. 

M m w y  01 I )cicnce 
I )rpuciiiciit ol Atoniic 1:ncrgy 

Departriicnt oi Ocean Development 
Ilepartmznt of Space 
Cabinet Secretariat 
I’resideni’s Secretarial 
Prinir Minister’s Office 
1JPSC 
Ceiitral Vigilance Commissioii 
E1ectic)n (’ommission of India 
Plmning Commission 
Indian Audit and Accounts Service 
Supreme Court 
High Court of Delhi 

Lk~)i~lllieiit 01 l l l e ~ t r ~ t l ~ ~ ~  

T ~ t d -  I 

7 

1 
i 
1 

I 7 
I 

3 
1 9 
1 
3 

9 
& 

3 
2 
I 

I 1  167 

3 

X I I X  

3 52 
2 

3 87 
7 50  

7 

4 
_. 3 
1 2 
1 6 

IS 07 
3 4 

1 

7 456 3087 

1 0  54 

---._ 
HI. Grand Total (r+II) _._ ____ 11 170 7- 466 3141--- 
Source: Statistical Schedule received from Ministries. 
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27 

27 1 Optimiwtion of the Go\ crnmcnt machlncn . rightsuing of 
Government. ~\mk(brce sue wnml -thcsc arc VMOUS facets of chc samc problem 
It must have been not~ccd that reductron m the overall s i x  of the bureaucraq is the 
Underlymg idea beh~nd all the civil senicc rcfonns that wc ha\e advocated m the 
predmg drspters Here we would like to gather all the threads and describe 
the overall strategy in clear-cut terms. 

OVERALL STRATEGY 

27.2 
sections as under : 

We would like to divide the overall stratea into four main 

kinm1mi~J 
qnarrtnm dwwk 

I) Suggestions tb8t will lead to reduction in the quantum of work kft 
with the Central Government. We have to : 

1) 

ii) 
111) Trdnsfer certain tasks to corporate entrties UI public 1 

IV) 

v) 
\ti) 

Ascertain tasks that need not be done by Government 
Pass on tasks to Statc Governments 

sector 
Contract out tasks to the prn atc sector 
Transfer some entities to the cooptntivc serctror 
Convert some institutions into autonomous'bodies 

Rduc'itn#d~e*, b) Suggestions that will lead to reduction in number of employees 
required, because of organisational &structuring. These includc: 

Reduction in number of Ministrics and Dcpartments 
Inuoduction of ot'rrcer-orient4 systcm in Government 

rwga&u/icutul 
restrncttiring 

1) 

ii) 
iii) Dclayering and lcvcl-jumping 
Iv) Multiskilling 

242 



J w ~ I ~ w ~ J w ~ o  c) 

11% InIth&q 

Sug@ons that will d w  the neccssity for so many employees due 
to induction of technological change in Government Thcsc includc iidncluwi Id  

I )  Coniputcri/.tion 
t i  ) Ollicc automation 
iii) 

iv) 
Crcation of a papcrlcss oficc 
Chmgcs in office syaans and filc manapicnt 

Righ~citrcig 

.wkpr.$ Tbcse include . 
d) RightsSng strategies that will enabk Government to shed some fat 

1) Abolition of vacant posts 
ii) Frcez on recruitment 
iii) Across thc board cut 
iv) 
v) Voluntary rctircmcnt 
vi) Compulson Ktimment 

StaLutoIy control a1 cftllljon of new posts 

27.3 
this chapter. w will conantrate on nghtsizing under item (d). 

Thc itcnis at (a) to (c) have already becn covered elswhcrc. In 

MOLITION OF VACANT POSTS 

. v~hrro/wm~ 274 
puCrr 

Cumxltly. thge are around 3 5 I& posts vacant MI Go\.ernment 
Some of thesc hale been vacant for sonic time and rhere has possibh been no 
cktmomm m Go\.emment's f w w g  because of the vacancies In fact. m a m  
areas might have q m v e d  because a fm posts are vacant. Even today. the 
instructions of the Go\.cnunent lay down'that if a post has f u n a d  vacant for 
mare than a year. the p t  is Qccmcd to have been abolished. 

(h r  27,s We mommemi that Govenvnat aboW these 3.5 lrkh posts 

arguments will naturall? bc brought up against such a course of action Posts fall 
vacant due to vanous reasons T h q  remain vacant due to other. very cogent 
reasons. None of these rcasons are possibly the fault of the administrative 
department As such. @ should not be made to suffer 

at One Sttoke, \mless 111 Some p O d C l k  Go\.emmcnt fCCk dJlcrwist. V ~ O U S  m mmrtidatmns 

SIWragv fiu 27 6 It may also be pleaded that vacancies arise at different levels If 
at all such vacant pasts arc tabe abolished Ministries should be allowed to fill up 
the higher posts and only the posts at the .lowest le\rcl where fresh direct 
recruitment is to take pface should be abolished. This would ensure that 
promotions to higher posts are not retarded due to abolition of posts 

abolitmi 

A hditioii huwd 2 7.7 
'NihK1i'N1al 

Anothcr argunxnt could be that abolition. like crcation. should be 
a conscious decision bascd on functional considcmtions and it should bc rcsorted 
to only if a surplus is identilied after a proper,work stud\. mmidrrutiwis :' 

nit*. ;irpniriitJ 27 H 
iim lintly 

All thcsc liiics of reasoning proceed from a central assumption 
which is fault?.. h is bang iissuincd that mare people makc 'm organisation 



clkicnt Oncc wc undcrstand that wc haw too niaiiy cmploym in Govcrnnictit. 
duction in numbcrs will bc scen as an attcmpt to rcducc t k  croiyd. Pmplc \viIl 
\vclconic i t  IS a stcp in thc right dircction Secondly. c s p e n c c  has shown that 
wdi studics o h  lcrd to munclda t ions  for additional staffduc to thc countci- 
stratcgics Ibr inflation of workload adoptcd by thc esisting staff If \vc wait for 
work studics to identify surpluscs. \vc may haw to wait indcfinitcly. As far IS 

promotmn prospeas iuc concerned. wc cannot makc an omelette without brcdiing 
some eggs. whcncver hvnsizing initiatives are undertaken. someone will be hurt 
That is why we ore introducing the Assured Career Progression Scheme as an 
antidote. so that people do not at least suffer financially. . 

27.9 
allowed against the decision to abolish the existing vacant posts. 

We. therefore, recommend that no arguments should be 

FREEZE ON RECRUITMENT 

27 10 It would be of no itse abolishing thc vacant posts. if further 
recruitment goes on memly. without any brakes being applied it is reported that 
currentty around 70.000 posts are filled up every year. Obviously. most of these 
on: at the level of supporting and auxiliary staff 

27 I 1  Our b c  thesis IS that we are holding top much manpower at the 
level of supportmg and a u d i q  d a n d  that we should move towards an officer- 
onented orgmsatitional structure This can only be achieved if a total freeze on 
fresh recruitment-of manpower in the categories of supporting and auxiliary 
staff is applied. 

27.12 As regards the e.ecut~ues and suptxvisory staff. the frcsh 
recruitment cannot be stop& as this would result m cadrcs that are twisted out 
of shape Govanmcnt has almxty brought dO\\n thc fksh intake mto the IAS. IRS 
and other services. The duction in intake has to be applied in all services that 
operate at the kvd of executives and supervisory staff. 

ACROSS THE BOARD CUT 

27 13 The next step is to frome a ten-year manpower plan If we have 
to plan for a 30% cut across-the-board within a time frame of ten years, it 
‘would amount to 3ye duction in manpower levels every year. As h s  is the 
tKwmal attrition rate due to ret~ments, deaths. resignatians etc.. a total freeze on 
fresh recruitment alone can achieve the 30% reduction within ten years To the 
extent that fnsh recruitnients are made. as in d e  cadres of executives and 
supemisary staff, recourse may have to be had to other methods of reducing 
manpower lcvcls 

STATUTORY CONTROL ON CREATION OF NEW POSTS 

27 14 There is a tendency on ,thc part of departments to send proposds 
f a  ae;ltron of new posts for my additional schenics that they may bc called upon 
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to mlplcmcnt It is  riuc for a Sccrctan or H a d  of Dcpartnicnt to figurc out nays 
and means of dovctailins thc schcmc in thc job list of csisting functionaries 
Rcsultanth. cvcn if sonn: jobs arc cut. tic arc back at squarc onc if an cqun alcnt 
number of f i h j o b s  an: created in thc nrcantimc This has bccn thc fatc of all thc 
](PA cuts that ofc ordmd. somccinm by thc hlitustry of Financc. somctinrcs by thc 
Pnme Minister Parkinson's La\\ opcrates. inviolatc 

VOLUNTARY RETIREMENT 
> 

27 I5 One mcthod adopt& dsmhac m thc w d d  IS to havc a statute on 
aumbcrof posts sanctioned in all Ministries and Dep;ulmcnts of Govemm~nl 
This number then acts as the ailing beyond which no om can raise the numbcr of 
sancti&ed posti'svithout approaching Pwliiunent for an amendment of the Act 
We recommend that such a Ceiling on Sanctioned Posts Act be gotenacted 
by the Government. 

27. I6 Wc havc in a q m t c  chapter enunciatcd our mnccpt of voluntiq. 
retirement Two kinds of schemcs are cnvpaged. Thc normal procedurc for 
voluntary rellrement Acr  completing 20 ycars of senicc is to be continued. Over 
and above this. a special schemc of voluntary rctircmcnt can be started in any 
department where surplusmanpawer has becn identified. In such a scheme. there 
will be provision for selective retircmcnt of persons. the initiative always resting 
with the Government. and fix a goldcn handshake. It is ho* that such schemes 
will be made use of, in order to render it easier for people to tide over the 
difficult period of unemployment following the operation of redundancy 
procedures. 

COMPULSORY RETIREMENT 

27.17 compdsor?, rctircmcnt i s  not csactly tuned in to the nghtsinng 
of Government. In fact, the accent here is  on gettingrid of people who are either 
mwmpetent or l a c h g  m integrity But it is possible to launch campaigns for 
r e t i m t s  of a compulsory nature in departments where redundancies have 
been noticed. 

INCEmVES FOR RIGHT-SIZI NG 

27 18 It IS also possible to mncei\c of in built incentives for nghtszing 
of dqmtments One idea has bcen floatcd b\ us in the context of manpower levels 
m the d firces It has been suggcsted that long-tcrm perspectives on defence 
budget allocallons be approved b\ the Minism of Finance. \\ ith the proviso that 
if the Chiefs are able to save on manpower-related expenditure the savings 
can be used on other expenditure of their choice. say. for purchase of 
eqmpmmt A similar incentive can be offered to all Secretaries and Heads of 
Departments. This would be a one-way valve. Only savings on manpower- 
related expenses can be diverted to other productive uses. The reverse would 
not be permissible. 

SUVUI~A can hr 
dwemd 
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l l l '~,*ll I l \~l~\ I l l l l  I l l  27 11) Atiahcr I mmt on h c  smic thcnlc IS tlrc idca that In casc a group 
ot' pcrsons \\orling 111 a tcani arc ashcd to rcducc thc SILC d t h c  tcam. a certain 
percentage of the saving on manpower-related expenditure can be distributed 
among the remaining members ofthe team, provided that the reduction in 
team size i s  made permanent through abolition of the post and al l  the 
production or service targets are fulfilled in time. 

\lIwffg~ 

G I  lrnltrd~ 27 20 
wrtlnndt . w r * r r r g  

Awards* Rewards, Prizes etc. could be made contingent on 
having aihieved a certain minimum reduetion in the manpower of the 
organisation headed by the person concerned. 

27 21 It IS OUT fun1 bcld'that ifan almosphcrc for nghtslmg IS crcalcd 
nght from che top. 1'- won we can achrcvc the optimum SIX of the Go~cmmcnt 
rnachmq Some detailed strategies for individual sectors are outlined in the 
next few chapters. 
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28 

I INTRODUCHON I 
28.1 Our strategy for optimization must start from the LOP. We arc. 
therefa, largewng the All India Saviccs and Group A Ccntrd Civil Services first 
of all Our recommendation is that there should bc an across-the-board reduction 
of 30% in the overall siix of thcse Scrvices Details of the strategy arc contained 
in thc rekvant chaptcrs 

Servicewise 28.2 In the rest of this chapter. we outline our strategy with respect to: 
slrolegtes 

A: The Engineering Services 
B: The Scientific Services and 
C: The Medical Services. 

scctaal Strategies 2 8.3 The remaining Chapters of this Section deal with sectoral 
strategies in respect of the railways, the postal services, the telmm services, the 
Central Police Organisations and the defence services. 

Introduction 2 8.4 The enginaxing functions performed by thc Central Government 
departments and agcncics vary from conventional civil mnslruction, manufacturing 
and mining to modem-day tcchnology-driven arcas of telecommunications, 
clccuonics-rncdia and powcr managcmcnt. Wc have discusscd the problems and 
scnicc conditions of organiscd ctiginccring scnficcs later in this report. Wc will 
discuss hcrc thc impact of cliaiiging rolc of thc govcrnrncnt on its cnginccring 
functions. 
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I.bitc.titniul h r d -  28.5 An analysis of tlic broad rlctivity-\visc b r d - u p  of organiscd 
crigimiig scrviccs rcvcals that niorc than half thc work forcc is cngagd in civil 
constructioii and manufacturing functions. wliilc anothcr morc than onc-lourth is 
cniplqd in tclccommunications and clcctronics nialia 

(?i ~ ~ > ~ ' r ? i t t l a ~ t l !  

a* ti ac I ti c c r i ii 
w i ~ h r r t -  

Distribution of Enainccrinn Pcrsonncl in Orcaniscd Scnlccs 

Activity Organisat ions 

Civil Cotwwiicm (including Central Public Works Ikpulmcal Bada Roads 9. I J I 
SuwcyordWculis. Ebclrical O r g a n h l i o n , M i n k k y o f S & ~ .  (41.24%) (37.52.0) 
atid Medunid Fngi-) 

(10.649 

Ministr?. of Inlanution & UPodorsting. Railways 
Post & Tclcpaph Civil Wing 

!i4uwfaduring ( h h n c c  Factories. Railways, l C ~ b w f n  Factcries 3.29U . 60.3J3 
(14.87%) (28.08%) 

leksonnnunicat ions. DepmlmmI oflclccommunicalic. Yinistr). of 6.849 . 59.83 I 
El~rlPonics Media InfTation A lhdcasl ing (Ali A DD), Railwa>s(30.8%) (27.84%) 

1.29S- 2.315 
(5.84%) (1.11%) 

Survey. Mining Dcpu(mmt dSciencc & Trctulolog): Ministry of 489 3.343 
M k  (2.20?1) (1.56%) 

(Swvey only) (Sunry only) 

(3.89%) 
Materials Managcment Railways (Stores), D i d m t c  General of Supplies 1 . 1 0 6  (1.360 

dr Disposals. Na\d r\rmunrnt Supply Organisation (4.98%) 

CaMtltancy 28.6 
SIUdy 

In the context of the new economic policy mitiatives by the 
Central Govemment in early ' ~ O S ,  we commissioned the Indian InstiMc of 
Technology (IIT), Delhi to examine among other things, the role of engineering 
petsannel in the Central Government in the changed socio-economic and political 
environment. The report- of IIT, Delhi observes that the counuy is in an early 
explaratory stage of liberalisation, pnvatisation and globalisation but certain trends 
noted in the report as reproduced below are significant pointers to the future of 
engineering functions of the Government 

less government : Government will play a more supportive role - a major 
shift from earlier active 'doer role'. 

athree-wDartnashl '@ of Industry, NGO's and government will emerge. 
Industry will be trustee of technologics, production and industrial growth. 

Social Investor: Escalation of social investment in irrigation, health, 
education and other aspects of wclfarc. Even in these areas 
implanatation my bc off loaded to private Engineering Procurement and 
Construction (EPC) firms, NGOs and peoples' p u p s .  



Essential Govcmimtt Arcas such as dclbicc. intcmal saurit>. will 
rcmaiii \\it11 govcmniciit Parts of' dclicncc production. maintcnmce and 
construction may bc off- loadcd Planning. projcct appraisal and 
monitonng. qualie assurancc and ccrtifications \sdI continuc to bc a 
go\rmmcnt rcsponsrbllit! 

Privatisation. Will bc progrcssivcly adoptcd to accss  r c s m c s ,  latest 
tcihnology and bcttcr perfomiancc. 

Rcwlator\. govcrnmcnt Rcgulatoy rolc of government is cxpcclcd to 
incrcasc. 

Global standards Global standards m quality, cost and scrvice will requirc 
cnginccrs to rcmain abrcast of best in cnginecring practice 

Middlc-bulge: Thc rolc of middlc lcvcl cnginccrs is expcctcd to bc 
rcduccd. 

Diversity in role and Drofilc: Changes in the-role and profilc of different 
engineering dcpartmcnts/ministries will vary significantly. 

GnI 28 7 In the context of our overall strategy for right-siung of Government 
c*onsaucmn and oubed in the previous Chapter, we feel very strongly that Government need not 
~t.lCrrnr~-t? involve ~tself in civil-construction and manufactmng acuvities which employ a 

large engineermg wdc-force In fact, particularly in the field of civil construction 
where pivat: participation is significant, the government needs to drasucally 
reduce numbcrs We fmd from another report of an inter-departmental group 
constituted by us that the establishment in construction agencies of the 
govcndnent is invariably created on the basis of the 'outlay' for works. We 
conjidcr'this concept to be totally out-of-date and recommend that the 
Government discard this principle forthwith. In our opinion, the 
establishment in government construction organisations should be created 
pudy  on the basis of worth-of-charge for mere management of construction 
work rather than with a view to building an empire of government 

in the Chapter on 'Engineering Services' 
tbneti~nrtk. WC haw d i ~ d  the =port of this inttr-dCpmentd lam 

28.8 Manufacturing activity likewise is an aredwherefrom the govcmment 
can totidly withdniiv itself, with the possible exception of critical strategic defence 
equipment. In Railways, for instance, a Committie constituted to study the 
'Organisational Structure and Management Ethos 1 of Indian Railways' has 
recommended. in its report submitted in 1994, that the Railways shoufd shed off its 
activities in periphaal areas. This Committee suggested converting railway 
pfoductian units, waicshops and printing presses into'fdiy owned corporations of 
Indian Railways, to be later associated with public capital from financial 
institutions and. industry. We undcrstand that the Railways have built their 
manufacturing and production- capacitics with a vicw to be self-sufficient in 
maintenance and production of rolling stock assets, This infrastructure is. v c n  
valuable -- out of total assets of Rs.33,743 crorcs as on March 31, 1995 in 
Raii\vays, the plant and equipment account for.Rs.8,5oO mores. Ifthe value of lami 
and buildings of worbshops and production Units and that of skilled manpower is 
also taken into account, this will constitute ti significant portion of the railways' 
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assct-basc Dtil probably thcrc ts no comiiicrcial. sciaitific systciii of ssct- 
accountd in Hail\vays \Vc @her h a t  thcrc i s  hca\y ovcr-capitalisation in railug 
~wdishop and production units. and aftcr modcrnisation ofworhshops a capacit~ 
far in csccss of in-liousc nccds has bccn crcatcd Wc arc of thc opinion that thc 
railway workshops and producuon units can bc t&cn up for imnicdralc 
caporatsation We suggest that the railways assess the installed capacity of 
workshops and production units and re-evaluate thcir assets on sound 
commercial principles to facilitate an early corporatisation of workshops and 
production uhits. 

28.9 Thc deum fktorics producing convcntional tclccom cquipmcnt alrc 
losing thcir significancc in a tcchnolog?r-markct diivcn telccom sector It is timc 
that the governmcnt withdraws altogcthcr from this area too. 

28.10 
rrporl. 

Wc havc madc our suggestions on ordnance Factones elscwhcrc in thc 

7zlc 
cotam~niCarims 
and Eiecatmic.r 
Mediu 

28. I I The tclecom sector and electronics mcdia arc thc cpiccntrc of fast- 
changing tcchnology and market forccs are threatening to ovcnvhelm thc 
Govemmcn( in dus sphere. The 'changc' is inevitablc. Thc Govcrnmmt nccds to 
change policy and re-adjust its role on a war-footing. Whilc tl~c rcccnt National 
Telccom Policy has ushered in private participation in basic telecom and value- 
added sqrvices, total freedom of 'air-waves' is only a matter of time in the age of 
satellite TV. There .are indications that thc Government is alrcady gearing up to 
compete with global players in this field ---- the recent decision to partly privatise 
Doordarshan's Chanhel 3 and Go\emment's cfforts to prc-empt the 'Direct To 
Household (DTH)' satellite project of a well known global nicdia giant are 
instances in'point. We are, howvcvcr- of the firm view that the Government will 
faoe severe ccmstraints in its bid to compete nith powcrful canlmefcial interests in 
these hgh-tech areas. The BsSeSSmCnt d t h e  role of the Gov-t in this regard, 
made'by IIT, Delhi in its report ref& to above is. quite appropriate as reprcxiu~ed 
belo\\: 

"Typically in some of engineering govemment departments, like 
Telecom, there is every idcatioaof a siieablc off-10- of work. The 
issues are not'just that of privatisation and liberalisation but an equally 
important set of concuns on what constitutes the essence of a national 
governance system, Clearly, matters in Defence Ministry that touch the 
@ty ofcorrntry shall main wdl~  government and engineers w w l d  continue 
in iheir conventional role of planning, designing, maintaining and upgrading 
periodically the engineering and the technological system. . But equally likcly 
appears the strengthening of a parallel trend wherethe activities of Telecom 
Departmeat and the Electronics ikpartment which have a high consumer 
interface 'shall devolve .to agencies outside the governmental system. 
Specifically, the regdatory function including planning, quality control and 
monitoring of the govemment would be in the upswing and the manufacturing 
and R&D function will get rcdefined if not substantially down scaled, To that 
c x l ~ n t  the rolc of a segmcnt of cngnm would get modificd to incorporatc thc 
judicial functions." 

250 : 



28 I 2  The Government has already in’itiated legis lath to 
constitute a Telecom Regulatory Authority. The ‘India Infrastructure 
&port’ compiled by a 13 Member Committee headed by former Economic 
Adviser in the Ministry of Industry, Dr. Rqkesh Mohan and made put& by 
the Government in January 1997 incorporates recommendations of far 
reaching importance and may form the basis for. economic reforms ia the 
country’s infrastructure sector in the coming years. I t  has been 
i q x m m d d  in the rep; that the Department of  Tclecom be corpontised 
as ’India Tdccom’. We endorse this recommendation of  the report. We also 
pdvise that the Government immtdhtdy create the hg-awaited and overdue 
I’rasar Bharati Corporation. 

.\.lotrrtctk 28. I3 
*‘*mragmztit 

Wc have noticed certain degrec of redundancy in materials 
nlanagement stream as well, particularly after recent decentrdisrtion of purchases 
niade by Directorate Gencral of Supplies and Disposals We have dimmed the 
i~sucs on Indian Supply Service and Indian Inspection Service in the Chapta on 
hgineering Services. We suggest that- the Govcrnmcnt considcr significant 
rduction in engineering w d - f m c  in Diractorate General of Supplies & Disposals 
in the light of its reduced role in procurement of materials. We also ~“wxnmend 
that the Indian Supply Servicc (ISS) bc abolishcd in the long run wiihout any 
prejudice to the career interests of thc existing members of the Senice. 

Restrutturitig 28 14 Finally, me express our agreement with the conclusion of I1T 
report that m view of discanible trends &.by us earlier, a major restructuring 
o f  government ministrics/departments i s  inevitable in the long run and we 
should respond to this situation in a phased manner. It is our estimate that 
a reduction of the total manpower in the engineering cadres by 30% within 
a decade is very much possible. 

itrevita hle 

Role, ObMtiiws 
amd Activities 

28.15 Transfbnnation ofthe Indian society in its dentlcss march 
towaal~ props, seif-reliance and grsbal Compditiveness, as a‘goal of Screnct rufid 
tcc:mology, is one of the major concerns of the Government. Covering a var&y 
of rields of activity like Biotechnology, energy, ocean development, agriculture> 
me,eorology, dectronics, communication, space and atomic energy. :.cientific 
scrviccs exist in organisations concerned with work relating to. basic or applicd 
rescarch, cxperimental development and design and engineering. 

Dislributinrr qf 28 :6 Contemporary scientific and technological activity. 
the services particularly of the research and development variety, is generally carried out in the 

Central and State Government S&T Departments. and in sonic of thc socio- 
economic Ministries, Non-gomnmcnt organisations. indcpcndcnt iesearch 
institutes and m-house R&D by private sector industry The Ccntral Govcrnmcnt 
accounts for almost 314th of thc total expenditure on R&D activity in the country 
lhroiigh its natmnal laboratorics and R&D institutions The Central Govemmcnt 
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Mmistryl No. of S&T Personnel m a i  
Depttl 
Orgrnisa- 
tion A B  C D 

DRDO 

Atomic 
Energ?. 

SP= 

DST 

NC Enugy 
sources 

Electro- 
nics 

Environment 
de F m t s  

h 
DeJClOpllMXlt 

lorn 

DSIR 

Blot Techno- 

5990 2628 2160 215 

3107 I l l 5  700 - 

4848 1685 803 S 

171 469 295% - 
166 3 4 -  

369 1Ii 55 - 

92 373 355 27 

23 12 2 -  

34 12 25 1 

40 2 4 -  

10793 

4022 

734 1 

3847 

I73 

535 

847 

37 

72 

46 

OthCrS 3079 46 742 351 4218 
TOTAL 17719 6465 7808 848 32,831 

28.17 The largest concentration of the scientific and technological 
personnel is in the first four of the organisations listed above At thc time of the 
Second CPC the S&T pcrsonncl comprised classcy I,II BtlIl, with a total sttmgth 
of 7126 The Third CPC placed the figure at 22,026, cuvcring the first three 
groups The c(XrcSponmng figure as in I994 is estimated at 3 1,983 The trend of 
gowith m employing scientific and technological talent in the Central Government 
can be gauged from the following:- 

CPC GROUPS TOTAL 
{and year) A B C 

Second CPC 929 1427 4771) 
(1%9) 

71 26 
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<:rc CROUPS TOTAL 
{and year) A .  B f 

Third CPK 6928 4835 I0263 22026 
( 1973) (1 5.4%) (9.1 O/o) (S.6%) (6.4%) 

Fourth CPC 
(19%) 

N.A. N.A. N.A. N.A. 

Fifth CPC 17719 6456 7808 31983 
l1M) (4.6Vo) (1.4%) (-) 1.3% (1 .88%) 
Source : Reports of respective CpCs (Figurns in hruckets indicatc avcragc annual gmwh 

28.18 Thcse figures show that while lhcrc was a planned increase 
of 0.4% annually between 1959 and 1973, thc annual compound rate of growth 
dropped do\\m,&asticallytto 1.8% bet& 1973 and.1994. But even this lower 
growlh ratc is hi@ the the avcrage'rate of 1% for all civilians betwecn 1984 and 
1994; it is also higher than the growth rate ( 1.4%) of the armed f m ;  it is only 
lower than the gro\41h ratc of the central pblicc forces. Juxtaposed with our 
scientific achievements, two face stand out loud and clear. One, the impact of 
scientific effort was qualitativily and qumtitatively inom pronouniexi, upto the 
Third CPC, when economic planning emphas.4 a thrust towards development 
of industq and infrastmcture. In the subsequent decades, there is a significant 
drop, both qualitative as well as qumtitative.in scientific research in terms of the 
impact of its applications. Transfer of technology has outpaced development of 
indigenous science and technology. Projects.like Main Battle Tank, Light Combat 
Aircraft, renewable energy sources, malaria eradication, indigenous systems of 
medicine etc. have taken too long to reach us, and are still on the anvil. And, 
second, the numbers in absolutc terms have still grown during the same period. 

Impact o/ 
h&cra'Jsutlor, 

28 19 De\~elopmcnt of new knowledge is essential far the development of a 
growing economy such as India, particularly in propagating indigenous and 
appropnate technologies With liberalisation, Indian industry is faced wth an open 
cummy and being exposed to global competition Acquisition of relevant know 
how is indispensable for success in the market place. Comrmtted to spcio- 
economic growth through adoption of scientific methods and appropriate 
technolop, science and technology bas to measure up to the incregscd press- 
gcncrated in the process of liberalisamn. Scientific institutions, f a d  with a larger 
necd to generate research funding, will further fcel the need for state-of-the-art 
technologies to remain globally competitive. Industry is not .and MMO~ be 
expected to allocate scarce economtc resources far producing knowledge not 
M y  related to its profits. A lion's share is expected of the Central Government 
fix investment in R&D, requring an appropriate mis for basic and applied science 
It  will make economic sense for scientific research infrastructure to be of use to 
industry lhrough appropriatc linkages and transfer of technologics Industry, thus. 
\\ill rcqum a more actm mtcraction with the Govcrnmcnt's R&D effort to exploit 
the itvdabk expertise. In ths context, there is geed to strengthen the mechanm 
that nurtures a long tcrm relationship bctwcwl domcstic i d u s e  and fcswch 
labontoncs Scmufic sen ICCS will require all the flexibility at their command to 
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givc crcrttivity and innovation ;t tlirust in this dircution Govcnimcnt is cspcckd 
to play an alrcrcd rolc in this scenario. 

Priyutising 
ancillary R&D 
rnPP0r' 

Conuncrcial 
potential 

Overlapping 
jitncti0n.r 

28 20 Kccping in mind thc twin ObjCCti\CS of' thc rolc of Kbl) III 

G\wcrnmcnt in thc ncu paradigm and thc nccd for optimising thc SIK of 
Gcncmmcirt niachincc without sacrificing my of its thrust potcntial. thcrc IS an 
u r p t  nccd lo c a q  out certain stcps which in our opinion will kccp thc SIIC of tlrc 
scicntific cslablishment oTGovcmment in Iinc with its futurc rolc 

28 21 Wc commissioned chc Ind~an lnstitutc of Science. Bangalorc. 
to suggcst policy alternativcs for thc S&T set-up in Govcrnment, kccping in mind 
its futurc rolc in governancc. Wc havc kept in mind thc suggestions of thc study 
in making our recommendations. 

28 22 We obsewc that a largc amount of R&D cffort within Ccntral 
Govcmmcnt is already camed out by autonomous bodies like CSIR, ICMR, ICAR 
ctc. Orgarusing I U D  activities along autonomous lines helps not only in creatiic 
flmbility, but also enables the provision of appropriate linkages with industry We 
recommend that research and development function within Government 
should as far as possible, be organised in the form of autonomous bodies to 
be aided and advised by Central Comment, except for sensitive R&D effort 
related to the Wurity and integrity of the country, which should continue to 
be done in Government Departmenti. 

28 23 Some 2ientific research organisations haw organised support scrviccs 
Iikc supply of parts and components. conducting routine tests. calibration ctc 
within the departmentalised units It is possible to pernit supply of parts. 
components and sevices to remain in the private sector without offating thcir 
woriung. The Rajan Committee as also the con~ultanc). study haw suggested that 
for development of linkages df industry with the R&D effort in Government. 
scientific personnel should ba permitted to migrate to industry so that such 
anciilary senices can be develqped and farmed out to the pnvate sector. On the 
question of lateral movement of R&D professionals we have made our 
recommendations elsewhere We also recommend that services ancillary to 
R&D effort, as described above, should be progressively disbanded and 
privatised. 

28.24 The DepaAent of Space, Atomic Energy and other research 
orgarusations have, over the k a d c s ,  developed potenbal for providing commercial 
services in general and are ffequently engaging themselves in the provision of such 
services. We have already noted elsewhere in this Report that thc .-ole of 
Goyernment has to bc that of a facilitator to augment provision of goods and 
services withm the ecaromy. It is, therefore, essential that Central Government 
should not directly engage itself in tapping commercial potential arising out 
of its R&D eflort. Transfer of technology for commercial exploitation should 
be directed towards the public or private sector enterprises. In the yelcbant 
Chapters w ham recommendsd disbanding or privatising of ccrtain scrviccs of this 
nature 

28 25 Wc also observe that Ministrics and Departments within thc rcdm of 
scientific activity perform the functions that overlap with othcr Ministrics or 
Departments or thcir attached and subordinate officcs The functions of thc 
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National Atlas and Thcniatic Mapping Orgaii!satioii and tlw Survq of India and 
sonw: ofthc organisations dcqling with fislicrics (Fishcn Suncy of' India. Ccntral 
I iistitutc of Fishcrics. Nautical and Enginwring lqaining. Ccntral lnslitutc ol' 
Coastal Engiixcriiig for Fisheries, Intqrarcd Fishcrics Procjccts. ctc.) arc cascs in  

point. An area 0 1  similar ovcrlap is thc grant of assistpncc and advicc to 
Govcmmcnt- aidcd institutions by Minishcs and Dcpartmcnts othcr than thosc 
utidcr whom such institutions fall. Wc havc rccommcndcd in thc rclevant Chaptcrs 
me!ga of organisn(i0nS cngagcd in such ovcrlapping activilics and appohmcnt of 
cspert committees not only to identify rttc: overlapping arcas but also to suggest 
thc optimal mix of thcsc scientific activities within Central Go\emmenl. We 
recommend that such overlapping functions as have been directly identified 
by us or by committees, based on our recommendations, should be remedied . 
within specified time frames which in our opinion should not go beyond the 
next five years. 

Ahh'.dilling 28.26 Thc Scientific staff arc p c r a l l y  engaged in carrying out routine 
testing, calibration and experimenting or assisting scientific officers in such wrti 
which includes generation of technical papers. . Such staff are also found to haw 
common qualifications, but different entry kvels. In the relevant Chapprs \vc have 
rccommended a large clement of uniformity in thc cn@ Icvel scalcs and 
qualifications, We have also suggested that isolated posts should not csist .in 
Gowmmentas far as possibk. Towards meeting thcsc two ends as also obtaining 
the optimal mix of scientific talcnt in Central Gownmcnt establishments, it is 
ncccssary that besides automating large office support functions in S&T activities. 
the staff are also trained in multi-skilled operations so that these personnel having 
thc basic minimum qualifications need not get compartmentalised in a single field 
of activity. We recommend that scientific staff should be uniformly trained in 
appropriate sk i l l  requirements and be part of a multi-skilled scientific work 
force. Wherever single and isolated posts are essential in Government for 
this kind of routine scjcntit'ic work we kcommend that the services should be 
obtained from thq open market. 

Optimul Teams 28 27 Scientific work is generally creative and does not remam confined to 
hierarchical roles. The spirit of Team-work is of crucial importance in scientific 
projects. The incentives recommended by us for working with smaller teams 
and effecting savings should form part of the overaU assessment in the 
modified FCS procedures. 

c ~ ~ c l u s l o n  28.28 The above measures have been recommended in order to 
organise scientifc activity in Central Government on optimal lines without leaving 
room for any qualitative and quantitative loss of objcctivc Our effort should be 
to achieve a 30% cut across the board in the Central Government SBsT staff 
in the next 10 years. We an hopeful that thc above measures will go a long way 
towards achieving this objective. 
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I h  A p : n , u d  28-29 Thc hcalth scctor plan cnvisagcs iniprovcmciit 01' 
infrastruclurc through delivcry of primary. secondary and tcrtiary hcalth care and 
aupmting resc;rrch'wittt.thcaim of achicving hcalth for all by thc ycar 2000 AD 
The institutions and organisations in this scctor arc mainly conccmcd with mcdicd 
relief & supplies, rn&i@l cducation, training & research and community health 
Programmes. 

Sue t$nuatapwer 28.30 Thc Mcdical and Para-medical scrvices togcthcr comprise 
about 25,258 personnel, of which 8327 are medical, and the rest para-mcdical and 
support staff Thcst persMlnel arc primarily engaged-in the delivery of preventive. 
pranolive, curativc and rehabilitative health care. The Mcdical personnel are part 
of three organised services - Ccntral Health Servicc, the Indian Railway Medical 
Service and the Indian Ordnance Factories Health Servicc. Thcre are also somc 
medical posts outside the& services. The para-medical personnel arc organised 
into 1 1 categories which help the mdcal  men in &Jivering the hcalth semiccs to 
the community at large: The figures of medical manpowcr for thc pcriod 1959-94 
are as follows:- 

Service Manmwer under different CPCs 
2nd 3rd 4th 5th 

(1959) '!973) (1986)" (1994) 

C.H.S. 1073 3138 3600 5233 
I.R.M.S. 3880 '2259 1650 2569 
I.o.F.H.s. 52 I 397 550 2 75 
others 658 474 '200 250 
TOTAL 6132 6268 6OOO 8327 

Source. Reporis of different CPCs 

Note Figures of 1959 and I973 mclude some Group B and Group C posts 
also, hence the decline, as only Group A posts were counted in later 
years 

AnnuolGrowth 28 3 1 
Rates 

These figures indicate that betwren 1986 and 1994. the 
manpower m medical sentids has grown at an annual compound rate of 4 2% 
which is quite OonsiderablG when compared with the overall growth rate of I % for 
civilian employees during the same period 

ExperiencesoJ 28 32 Eatpenments have been made ~f) the fidd of m e d d  insurancc 
privatisatm of medicat practiCCs, health delivery services, clinic sharing. etc . 
wthm and outs& the country Various Committcts and Government agencies in 
the past have gone into the question of organising and re-organising the health 
delivery system and services, in keeping kith thc goals of primary and total health 
care It has bccn pomted out by them that therc should be no nastage of talent in 
the utilisation of qualified personncl for routine duties, overspecialisation should 
bc guarded against and curative and preventive measurcs should be integrated 

the past 

.4 dvcim-rs IN 

mc*drccrt 'CLL"Ce.' 

2 8 3 3 Advanocs in &ca4 sciences and technologics haw kept pace 
with phimnamtical advances. Sidc by side, the emergence of newer discases and 
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Recogtising 
p,rivare hospitals 

i c-ciiicrgciicc 01' i1ciir-criidic;ltcd oiics ha\ c 111iidc I ~ i l t l i  deli\ CIA .I c,ot11ldc\ ;lild 

costl! lash 1 his Iias ;iiso Iiiglilightcd tlic iiccd for coiista~it iipgr;icl;itioii oi'shilla 
i ~ d  ciicoura~iiig rcscarcli a i d  tcachiilg c\pcriciicc I'coplc 01' OW coiiiitn ha\ c 
f ~ t h  111 Ihc traditional Iiidia~ S? stcnis ol' McdiciiIc itiid I l ~ i i ~ ~ ~ ~ p i ~ t l i !  (ISM& I I )  
cspcciall\ as ~lic scn'iccs pros idcd arc gciicratl\ clicopcr and a\ ailablc iii small 
toitiis and rural arcas and t!ic rcnicdics arc hno\\n to bc gciiciali? licc iron1 sidc- 
dkcts A iicu kpartmcnt 01' ISMBH i tas crcatcd 111 March. 1995. to gi\ c thrust 
to *is grouiiig arca of indigcrous scicncc Thc dcmaiids madc in nicinoraiida. oral 
c\ idcncc. cvpcrt opinions and rcplics to our qucstionnairc, havc cmphasiscd the 
nccd to rcstructurc thc h l t h  tnd mcd~cal scn'iccs to makc thcsc morc cfficicnt and 
cfl'cctivc \\ithoiit incrcasing thc burdcn on thc common man 

28 3.1 Kccping in mind thc abovc trcnd and sccing thc disturbing 
ratc of growth of mdcal  manpower in thc last decade, wc organrscd a consulta~~c~ 
stud! through thc Indian Institute of Public Administration to definc thc future rolc 
of Govcrnmcnt mcdical scniccs. in thc changing socio-cconomic situation in thc 
country and to suggest measurcs for rcstructurtng thc mcdical scniccs Thc stud? 
has pointed out that hcalth will rcmain a vital function in Govcmmcnt and. at lcast 
tn thc foresccablc futurc. it cannot bc lcft to markct forces which arc drncn b\ 
profit-masimisation motivc It has also emphasi'scd thc role of primary and 
commmty hcdth carc as ajcading one in thc years ahead We ha\ c kcpt in mind 
thc suggestions in the consultancystudy in making our rccommendations 

28 35 Mcd~cal Education and Research is prcscntly bcing camcd out 
mostl? 'in thc Central Government and somc autonomous instrtutions likc 
la\\ aharlal Institute of Post-graduate Mcdrcal Education and Rcscarch. Kational 
Institute of Communicable Diseases, Ccntral Rcscarch Institutc. BCG Vaccinc 
Laboratory. Ccntral and Regional Leprosy Institutes. Indian Council of Medical 
Research, National Institute of Mental Health and Neuro Scicnccs. Patel Chest 
Institute. National AcadeMy of Medical Sciences, AllMS, PGI. Chandigarh, CIC 

During dmussions with us, Secretary (Health.) and thc Director General Health 
sCn.icc eqrcssed thc \'iew that medical education and rcsearch should best bc lcfr 
to autonomous bodies or private sector. Wc ha\z clsewherd cxpresscd our opinion 
that creative scientific rcscarch requires flcxibility and freedom to the estent 
possible to bear the desired fruit. We recommend that medical research 
institutions should, as far I S  possible, also be organised in the form of  
autonomous bodies or registered societies. 

28.36 The Minisay of Health has recently issued orders rccognasing 
privatc hospitals for in-patient and specialist treatmcnt for Central Govcmnicnt 
employees and pcnsioncrs Though we do not advocatc complete privatisation of 

' medical and hcalth scrviccs, there is rcason to bclicvc that such a recognition 
reduces the pressure of manpower on Central Govcrnmcnt institutions deli\ cring 
health carc We accordingly recommend that at least one private hospital in 
each city having a CCHS dispensary should be recognised for in-patient and 
specialist treatment of employees and pensioners 

~ ' ~ J t l h c l c l ~ ~ l l l  28 37 
SZ17'1CC t 

The Consultancy stud! suggestcd that onc \+a! of attracting 
spccialists and supcr-specialists and making thcir scn iccs availablc through 
Governmcnt institutions, is to resort to contractual appointments. with somc 
flc\ibility to ntgotiatc the icrms bctween thc contracting partics This nicasurc will 

o'nviatc thc nccd to have regular nidical ycrsonricl n i t h  \cry high qualifications 









47.149 
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I. 14.370 
4.4 I .05 I 

39.122 
1,32.037 

54.242 
59.065 

49.149 
30.302 

4.16376 
77.76 I 

I.W.761 

4.27.379 
31.025 

1.53.61 5 
53.511b 
57.069 

1.14.mn 

15.657 

w w i  
29.941 

4.l6.151 
75.155 

I .11.672 
1.13.163. 
-1.m.mn 

37.32 I 
53.217 
54.050 
52.569 

15.411 

(hnd  'rcUJ1 6.S I .7P9 16.54.066 16.45.221 16.23.495 . I6.02.05I 

Source : Ministry of Railways (Railway Board). 

StaflCosts land 29.4 Indian- Railways is a labour-intensive oqynisation. The 
I*'inaitcial produdivity ofmmpmver , krm,  is an important factor for thc Organisation in 

sustaining fmmcial. viability. The Railways havc bcen successful in arresting I'iabiliy of 
Raiiways 

growth ofnumpowx dunng the last fcw years - thc total strength of employces, in 
fa& has shown a decline during 1991-92 and 1994-95. Thc cost of staff, however, 
has bcen steadily rising as shown' below:- 

1950-51 
lwodl 
1970-71 
1980-81 
1990.91 
1991-91 
1992-93 
1993-94 
1994-95 

913.6 
I 157.0 
1374.2 
1572.2 
1651.8 

1645.3 
16253 
1602.0 

164 .1  

I 13.1 
205.2 
459.9 

1316.7 
5166.3 
5760.6 
6562.4 
7286.3 
~076.9 

I245 
1774 
3347 
8376 

31273 
34828 
39869 
44812 
50411 

Source : Indian Railwavs : Y e a  Book. 1994-95 (Ministry of Railways) 

29 7 The staff costs- arc a substant ia l  45% of the ordinar), working 
cspenscs in the Radway budget estimates of 1996-97 If liabilities on account of 
pension arc included, the staff costs \\ill bc a vcry high 59 5% of the working  

cspenses 

Rs. in Crorcs (Budget Est imates  1996-97) 
Ordinary Workmg Expcnsos 16,457 
Staff Wages and other Allowanccs 
StafT Wapcs including Pcnsion 

7,448 (45 3%) 
9.798 (SO 5%) 
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"Iiidiai1 Rail\va!.s has bccn a rciiiarhably successful fiiia~i~iid 
aitcrprise. cs~ixiaII!~ wllcii coinparcd to iiian?' othcr raiIt\ays in thc world Dcspitc 
thc stcad! erosion of thcir tiattonal lrcight and passcngcr niarkct sharc. liidian 
Kail\va!s has bwii ablc to SIHW n surplus 111 iiiost !cars and n satisfacton liquidit! 
SI  IW iOIi  

hi 1092. Bulb stall'cxaniiilcd raiha! acwuiits aiid found that t h ~  
iruc costs ol' tlic labour forcc wcrc much largcr than commonl~ assunicd 'rhc 
addition to thc l'ornial uagc bill of thc \rngcs of casuill labour. pcnsioii payiiicnls 
illid pro\ isioii of' housing. mcdical carc alld cducatioii aiid otlicr in hiild iiicoiiic 
rarscd the true ~ a g c  bill in Financial Y c x  IOX? to 52 pcrcciit of' opcrating 
c\pcnscs iiistcad of tlic official tigurc of' -39 pcrcciit 13! Financial Ycar I90 I this 
had incrcascd to about 05 pcrcciit as rail \\ages row fiistcr than labour producti\ it! 
I n  prcpariiiS thc projcctcd fiiiaiicial statciiiciit throug,h the \car 2000 i t  as found 
h a t  thc onl!. \\a\ to maintain satisfadory linancial hcdth \+as to assurnc a stcad! 
rcduction in thc labour forcc from l , X  million in 1901 to 1 5 million b\ thc\car 
2000- a rcduction iii forceof about 3.00.UOOjobs This iiould bring thc truc \rage 

bill back doun to 50 pcrcent of operating cxpcnm aid sustaincd financial \ iabilit! 
- a positiic ncl rcsult of about 7 billion Rupccs If. ho\tcvcr. thc labour forcc sta!s 
constant at the I901 Ic~cls  thcn thc Rs 7 billion surplus turns into a Rs  17 billion 
(about USS O X 0  inillion) loss in thc !.car 2000 

This trcnd has bccn idcntilicd in a rccciit stud!. cornmissioncd by 
the Raihvay Farc and Frcight Comniittcc as a stcadil!- risiiig a\wngc capital output 

'ratio siiicc 1080-87 aid a stccply rising aicragc cost pcr workcr ovcr thc sarnc timc 
pcriod. Thc inabiljtj. to reafizc thc labour saving bcncfits of iiivcstmcnts has 
r c d u d  druiiaticallv thc marsiiial productivitl of rail iii\*cstmcnt whilc incrcasing 
thc dcbt burdcii Thc dcclining budgctar): support of thc Cciitral Go>cmnicnt Is 
csaccrbating thc problcm as firnds can no longcr bc found to rcplacc csisting 
rolling stock nsscts. .If thc clioicc is bcttvccn thc \ r a g  bill and rcplacciiicnt of 
Iocomotivcs and ivasons tlic \vast bill. at lcast in  thc short and nicdiuin run. ivill 
win and Indian Railwqs \\ill bcgin to look iiiorc likc thc othcr finaiicialh. troublcd 
ra i lnqs  of thc \ \odd." 

Soiircc 1 1  Indian Rail\\a! Prodticti\ it! Iiiipro:~c~iicnt Prqect. 
Rcport No 100.54-IN, 'Thc World Bank. March 3 1 ,  I002 . 

11) Productivity Optinwation 011 Ir1diiiii R ~ I I \ \ ~ ~ s .  Itidiii Rail 
Tcchnical and Enginccring Scri iccs. Nc\\ Dclhi. 100-3 
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Source: Railwa!. Farc and Frcight Co1iimit:cc Rcport. 1993. 

Although such intcniatioiiai coniparisoiis arc not \en' valid sincc 
Railivays diffcr in s ix ,  niodc ol' traction. cstcnt of automation. Icvcl of 
tcchnologics. sociocconomic cmironmcnt impinging on railway and cvcn nicthod 
01' compiling statistics. thc abovc statistics ncvcrthclcss indicatc ihc. tivin 
phcnomcna of low productiytty .aiidla\v-paid but unduly largc work-forcc iii thc 
Indian Railways. 

. ~ ~ ' ~ ~ ~ . S i ~ ~ ~ ~ ~ ~ l I , ~ l ~  c!f  29. 10 
"rr""dc'"?~' 

Thc nieasurcniciit of producti\dy of n \as t  organisotion likc thc 
Indian Railways is a complcs task shcc this would involvc converting all input and 
output clcments into \*alucs. Wc haw,  howcvcr. madc a limitcd wicrcisc to 
csaminc manpower productivity in Railways by corclating number of cmployccs 
aiid traffic carried by thc systcm during thc dccadc 1985-86 to 1994-95.- 

Manponcr and Traffic Carricd 

Ycar Employee in 1ndc.s U'ngon h s  Index I'ehicle hjnz  Indcx 
Ihousands in rnillions 111 millions 

19x5-86 
1986-87 

l')llX-X9 
1989-90 
1990-91 
199 1-92 
1992-93 
1993-94 
1994-95 

I 987.~8 

- 
Source: 

1613 
161 1 
1618 
1626 
t647 
1652 
1654 
I646 
1625 
1602 

I00 
99.M 

100.3 I 
I00 H 1 
102 1 1  
102 42 
102.54 
102.05 
100 73 
99 32 

15.788 
17.:04 
17.800 
I X.b9 I 
18,736 
19.230 
20.292 
20.75') 
2 I .326 
Z2.OO t 

100 
I Q7 69 
112 74 
I14 59 

121 xo 
I2X 53 
131 49 
I35 07 
133 33 

1 1 x 6 7  

7,439 100 
'7.624 1 0 2 4 ~  
7.979 10726 
x.171 IWRI 
8.502 I1429 
8.585 11431 
X.902 I 1967 
9.170 12327 
9.367 I2592 
9.666 12'H-J 

. - - - _- - - . . - - _ _  ~- 
Data on number of cmployccs and traffic carricd from Annual 
Rcport and Accounts ( I9949S) Ministn. of Railways 

Irio!iici.c ./ 29 1 I 
I'rodirs / IV I !L  

This analvsis shows that manpowr productn ~ t y  in terms of 
nagon Km and Vchiclc Km incrcascd b\ approwiatcl\ 39% and 30% rcspcctn cl! 
against an almost stagnant work-forcc of I 6 million during thc dccadc Howver. 
thcrc has bccn a hefty invcstmcrit of Rs 24. I26 crorcs In Rail\va)s during this 
pcriod The dccadc of '80s i s  also markcd by important managcrial iniiovatrons 
u Iiirl: rontrtbutcd to improi ciiicnt i n  productivit\ llicsc inom-ations rncludcd 



Year Vehicle Km Index Wagon Kiii Index 

I 0 8 5 -86 
1986-87 
1987-88 
1988-89 
1989-90 
1990-9 I 
I991 -92 
1992-93 
1993-94 
1994-95 

3 uc 
4.30 
4 67 
4.96 
5.57 
6.05 
6 46 
7 00 
7 41 
7 70 

I00 
I13 25 
121 3 
128 8 3  
144 68 
157 I4 
167 79 
1x1 82 
I02 47 
302 33 

I00 
I I0 xo 
I I 0  xo 
i -30 2 
I41 09 
158 43 
I05 84 
I82 0 7  
10 1.09 
20 I ox 

Source: Annual Rcport and Accounts ( 1904-95) Mi i i is tp  of Rnitwys 

K1Ik.Y \ I u h .  29 12 Thc product~vrt> stud) doiic b> Rail India Tcclmical and Economic 
Scnices(RITES) ~ d c a t c s  that dcspitc improvcnicnt in staff productrvit? in tcrnis 
of traffic wts. the samc is not reflected in thc gross value added pcr mpcc of staff 
cosl aficr 1980-81 

Traffic Units and Gross Valuc Addcd pcr Worker 

1970-7 I 
1975-76 
I9&-81 
1985-86 
1986-87 
1987-88 
I 988-XY 
1 989-90 
1990-9 I 

1.22.434 
I .44.840 
1.62.040 
2,00,x40 
'2.1 7.230 
2.24.450 
2;24.350 
2.3 1.5 10 
2.39.235 

I00 4.621 
118 5,245 
132 6.51 1 
f 64 7.M9 
177 R.208 
ins 8.550 
I83 8$06 
I R9 8.791 
195 9.0114 

100 1.519 
I13 1.557 
141 1 996 
1 bJ 1.783 
177 I 567 
1 n.s 1619 
I84 I 598 
I90 I636 
I96 I748 

100 
I03 
132 
I I X  
I04 
I07 
106 
I OX 
I I6 

* At 1965,66 levcl constant tariff raics 
Source: Railway Fare and Freight Committee Report. I993 

.WTttcducriorl 
I'orerrriul : 

t. .SllIllV 

29. I3 . A further jnerease in the wage bill of Railway cmplqecs is incvitablc aficr 
our recommcndations arc implcmented ,by Lhc Govcrnmcnt. Remedial action 
should also bc simultancous. Thc Railway Administration can igoorc thc \\Tiling 
on the wall only its o m  peril. The Railways \\ill h a w  to achicvc much morc in 
tcrms of improvemcnt in staff productivity and rcduction in rnanpowcr than 
iiidlcattcd in the slatistics above. A diagnostic study coiiducted by RITES in 1990 

NU I ~ - ~ ~ I ~ ~ I I ~ J . ~ I I  
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23 
I0 4 
6 15 

75 3 
I 2X 
6 

-I 

20 

20 6 

27 
824 
132 
I10 
2 9 
h 

20 
I 0  
4 

45 

'liital excluding 
Casiral I ahour 1466 455 295 

* Casual Labour I 13 
This can bc adjusted by kccping thc frcsh induction to thc Icvcl of 35.000 
men pcr ycar upto !ear 2000 against nornial \vastagc. 

Note: 

Thc staff strcngth pcrtains to 1988-89 and docs not includc staff in 

.RDSQ, Railway Board and Production Units 

fifli-1ivc 29. I4 Howcvcr, aftcr considcring thc long-tcnn mcasurcs \+hlcli 
nnucItrN1 involved major design changes and m a i n  othcr constraints cstcrnal to thc raiitvay 

s!stcrn, the study concluded that the cflcctivc potential for reduction is of the 
order of 70% of 2.94 lakhs it., approximately 2 lakh. Thc major arcas of staff 
rcduction idcntificd by this rcport arc: 

pr>trti~iui 

rcdundmcy duc to phasing out of stcani traction 
0.75 lakh 

rcdundanq in rcspcct of train clerks. trollc!micn. pcrsoiincl sinK. 
powr supply to closcd facilities and rcsidcntial quartcrs. 
workshop activities 0.40 l a b  inipro\ cd producti\ ity through 
rcvlscd inccntivc schcnic In \\orkshops and othcr nicasurcs 0 40 
lilkh 

rcviscd norms for pcnnancnt \\a\ maintcnancc 0 . 2 0  lakh 

( ;.,,rsrt;rl~trl-r. 29.  I5 
SIUCI ,~  

( 'll,nnrr.~.~rwrc~cf /!I. 

With a \icw to updating thc stnff  rcduction potential nsscsscd%! 
KITES in t h a r  rcpon. wc comnitssioncd tlic Institulc 01 Applrcd Manpcnver 
Kc.scn:& (!14h4R). ?Jcw k l h i  to undcrtakc n lirnilcd stud!. ~tli'lollo~ving tcrnis of 



1) To critically atialysc stal'l' d u c t  ion potential asscsscd by M/s 
.RITES: 

ti) To updatc staUraiuctiai ptcntial esscsscd I>\ M / s  KITES in tlic 
l&t of significant changcs in ccnarti paranictcrs likc iticrcasc in 
lraffic pnd stafTcosts, tariff and capital structurc of tlic Ra~l\\ays. 
projcctcd plan SIX for thc 8th aqd 9th Ftvc Ycar Plans and 
decasualisation of casual labour sincc 1990: and 

iii) .To swat solutions (othcr than rctrcnchcnt) for 'ovcrstafing' 
in Railways. 

:,ti in :(. 29. I6 The lnstitutc of Applicd Manpowx Rcxarch cspresscd 
difliculties in c q i n g  out thc study strictly within thc tcrms of rcfcrcncc on . - l S . ~ * . ~ W ~ ~ * l t I  

account of limircd timc and non-availability of adcquatc inputs from thc Railways. 
Thcy instcad uscd thc timc-trend method for projeting thc trafic and tnanpwcr 
requircinen(s of railways for h c  ycat 2000 on thc basis of data collcctcd by them. 
IAMR thus assessed that tbe railways will need 14.4 lakh staff in the year 
2000 and suggested that there is a surplus manpower of 2.6 lakh in Railways. 

I ' i w s  C J ~ I / W  29. I7 .The Ministry of Rail\va>s has strongly rcjcctcd h c  hidings of'thc 
IAMR. Tlic Minism maintains that .\ fjtiistcv I ! /  

hilwci,vs 

Therc is somc misconception about thc RITES rcport and ahc r  
related studies. 

Thc assessment of manpowr for Railways in 2000 AD madc b\* 
lAMR is beyond the scope of the tcrms of rcfcrcncc of thc study 
commissioned by thc 5th CPC. 

What has been assessed by IAMR is the manpowcr requirenicnt 
of the railways in 2000 AD as 14 4 lakh staff whereas actual 
number of staff in 1993-94 has been taken as 17 lakhs. 11 does 
not follow that the balance arc surplus in 1993-94. much lcss in 
1995-96 whcd the rcporl has bcen prescntcd and by which ttmc 
the staff strength had comc down to 16 02 lakhs 

There are serious flaws in the methodology adoptcd by IAMR. 
The Institute has relied on time-Trcnd method for arriving at 
projected,&afic and projected manpower for the ycar 2000. The 
traffic output has uxmscd, together \Vith reduction in manpowr 
in thc past years. The projections baed on statistics pertaining to 
these years arc not validsincc thc undcrlying assumption is that 
increased output with continuous reduction in manpowcr can go 
on indclinitcly. M m v e r ,  thc projcctions of traflic to bc handlcd 
by the Railways in futurc cannot bc q k c d  at by. a siinplc 
regrcssion analysis as donc by thc Institutc. 
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sincc thc pattcnis of working. hiid o l  output. iiaturc of' a\ ailablc 
infrastructurc. ctc . iary froiii rail\\ay to raihay aiid thcsc 
important factors havc not bcci) g \ u i  wcightagc 811 thcir 
approach 

Thc Mmtstty of Railways has also pointcd out spccilic niistakcs 
in dcpartmcnt-wsc statistics on stan' rclicd upon b$ thc IAMR in making its 
anahsis and projcctions 

Thc Ministty of Railways has maintained that the task of 
foricasting thc future n u m b  of staff mqutrcd for thc railway4 is cxtrcmcly 
diffiult and complcx and has pointcd out following fwlhcr facts for our pcnrsal - 

Our views 29.18 

1) 

ii) 

iii) 

iv) 

\f) 

Railways haw introduced 52 I ncw passcngcr trains sincc 1990. 

Rcvcnuc-eaming frcight loading has gonc up from 3 I9 million 
tonm in 1m-91 to 391 million tonnes in 1995-96. In tams of 
Nct Tonne Kilo Mctrcs of trafic this incrcasc is from 242.78 
billions to 275.2 billions during thc same period 

Expansion of rail network comprising Traffic Facilitics. 
Doubling, Gaugc Convcrsion, construction of ncw line. ctc., 
involving an outlay of Rs.6,364 qorcs in the last five years. 

Despite such expansion of services Railways are continuously 
reducing establishment to the extent of about 2% every year. 

Reduction of staff from 1990-91 to 1095-96 is  0 142 million 
(7 97%) Had hc trafic output per staff remained at the same 
levcl as in 1990-91. thc railnays would haw rcquircd I 972 
million staff to handle the traffic during 1995-96 Thus cffcctivc 
rcduction bccausc of increasc in productivity of staff works out 
to 18 6% ovcr 1990-9 1 

The protestations of the Railway Administration 
notwithstanding, we gather that there is virtual consensus among railway 
managers regarding overstaffing in railways. Thc arcas of rcdundant 
manpower rn also \\.ell idcntificd as noted in Railway Fare aiid Frcight Coinmittce 
Report of I993 - 

"Most of the Stcam shcds have hccri closcd: sc\-cral ?wds h3vc 
bccn closcd: lrack niaintcnancc has bccn nicshaniscd 011 s c \ ~ r a l  sections: 
workshops h a w  bccn modcmiscd; a numbcr of goods sheds 1m.c bccomc 
rcdundant; sonic of h c  old train csaniuiation dcpots arc not rcquircd w t h  induction 
of n m  airbrakc stock; accounts work has bccn computcriscd. and t!.piiig \vork has 
bccn drastically diniinishcd with thc induction of photocopicrs." 

29.19 Thc World Balk rcport of' 199s or1 Indian t r n s p n  sector rct'crrcd 
by us above prcscribcs convcntional down-sizing and disinvcstnicnt Tor Indian 
Railways. Tlic rcport also points out that 'rail rcforin is \vcll advanccd in othcr 
reforming cconomics aiid thc cspcricncc indicates that this is B diflicult arca of 
crdjustn!ciit l i)I  pt)IItiCIiIIiS. i;id h b u r  and mmagctnciit ' T'hc rcport su!!,gcsls rail 
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rctiumiiig cconomics arid tIic cspcrictlcc I~idlciltcs Ihrtt this IS ii dllticitlt aleil of 
adjustiiiciit for politicians. rail labour a i d  iiiaiiagcnicnt ' '1'l1c r c p ~ l  suggcsls rill1 

rcfornis through 'uii- bundling' of disparate scrvicc and cqiiipmcnt protidcrs into 
c c h u i l  fc~ti!;sCXt corporate catitrfi - public. ;tn!t/or Imvnlb We call IIliIkc ot11 I'roni 
t hc rcsponsc of Kailwa!. Administration 011 this issuc.. convcycd to us duriiig 
official cvidcncc. that railwa!. maiiagaiicnt docs no1 consider corporal isat IOII ;IS 

fcasiblc or dcsirablc but Ihcn: is B growing atvarciicss 01' thc ticcd lor rcl'oriiis. Thc 
vicws of thc railway managcmcnt arc dictatcd by thc harsh rcality of' Indian 
Railways still &ing a public utility scrvicc providing crucial infrastructurc for thc 
balornccd economic growth of thc country whcrc rail farc and frcight ratcs arc 
detcnnincd n i m  by socioummic and political considcrations ralhcr than by tlic 
forccs of dcmandandsupply. 

Thc Ministry of Railways has significantly con\.cycd to us that 
t41q havc !.ct w scc esucccss arrd viability of Konkan Railway Corporation Tlic 
Ministp has noted tbc progrcss achicvcd in dcvclopcd countrics whcrc thc 
govemmcnt ottncd railways haw tricdxorporatisation and privatisation of rail 
nclwork \t ith following advantagcs claimcd by thcm:- 

Bcttcr use of railway iisscts. 
Grcatcr rcsponsivcncss to thc custoniers. 
Highcr quality of sc,nicc. 
Grcatcr emphasis on profitability. 

29.20 'The Ministry, rcalising thc iniportancc of making compctitivc 
changes for ~maiturg financially viablc, has conceded the need for divesting the 
Indian Railways of manufacturing activities in thc contcst of non-progrcssion 
of teclmlogy and quality. However, it considers the wholesale corporatisation 
of Railways as non-implementable for thc follo\ving reasons:- 

1) 

i 1) 

i l l )  

i v) 

29.2 1 

Indian Railways is thc most visiblc symbol of Ccntral 
Government and pcoplcs' cspcctations from thc Railwa?.s arc 
enormous. Expansion of Lhc rail network in any area has comc to 
'symbolisc dcvclopment in public pcrccption. 

Whilc private ownership may do bctter in ternis of productivc 
efficiency: this is out-weighed by losscs of allocativc cflicicncy 
and othcr'non-commcrcial !ct critical socio-cconomic outputs. 
Indian Railways is in many ways a binding forcc and symbol of 
national integration which would be lost if i t  is corporatised. 

Thc capital atchargc of 1R bclongs to thc public and any attciiipt 
at complete commercialisation will not bc supportcd by the 
public. 

There IS no ernptricai cvidcncc to provc that corporatisation 
pcr-sc \\ill  improvc thc overall health of thc systcm. cspcciall!. 111 

a sct up wherc h c  managcnicnt and staff rcmarn niorc or lcss lhc 
same cvcn aftcr corporatisation 

We wuld likc to cxprcss our Yicw on thc various aspccts of thc 
problem as under:- 



b) Privatisation; 

c) Optimizirtion: 

to wlwtliertlie core functions of the railways 
can be corporatised. there is  no doubt that 
all the manufacturing. repair, overhaul and 
maintenance activities are fully ripe for 
being hived off into separate corporate 
entities. 

Certain initiatives almady taken like the 
contracting out of big projects on gauge 
conversion. doublings etc., under 
Build-Own-LeadTransfer Scheme, Own 
Your Wagon Scheme and privatisation of all 
future catering services, etc., must go 
f o k a r d  apace. The Raihvays must Jaok out 
for other avenues where the private sector 
can be involved in i t s  work. Some obvious 
areas are sanitation, maintenanre of 
buildings and equipment, computer-related 
work, passenger and goods booking etc. 

Estimates of surplus staff in the 2000 A.D. 
may vary from 2 lakh to 2.6 lakh. The fact 
remains that railways heve too much 
manpower. Without quibbling on the exact 
number of surplus emRloyees, the railways 
must abolish a l l  vacant posts, not create any 
additional jobs and reduce manpower 
annually by 2 to 3% for the next 10 years. 

d) Redeployment: There should be plans for retraining and 
redeployment of some staff against new 
services and projects, so that there i s  as l i t t le 
retrenchment 'as possible. A 3% cut is  
possible even with normal attrition due to 
retirement, death and resignation. 

(.'onclusiot, 29.22 In conclusion, \vc \\auld cndorsc the following exhortation of thc 
Railway Farc and Frcight Committcc ( 1993) for the railway managcmcnt - 

"Financial viability and futurc dcvclopmcnt of Indian Railways 
will dcpcnd on how much t h e  can rcducc thcir cspenscs and unit costs in thc 
coming years. Wc fccl that at lcast threc pcrccnt of cost cscalition should bc 
absorbed by IR cvcry ycar to bc abk  to kccp thc tariffs low k d  kocp thc costs 
down. To raise the productivity of scnicc wrk.  it cannot bc done by govcmmcntal 
or political action. It is the task of managers and csccutives in thc rail\va\. 
organisation. It is thc first social rcsponsibility of managcmcnt in thc knowlcdgc 
socicty" 
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o- ' 7& P d  s- 
GENERAL INTRODUCTION 

tlismn 30.1 Postal scniccs arc among thc oldcst known community scrviccs in 
thc country. Systcmatic organisaiion of thc Postal scmiccs in thc prcscnt form 
began with the creation of the Depattmcnt in 1854. With the proiiiulgation of thc 
IndianPost ofiice Act, 1898, all privatc transmission of lcttcr mails was integratcd 
with Ihc cerltraliscd Govcrnmcnt postal systcm. The Act continucs on thc statutc 
book. .' The Postal scrviccs are based on thc four pillars of univcrsality. statutory 
protkction, parliamentaq regulation of ratcs and rcasonablc liability for mail or 
remittance. T3c services offered by vast postal rtctwork play a crucial 
infrastructural rule in thc socio-economic dcvelopmcnt of thc count?. 

'Vetwork 30:2 India has the largest network of Post Offices in thc \Corld - I ,52,786 Post 
Offices (339% of them in rural areas) - handling over 13,339 million postal articles 
annually. These P&t Offices arc organiscd into I9 Postal circlcs comprising one 
or morc Statedunion Temtorics, structured into 435 Postal Divisions hcaded by 
a'Divisional Superintcndent of Post Ofices. . Post Offices are classified as Head 
P d  Offices (834), Sub-Post Offices (24,8 18) and Extra-Departmental Sub- and 
Branch Post Offices (1,26,385). Of thcsc 1,45,966 Post Offices (96%) perform 
h c  deliveq function, and 170.provide night postal facilities. On an avcragc. cach 
Post Ofice serves a population of 5,553 within an area of 21.60 sq. km.. To 
operationalise such a vast network, the Postal Services are manned by 5,96,062 
pcrsonnel, over 3 lakh of them being estra-departInental. Furthcr, therc arc 573 
Sorting Officcs and 438 Rccord Offces, under Railway Mail Scrvicc Divisions 
handling sorting, routing and transmission of postal articles. 

I EMERGINGSCENARIO 1 
30 3 Earlicr, the Postal scrviccs enjoyed a monopoly status, thc traditional VICW 

of chc m i c e  bemg that it is a social responsibility As a Govcmmcnt dcpartmcnt, 
chc postal savices enjoy a reputabon of a public utility scnvice with a Icgal sanction 
backmg it. in as much as thc proof of dclivcry of any postal articlc furnishcd by the 
Post Oficc is accepted\:s a legal document in any court of law Thcrc IS also a 
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I 
NEED FOR RESTRUCTURING POSTAL SERVICES 

Ohjrclltr 3 0 4  Thc Objcctivc of thc Dcpartmcnt of Posts is to cnsurc an cfiicicnt, 
cconamical, spccdy and rcliablc postal scrvice in the countty. In rcndcring this 
scrvicc thc Dcpartmcnt's mission is to reach both quantitativc and qualitative 
cscellcncc aimed at total ukcr satisfaction. 

f ' r r ~ ~ ; u ~ ~ ~ t . ' n v  
i * m ~ n ~ i s s i o , ~ ~ ~  

30.5 .The Third and Fourlh CPCs both attcmptcd to highlight thc nccd for 
-cficicncy and cfldveness h the Postal Scrviccs. Thc Fourth CPC rccOmmcndOd 
that the Postal services and ~ C ~ S O M C I  management may, be rcvimd by a 
Committcc so that it is possiblc to achicvc postal excellcnce and give satisfaction 
to thosc employed in the vast infra-structure of the Department. 

I ~ - ~ ~ ~ r ~ ( ' ~ m ; ~ ~ c ~  30.6 An expert Committee on "Quest for Postal Exccllencc" observed in 
1988-89 that many of the ncww organisatiom had responded to and accepted 
modern technology and methods of work, but the postal service because of its 
colonial origin had continued without much change in its early work pracdccs. The 
Committee noted that the postal servicc failed to (a) attune itself to the changing 
needs of the various segments of postal users; (b) increase the productivity of 
postal employees in the context of increasing man-pow costs and availability of 
nc\v technology; and (c) respond to thc low morale of thc postal employees who do 
routine manual jobs which offer no chancc of upgradation of their skills and 
scl f-devclopmcnt . 

- ~ L * ~ h i ~ ' u ~ j v t ? s  30 7 Since the timc of thc Postal Exccllcncc Conimittce, thcrc has bccn a 
planned cffort to modemisc the postal systcm. Bcgimiing,with S p a  Post on 15th 
August, '1986, a number of new scrvices and strategies havc come into operation. 
Introduction of automated mail processing, computerisation of countcr and other 
opcrations, including Hybrid Mail and Satellite Monq Ordcrs, value added 
mites; dedtcated transmission channels for Business, Metro and Rajdhmi Mails. 
ergonomics and other technology inductions arc outstanding instanccs of thc efforts 
to meet thc modcm markct chdlcngcs. 

S ~ K W ~ ~ ~ J S ~ ~  30.8 
"M~rove'"e'J' 

On the servicc front, aspirations of the users with rcspect to postal services 
i d  to be met without dislodging thc social objectivc. Agc-old practices rcquirc 
a frcsh look towirds modcmisation and cficient postal scrviccs. There is. 
d i m i b l e  anxiety to mcct LIE cnicrging markct challciiges in the facc of a growing 
pcrception that the postal services hnvc not bccn ablc to ma3 thc.cver increasing 
demands of postal trafic. Tlicrc is substantial cvidencc to suggest that subsi& 
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?O.O Rmgnising thc nccd for c1iangc.w cngagcd thc Faculty of Managcniciit 
Studics. Univcrsity of Dclhi. to studi thc arcas of rcstructuring in tlic postal 
scrviccs. with a vicw to idcntifying its strcngths and \vcakncsscs in tlic face of 
changing socio-ccononiic sccnario and cmcrging pattern of dcniands for poslal 
scmiccs, aid suggesting allcmativcs to thc csistiiig structurc and functions and the 
changes ncccssar) for providing accuratc, speed!,. cost cflicicnt and 
customcr- fricndly postal senriccs. including nicasurcs to optimisc thc manpowr 
dcploycd in thc Postal scrviccs. 

/~i.~'o,N,J1r.ndr';~J~.\ 30. I0 Thc Consultancy Study obscncd that though thc postal network in India 
is onc of thc largcst in thc world with a pcnclration that is ividc and dccp. its 
capacity as a nctwork to copc with thc cmcrging scnicc dcmands in tcnns of 
magnitudc, rmgc and quality is currpntly undcr doubt. Rising costs of opcrations 
and cscalating nccd for budgetary suGsidy arc ncither ncccssan nor dcsirablc. The 
Dcparlmcrtt is showing cvidcncc of swain and overstretch. It is currcntly facing a 
crisis of mismatch of two major kinds - first, its currcnt compctcncc and attitudc 
on Lhc onc hand, and the niagnitudc of growing dcmands on thc othcr; and sccond. 
its ovcnvhclming prcoccupation with thc familiar scniccs at low cost and falling 
Ic\*cls of eflicicncy on thc onc hand. and a fast growing. highly dctnanding and 
considcrably lucrativc cmcrging markct in thc urban busincss sector on thc othcr. 
I t  further notcs that dcspitc the cfforts at modernisation and introduction of 
strategic changcs in a;;: reccnt pat,  thcrc is still substantial scopc for optiniisation. 

( I !  r b .  .%JtcfI' 

30.11 Thc study has niadc scvcral suggestions on rcstructuring thc postal 
services. These have taken into account the need for eliminating obsolctc and 
incflicicnt units.. mating ncwr  ones for morc cMicicnt and clkt ivc functioning 
and acqlliriiig ncw capability to scntc cmerging nccds, as also rcorganising thc 
organisation's nianpowr structurc. We haw kcpt in vicw thc suggcstions niadc b\* 
the Consultanq. Study in making our rccommcndations. 

I RECOMMENDATIONS FOR STRATEGIC CHANGE 

/ ' I?(  14 5 l#1 30 12 As our major focus IS on pcrsonncl. \vc would Iikc to takc up 
pcrsotincl-rclatd issues first The attempt hcrc should bc to rccruit thc right kind 
of pcrsons to Lh.3 vmouus jobs lbc) iiccd to bc youngcr In agc. more cducatcd and 
a largcr prantitgc of thein should bc sclcctcd on mcrit rathcr than mcrc seniority 

I'cr w i t i d  
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.lo. I3 \-C'C IIOIC t k i t  IIO ciircct tccrtiitt\iciIt takcs 1jliic.C iit ;\ti\ O I I I I L '  opcrat:\c 0 1  

liiglicr Icvcls hcttvccii I'ost;iI/Sortin_c Assistants ( Ks 97C-. 1000) atid tlic Itdti i t i  

l'istal Scnicc (iroiip A (Ks.2200-4000). thouglr sci~cral funciioiial Ic\.cls csist 
'I'lw: cqxmtrvc cddn: of I'c~tal/Sbi-tiii_c Assistants providcs for dircct rccruitni*nt 10 

thc cstcnt of 50%. \\hilt Postinastcrs. Inspcctors and Postal Supc'ititci~d~~i~s itrc 
nxniitcd aitircly dircuigh dqiarliiicntal channels. 'IXc Third CPC. \vhiIc obscrwng 
dic I& for grcatcr clr?cicnc!* in tlic PRT scrviccs. rccommcndcd rcduction of llic 
prqiimtion quota from SO to 2 5 5  at tlic clcrical Icvcl atid introduction of dircct 
rccruitnicnt to thc tunc of 25'X at thc Icvcl of Inspcctors, subjcct to iniurovaiicnt 
of pay scalcs for tlw lattcr. 'IIc Fourth CPC also obscrvcd a siniila: nd and 
mtimlcldcd itti clcnicnt of dircct rccruibiiciit both at tlic Icvcl of Inspcctor as \vcll 
as at Postal Supaintctxicnc's Icvcl. to iiicct opcrational clrtcicncy and flcsibility i n  

dcploynicnt . 

30. I4 The Cotisultmcy study has suggcstcd that ~ t h  changcs in uscrs' dcniatid 
pcttcms and tlic Dcpartnictit's ongoing cllbrts at modcrnisttioii and 
rc-organisation. thcrc is an iirgcnt iiccd to bring down thc agc profilc of thc 
workforcc. and raisc llic cntn  Icvcl cducritional standards. talcnt and innovative 
capacity.. It has also suggcstcd scgrcgatioti of cntn via thc Extra Dcpartmcntal 
Agctits routc. Sincc almost XO'%I of thc cniployccs risc to highcr Icvcls through 
Intcrnal mcchanisnis, this rcsults in a larger part of thc organisation rcflccting an 
agc prolilc dcvoid of frcsh. young and conipctitivc talcnt from thc opcn niarkct. 

30 15. We, accordingly, recommend that direct recruitment at the entry 
kvel  below that of  Postman may be kept at 100% with a minimum entry level 
qualification o f  8th Standard. Postmen/Mail Guards may. be recruited 
directly from the open market to the extent of 25O/u with at least matriculation 
qualifications, the remaining 75% being recruited through the existing 
mechanisms As thc Dcprtmicnt has cmbarkcd on a long tcrm modcmisation and 
computerisation progrmmc, direct recruitment at the level of PostaVSorting 
Assistants may be retained at SO%, as at present, with the ectry level 
qualifications being raised to 10+2 standard with knowledge o f  typing and 
computers. In the interest of  procuring the best possible talent from the open 
market, the induction should be through a competitive examination. Further, 
one more level o f  such recruitment being absolutely essential, direct 
recruitment to the extent of  33-1/3% may be introduced at the level o f  
Inspectors with minimum entry level qualifications of Graduation. This 
recruitment can be made through thc Inspectors' Grade Examination 
conducted by the Staff Selection Commission annually. The remaining 
66-2/3% vacancies can be filled through tbe existing mecbanisms. 

-30. I6 Thcrc is a dcmrmd for upgradation and nicrgcr of lnspcctors in thc Postal 
and RMS Branchcs intcr-se as also mcrgcr at thc highcr Icvcl of Assistah 
Sugcrintcndcnts in both branchcs. Whilc thc Consultancy study has suggcstcd 
mcrgcr of these two strcanis with that of Supcnisors. it has also pointcd out that 
due to non-availability of tinic-bound promotions to inspcctors and placcnicnt 
bclow thosc the!. supcnisc thcrc has bccri an crosion of supcn~sop authorit!. 
Supcrvisov function in thc postal scrviccs iiccds to bc improvcd. Inspectors 
constitirtc thc key pcrsonncl in this rcspcct. Thc ncglcct of this catcgon. lias'bccti 
costly. Thc Dcpartmcnt has suggcstcd that lnspcctors n& to bc upgradcd to 
rcstoi'c thc conunaiid structurc and that. Supcnisors king cnicial for continuity in 
opcriitivc iwrk. should be kccpt as II distinct strcclm Mcrgcr of the Irispccto~i~r! 



cidra shcdd k- ~ f l i k ~ t d  (XY\\LYI~ t l ~  l’<JstiIl ~ I I I ~  KMS Ik;l1ichcs. IIIC ’l’hlrd ( ’ I ) ( .  
did not iavour nicrgcr as the I\\O sidcs c a r d  diftcrcnt naturc 0 1  dutics Tlic 
I:ourth CI’C considcrcd thc qllcstion of nicrging 1101 only tlic Iiislxxt1)rs hut also 
Postal it Sorting Assistants iIs \vcll. It fclt that ii;stc;rd of n picrc-mcal n~id  
fra&mtcd approach. cadrc rcstructuring should bc comlirchcnsivc to Iikc carc ol’ 
all rclmmt aspats and safcguard carccr intcrcsts. Howcvcr. I I  did not rcconiiiicrid 
any.nlagr ofthc tuu branchcs. Wc obscntc that tlic lbllo\ving liispcctorial posts 
csist in thc two branches:- 

PAY -SCALES POSTAL BRANCH RMS BRANCH TOTAL 

Rs. 1640-2900 ASPOs - 1,362 A-SRMS - 345 I .707 
Rs. 1400-2300 IPOS - 1,905 IRMs - 173 2.078 

TOTAL. 3,267 518 3.785 

30.17 liispcctors in both branchcs form fccdcr grades to thc posts of Assistant 
Superintendents who, though functionally dtffcrcnt. mcrgc at that Icvcl. oril!. to 
form a f d a  gradc to the Postal Supcnntcndcnt Scnicc Inspcctors form thc first 
csecutr~c rung for postal and mail operations, for f d m g  thc first rung of Junior 
Managers \\hch IS common to the two Bt-mchcs. We f d  that interchangeability 
and experience in both is essential to be effective as Junior Managers, and 
accordingly recommend that Inspectors of Postal and RMS branches be 
merged into a single cadre. Consequently, the promotion level of Assistant 
Superintendents in the two branches will also be merged 

30. I8 Time-bound pmmdions provide adcquatc carccr growth opportunitics for 
the opcrativc personnel upto HSG-11, and thcreaficr, vacancy bascd promotions to 
HSG-I and a 6% csamination channel in the Postal Supcrintcndcnt Scnicc. 
Bccausc of highcr qualifications and skill input rcquircd at cntry. that we havc 
suggcstd above, NC also m g n i s e  thc nccd to place such cntrants at a highcr cntry 
Icvcl pay-scale. We have kept this in view whilc giving our rccomnicndations on 
thc revision of pay-scales, . .  in thc rclcvant chaptcrs. 

30.19. nc Postal Federations havc also dmandai introduction of a fast track for 
the meritorious and qualified pcrsonncl .in the highcr echelons of thc middle lcvcl 
opcrativc structurc. Thc Dcpartmcnt also fcels that such a mcchanism will bc 
csucmcly uscful in thc mattcr of flcsibilit?’ to mcct compctitivc markct dcmands. 
as also man the critical arcas with thc b a t  availablcralcnt. Wc arc of thc opinion 
that such a mcasurc will go a long way in rccognising cxccptional talcnt and 
improving cficicncy in thc pcrformancc of thc postal scrviccs. Gcncrally, thc 
Dcpartment has a systcm of examination for internal rccruitmcnt to thc gradc of 
PostaYSorting Assistants and Postal Supcrintcndcnt. 50% of thc vacancics in thc 
fonncr padc arc filled by dircct rccruitmcnt. 75% of thc vacancics in thc gradc of 
Supcrintcndcnt ~ I C  fillcd by promotion and 6% through dcpartmenial examination 
of  s u p c h ~ s o y  operativc staff. Keeping .in view the above position, we 
accordingly recommend. that the vacancies under the Departmental 
examination system ‘for the levels of PostaVSorting Assistants and Postal 
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Superintendents hc ix~served to the extent of 50% and 19%. rcslw.ctivcly. for 
such a fast track. 

.Wiw # I I ' ~ # J J . \  3). 3) Shortqys of aianlmvcr have ol'lcn been citcd as tlic siiiglc largcst factor 
alKxti.Iig tllc clriicnq oftllc Postal stmias. 'Ihc tMaratJic 'fimc Tcst is a standard 
> ardsticli dcvclopcd hy tlic lkpnrliiiait of Posts siticc 195 I .IC asscss manpow: 
rcquircmcnts in the post and mail olXccs Posts arc "crcatcd" bascd on tiianlliours 
mcalod by thc tcst. Thc norms arc also citcd to justify manpowcr shortecs. 'Ihc 
con'sultincy study has suggcstcd that thc norms and productivity mcasurcmcnls 
should bc mahc upto-datc to.dctcnninc mcaningful stafing pattcrns and cffictcnt 
cvaluation of pcrformdncc. Thc study has furthcr point4 out that dcspitc thc 
c'sistcncc of norms n6'action is initiatcd at tcsting actual pcrfonna.ncc. csccpt iwthc 
KMS through pcriodic tcsts for iticrcmcnt and cflicicncy bar. in thc first tcn !cars 
of a solids scrvicc. Manpowcr shortagcs arc. thus, citcd as a blankct thrust arca 
Tor improving cflicicncy. Thc Dcpartmcnt nccds to follow a morc rational 
approach bascd on an objcctivc asscssmcnt of nccd, and also find nc\vcr tvays. 
through modcrnisation, computcrisation and rcorganisation for improving 
cficicncy. Thc norms nccd to bc updatcd and rcsct. Thc old norms bascd on thc 
Mmthc Timc Tcst havc lost their rclcvancc, and arc now only hclping thc staff to 
obtain overtime paymcnt cvcn when it is not justificd.. TCc Dcpartmcnt's vic\v IS 

that modcmisation- and mcchanisatjon cfforts haw b a n  initiatcd to nicct 
rcquircmcnts of cficicncy. Thcre is nccd for changc in work culturc. upgrading 
skills and Iadcrship at supcnisory and managemcnt Icvcls, and making ficld units 
sclf-suflicicnt. Wc find that with- the cmcrgcncc of automation, computcrisation 
and modeinisation, not'only ham the norms become outdatcd, but cvcn for csisting 
mcthodologics no new norms havc bccn.dcvclopcd. Thc inhcrcnt dysfunctionality 
is manifcst 6 thc fakt that they arc based on "timc" rather than "piccc". 'Timc takcn 
for a transaction is d i f f m t  for differenl persons in a given technology, but it could 
v a v  for the same sd of persons using diffcrcnt tcchnologies. Conscqucntly. piccc 
rates havc to be conditional on thc spocifications of tcchnolo~. The knns also 
do not provide'for constant improvement over a period of time as the skill of thc 
\vorkcr improves with experience. There 1s an urgent need to redefinc the basis of 
the norms as also the iKwms thcmselvcs. To begin with, theMarathe Time Tests 
should be shelved wherever newer methodologies of transacting business 
have been evolved. Piece-based manpower requirements may be evolved by 
engaging independent consultancy, if necessary. Tlic revision of norms milst 
incorporate a factor for upgraded $dls by cxpcricncc as wcll as training in nciv 

'tcchnologies. These norms can, thus, be used for staffing to mcct traffic 
rcquiruncnts and \;orking out inccntivcs for higher efficiency. The'higher norms 
should be used at successive-stages bf assured-career progression. 

.S<WII )?~ sc'n7Cc'.~ 30.2 1 A ~ k g  thc operational arcas of the postal scrviccf, sorting has bccn 
a major conccrn with thc managcmcnt as \\.ell as staff. Whilc thc Fcdcratioiis'of 
Postal Unions have dcniandcd .rc-opcning of Sorting Sections, the Consultancy 
Study has suggcstcd scparating thc sorting functions from othcr postal functions 
by. rclocating them at morc suitablc suburban locations in ordcr to pool thc 
rcquircmcnts and for spccdicr sorting through mechaniscd mcjlns. It  will also bc 
conducive to the mcrgcncc of a ncw physical layout and ofice cnvironmcnt so as 
to cnsurc an optimal rcstructuring. Both suggcstions in fact tun in diamctrically 
oppositc dircctions. Whtlc thc formcr suggests mobilc sorting & running trains, 
b e  latter specifically dcsircs to scparatc thc sorting function from thc Post Ofliccs 
ui fvour of siiburbw (but stn:ionuy) rclocalion. Till 1084, thc process of soning. 



roiitaig aid tJiMistiiIsst<wt \\ils ills0 ~ W C  0 1 1  I U I ~ I I I I I ~  Iriliils tlirotigli sets 01' tr;i\vlliiig 
mail pcrsonncl known as "Sorttiig Scctions" On a rcorgaiiisa1ion o f  tlic sorting 
pttcrti. tbc I)cpar[miciil abolislicd sorting \cork OM riinnirig traitis: coticc1itritIltig 
it at stationaq locations iii tlic csisting "Mail Oiliccs". 'I'hc DLlpartiiictil ncitlicr 
favours rcopcniiig of sorting. scctions, as the sorting pattcrns havc iuidcrgwic 
substantial changcs, nor separation of sorting function fiotii thc Post Oficcs. as 
both mcasurcs would lcad not only to furthcr delays in iiiail transmission and 
dcli\.cry, but dso rcvm a conscious dccision takcn for improving cfficicncy Wc 
fcd Uiat &lay in mail t r d s s i o n  and dclivcn cannot bc assigricd to tlrc abolition 
of crstwhilc sorting 'scctions. Dclays.takc placc duc to missorting. misrouting or 
misscnding, which an: all mtifiablc by bcttcr supervision rkhcr than by sorting on 
running trains. Routing and transmission is still donc on running trains by handling 
only cldscd bags through "Transit Scctions". 'Morcovcr. running trains arc 
unidircctional and mails arc scnt cntircly prc-sortcd for dcstination mail offices. 
instcad of thc carlicr- systcm of loading unsort~d mails in "Sorting Scctions" 
Rcopcqini Sorting Scctioiis will also involvc substantial additiotial manpoiccr. 
We, therefore, do not recommend' such a measure. On thc qucstion of 
rclmting thc sorting functioi. wc obscrvc that sorting and transmission is alrcady 
spccialiscd and conccntratcd in RMS for dctailcd sorting purposck Post Ofliccs 
arc cngagcd only in prcliminary scgrcgation of mails for facilitating the dctailcd 
soriing i t  RMS. In h c  proceSs, about 40% of postal articlcs gct finally sortcd out 
for dclivcry dcstinations without intcncntion of RMS. .Lack of mcchanisation is 
no1 duc to nonanccnmtion of arliclcs. but niorc bccausc of non-standard sizcs of 
postal articlcs and inipmpcr pin-coding. Shilling sorting work from Post Ofliccs 
to suburban spccidiscd Mail Oficcs will introducc an clcnicnt of in-built dcla!. in 
transmission liom collection ccntrcs to suburban locations and back. Sorting and 
trmsrr\lssion has necesssuily to bc locatcd closcr to modcs of transport. mainly thc 
Raihvays and Airlincs for spced. We do not agree to the suggestion for 
relocating the sorting function. 

. . J ~ ~ , ~ ~ ~ ~ ~ ~ ~ n r ~ ~ ~ ~ ~ . ~  30.22 Demands and suggestions havc also b a n  niadc in rcspcct of thc Agcncy 
functions of Savings Bank and Postal Lifc Insurancc, and for Lhc nicrgcr of thc 
National Savings Organisation with thc Post OfIice Savings Bank. Thc Postal 
Fedcrotions-have dcmandcd scparatc cadrcs for thcsc ficlds of acti\'ity. with pay. 
allo\vanccs and scrvicc conditions coniparablc to banks and Public Sector Units. 
on h c  ground that thcsc arc spccialiscd functions and thc work is not dissimilar to 
that of such organisado&. Postal Assi,stants man th: Savings Bank and PLI .setup 
at the operative cnd. Thc formcr arc postcd on thc basis of an aptitudc tcst for 
Savings Bank and arc paid a spgial allowance of Rs.60/- pcr month if fully 
cngagcd in .savings bank work. and Rs.301- per month if partly cngagcd. In thc 
PLI, busincss is canvasscd through spccially cngagcd Dcvclopmcnt Oficcrs rroiii 
among PostaVSortiqg Assistants with 5 ycars' sclvicc on a 5-ycar tcnurc. The 
Department of Pasts has obsenrod that sdicicnt number of voluntccrs for aptitudc 
tcst ~d posting in SB Branch arc not forthcoming and officials not qualifying thc 
tcst arc postcd for SB work, thus rcndcring thcm incligiblc for thc allowancc. 
Thcrc Is  also a Savings Bank Control Organisation which carrics out concurrcnt 
intcmal audit of thc SB transactions of thic Post Ofliccs. This is also maniicd by 
Postal Assistants. l'hough thc Dcpartnicnt agrccs that work in thc SR Branch is 
comparati\dy niorc coiiiplicatcd, skillcd and risk-pronc, it is riot in favour 01' 
constituting a scpawtc @drc,.b.ut has suggestcd grant oCallo\vancc to all opcrativc 
mid supcrvisoc pcrsonncl 'doing SR work at highcr ratcs in thc cxisting 
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;iri i11ig~tiict11 1 0  aiiract siillicicii~ SIi i f f  Ncitlicr ~ O C S  II I;l\.olir a st'l)iiriltc Ciitiit* 01' 
1'1 , I  t11iiiipo\\cr WC iigrcc \\ it11 Ilic *;ic\\p<>ilit c\prcsscd I?\. t h ~  Ikparttiicnl 111 iIb 

niucli as LIE stall'iii tlicsc tno units arc conccriicd We accordingly recommend 
grant of higher allowance to attracr Postal Assistants for the aptitude test, a s  
I substantial number of these personnel would also be engaged in work other 
than Savings Bank while working at Post Office counters. The SB incentive 
may be raised to Hs.150/- per month for staff fully engaged in SB work; and 
Rs.YS/- per month for those partly engaged. Staff in thc Savings Banh Coiitrol 
Organisation wi l l  not bc cltgtblc foi this allowaricc as t h q  arc cngagcd onl! iii 

concurrent intcnial audit. without actually pcrfonntng the savings bank fliiictioii 

'rhc csisting arrangcnichs for Postal Li fc lnsurancc arc sufficicat and no changc 
is  c;illcd for 

3 0 : 3  As rcgards nicrgx ofNationc?l Savings Organisation with thc Post Ollicc 
Savings Bank. wc notc hat Ihc t\vo fuictions arc cntircly diffcrcnt. Whilc thc Post 
Ofiicc performs the task of Savings Bank only as an agciic! function for 11ic 
Minis@ of Financc, thc National Savings Orgaiiisation is a subordinatc ofiicc 01' 
thc Ministry o\wsccing the rnobilisation of small savings and dctdoping 
programmes and schcmcs for tlic purposc. Thc ccntral rolc of the Post OFTcc in 
the cconbmy is that of a carricr and distributor of mails. Thc agcncy function IS 
cntrustcd to it only bccausc of its estcnsivc network and rcach. We do not feel it 
desirable to saddle the Post Office with resource mobitisation functions in 
addition to those it already handles. 

30.24 Dcmands in various mcmoranda havc voiced concern o\w tlic 
"loss-potential" of the Postal scniccs in thc csisting pricc and traffic ii~anagcmcnt 
rcgiinc, leaving virtually no room for manouvcrability to tap commcrcial potcntial. 
Thc Consultancy study has rcconuncndcd \hat tlic postal scrviccs must havc niarkct 
orientation and cost consciousncss in ordcr to sun'iw as an cfficicnt and rcspcctcd 
scrvice agcncy. It has pointcd out that thc Dcpartment's finances arc o\.crstretciicd. 
and thcrc is lack of clarity in the cotnnicrcial and social ob.jcctivcs of thc 
Dcpanmcnt. Thcrc is an inhcrcnt mechanism in thc system to incur losscs in thc 
namc of public senicc. Thcrc is a mismatch in thc Dcparcment's ovcnvhclming 
preoccupation with thc familiar scnices at low cost and falling levels of cfficicnc!. 
on the one hand and a fast growing h!ghly demanding and considerably lucrative 
cmcrging. market in thc urban business sector on thc othcr. The .study has 
suggested thc setting up of a permancnt Tariff Committee and a Stratcgic 
Managemcnt Group to go into thcse twin'areas. The Dcpartment fccls that the 
scnrices haw becn subsidized by keeping tariffs artificially low, and post officcs 
opened with an in-built clcmcnt of "permissible limit of loss". The Department is 
already siczcd of the problcm and has endcavourcd to bridge tho rcsourcc gap b\. 
optimising productivity. Rccogntsing thc cxistcncc of commercial potcntid in thc 
postal scn.iccs, w e  arc convinccd by the argucmcnts put forth by tlic Consultants. 
Thc usc of post cards bj. cnmpcting tdcvision channels to market thcmschcs for 
largcr vicwcrship is a classic casc of dkcrsion of subsidy from social objcctivcs to 
commcrcial usagc. Thc problcm rcquircs solution in tcrms of both costs as wcll as 
tariffs. Sccrctary (Posts). during official cvidcncc. was of thc vicw that thc t ~ u  
csisting posts of Assistant Dircctors Gcncral in thc Costing and Ratcs iiiiiis 
manned by pcrsonnci of thc C:cntral Sccrctariat S c n i x  wcrc sufficient for thc 
purpose. Bcsidcs. thcrc \vas oiic post of Assistant Dircctor Gcncral (Statistical 
'IJiiit) cncndrcd in t l i c  Ii:dian Statistical Scnicc, along with indcpcndcnt CSS and 
statislical staff 111 cncl: 0 1  tlicsc. We suggest .that the Department slioiild 
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cxaniine the feasibility of cncrdering tlic posts of the Costing and Rrtcs tinits 
in the Indian Cost Accountants Service and reorganise the threc hithrrto 
separate units into a professionalised Costing Unit headed by a JAG Ofliccr. 
responsible dircctly the Postal Services Board through the Senior Ikpu:y 
Director General While them may be no need for a separate and pernianent 
l a r i f f  Committee, the Postal Board itself should perform this function 
through greater autonomy for all areas of  postal services catering to a 
"mrrket". Market orientation should be directed at the free play of  the 
forces o f  demand and supply and economic decisions based thereon. We 
recommend a one-time high-powered Tariff Committee to go into areas of  
business that the Postal Bard can be fully vested with for the purposes o f  
commerce-based tari f f  fixations Thc constitution of a Busincss Planning 
Lhnxtomtc, in our V I ~ V .  IS a suficicnt bcginning towards a Stratcgtc Managcniciit 
Group. which must comc lion1 within the Organisation 

( ' o ~ t i m . : d  

t 'atetitid. 
30.25 This brings us to thc question ofcornmcrcial potcntial of Postal scn4ccs. 
Thc Consul&cy study has idcntificd ii vast commercial potential in thc ficld of 
Spccd Post, Postal Lifc lnsurancc and Busincss Mails and has suggcstcd 
corporatisation of thcso vcnturcs for tapping thc potcntial, It has also suggcstcd 
privatisation of* ccrtain opcrations not only for rclicving (iovcmmcnt of aiiy 

conimcrcial activity as fas as possiblc. but also improving cflicicncy and 
productivity and reducing thc si7x and prcscnce of thc public sector for savings of 
rcsourccs It has bccn ablc to'find only marginal cvidencc of privatisation in other 
countrics. Thc stud!, suggcsts launching of a rctail privatc nctwork for salc of 
st,mps and stat ionc~ as the rate of growth of Post' Oficcs has dcclincd during thc 
last fivc !cars and counter facilities arc now located at considcrablc distanccs. 
particularly in ncy satellitc townships. It has also suggcstcd rcvival of privatc 
booking of Rcgistcrcd and Spccd Post Miclcs through authoriscd agcnts for 
rcducing countcr prcssurc and to providc cffcctivc cdgc in cflicicncy and 
availability of Postal scnices. An innovativc mcasurc to augment delivcn. 
cfficicncy has also b a n  put forth. Thc study fccls that privatising all dclivcn.. 
csccpt Moncy Ordcrs, Registcrcd and insurcd articlcs. on commission basis has 
substantial potential for bringing about cficicncy and cffcctiveness in dclivcry 
work. The Secret-. Dcpartnicnt of Posts. during oral hearing bcforc thc 
Conlmissioq favourcd autonomy in ccrtain operational arcas. likc Spccd Post and 
Philately. for generating rcvenuc through commercialisation. Hc did not, howvciw. 
lavour coryoratisitig Postal Lifc lnsurancc and Savings Bank bccausc of legal arid 
other complications. The Departmcnt of Posts providcs a social scnicc. Ccrtain 
functions; likc stamp vendmg and convqancc of mails. had alrcady bccn in thc 
privatc scctor to a p a t  extent. He fclt that reliability was a prime considcration 
in thcsc niattcrs. Privatisatlon could bc tricd out in  sonic scniccs. Conipctition 
in dcli\c& oftnails could bc introduccd. though it rcquircd amcndmciit of thc Post 
Office Act, which postulated transmission and dclivcry as a inonopoly function 01' 
thc Govcmncnt. A licencing proccdurc could bc introduccd, along with a 
regulatory authority. Wc arc inclincd to acccpt .the suggcstions niadc. Speed Post 
and Philately may be corporatised for greater autonomy and marketability. 
Thc Dcpannicnt must, ho\vcvcr. lirst ctisurc availabilit\. of funds for capital 
invcshcnt and tcrminal bcnefits to bc paid to Govcrniiicnt cmplo>ccs on switching 
ovcr to a Corporatc sct-up. Sale of stamps, stationery and postal orders niay 
be considered for organising through a retail private network. Clearance of 
letter boxes, conveyance of mails and delivery of articles not requiring proof 

('rwpiirtiti.wtiiwr 
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of delivery tilay also he considered for private participation, cxpcrimentally, 
if necessary, tlirougli contractual arrangements. ‘I’hc system of Licensed 
Postal Agents, that existed upto the late 1980s niay be revived to augment 
counter facilities with the long term objective of restricting sale of stamps and 
stationery to the larger Post Offices which will stock them for distribution to 
agents. Privatisation of delivery through sponsorship, Single-point delivery 
o r  private agencies may be considered on experimental basis in newer 
delivery areas, where redeployment i s  not possible, at least o f  all mails for 
which no account is  kept during the course of  postal transmission. The 
scheme, if successful, can be gradually introduced to other centres. Thcrc arc 
othcr arcas where privatc contracts should bc adoptcd for optimising thc SILC of 
Go\ crnment machincry i n  thc Dcpartmcnt These are canteens, security, 
cleanliness, and gardens. Isolated posts such as carpenters, electricians, 
painters, book-binders, etc., handling services freely available i n  the market 
should atso be abolished in favour of such open market facilities A scparatc 
cstablishmerit is not considcrcd ncccssan for thc purposc 

O h * r  m ( i . y . /  

i ~ptitiriscirioti 
30.26 Thc qucstion of optimising tlic Sixc of Govcrnmcnt machincn has bccn 
considcrcd in consultation with thc study group and thc Dcpartmcnt of Posts Thc 
study group has suggcstcd that Mail Motor Scrvicc and Postal Civil and Elcctrical 
Wings should .bc disbandcd. Thc formcr is a costly drain on thc Dcpartmcnt’s 
rcsourccs, with difficultics in gctting qualificd pcrsonncl to run thc services. Thc 
lattcr had no logic at thc stagc of its crcation and its idlc capacity is also a drain on 
rcsoucccs, not justifying its codribution in tcrrns of architccturc, layout and quality 
of construction. Thc Organisation also supports a Postal Machines Rcpiir 
Organisation (PMRO) for scrvicing, rcpair and maintcnancc of postal rnachincs 
and a printing press at Bhubancshwar planncd for catering to the form-printing 
icquircmcnts of postal circles in that rcsion. 

:\ fiii/.\ hJlor 30.27 Thc Mail Motor Senicc (MMS) cmploys a total of 2847 pcrsoruicl, of 
\\.horn 18 are automobilc cnginccrs at Group A ldvcl. The Unit convcys mails 
bctween Post Oflices and Mail Offices within Imal limits of cities. Thc largcr 
units include in-housc rcpair workshops. It has 1 I03 whicles spread ovcr 9 I citics, 
largely metropolitan t o w s .  Inter-city mail conveyance is already privatiscd to a 
considerable extent. During oral cvidence, Secretary (Post) informed that MMS 
is already frozen and IS being phased out. We note that MMS conveys about 8% 
of thc total traffic in postal articlcs. It is cxpcctcd to providc reliable time-specific: 
intra-city mail movcrnent, and also remain availablc in restrictcd, congested and 
security-sensitivc arcas. We arc aware that even thc Policc Departments arc now 
resorung to regular private conveyahce of personnel and goods. There is no reason 
whj,. private convyancc of. mails cannot be organiscd on similar terms. We 
accordingly recommend that the Mail  Motor Service be disbanded in a 
phased manner city-wise, within a period of five years. 

.St*n.icc 

i’md (. ‘ id jj‘itig 30.28 The Postal Civil Wing looks aftcr Ihc construction, rcpair and rnaintenancc 
nceds of real estatc of the Postal Dcpartmcnt, comprising ovcr 26,000 opcrativc 
buildmgs and staff quarters. It also assists thc Dcparlmcnt in fair rcnt assessnicnt 
of ovcr 24,500 rcntcd buildings all over thc country, including tliosc in thc rural 
inkriors. The Wing is actually undcr thc administrativc control of thc Dcpanniciit 
of Telecommunications. Thc Depannicnt of Posts only maintains a skclctal sct-up 
of I72 t staff and ofliccrs for both Civil as ivcll as Elwtrical works. Thc existing 
sctup swnls quite ixicqmtc trir thi. purpose allocatcd to thciil and ins!' be rctiiiilcd. 
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GENERAL INTRODUCIION 

/iis:wicti 31.1 Tchmunication (Tdccm) -scrviccs cbnstitutc a basic nccd for 
nacAR*owHd a modern dewloping socicty. With the bifufcation of the erstwhile Post and 

Telegraph Dcpartment in 1985, and- the emergence of the Dqartment of 
Telecommunication (DOT) therefrom, the tchxom scctor has witncssed rapid 
organisationai a;ld techno1ogical innovations and changes. AL the ,timc of 
bifurcation, thc services wcrc minimal, providing basic telephony, telegraph and 

seqIces. In April, 1986, thc Mahanagar Tclcphone Nigam Ltd. (MTNL) was 
- c i v ~ d  out as a PSU, for d~vc~opment, opcration and management of telecom 
sa\.ioes in Delhi ad Mumbai. The Department was furthet res t~~tured  in 1989. 
with the constitution of the Tclecai~ Commission. 

Sue c#:/te 31.2 
sen'Jc''3 

Thc personnel manning the Telecom services are organiscd into six 
kt ional  ~TCBS, namely Telccom Engineering, T+com Trafic, Building Works. 
Accounts and Finance, Telccom Factoncs and Witelms Planning and 
Co-ordnation. In the first five arcas the Telecom is distributed group-wise as 
follows:- 
FUNCTIONS GROUPS TOTAL 

'I'elecomEnge and 3 ,&7 14,500 2.58.870 88,077 3,65,114 
Traffic 

A B C' D 

Accwnls & Finance 509 3,303 2.810. 6.022 

Ikilding Works 463 795 2,656 3,914 

4,713' 18.703 2,665540 93331 342,087 T* _.---.. 



Scri.rc cs i ' r ~ ~ t i i h l  3 I , 3  With an assot basc \*iil1lcd ;it Ks 23.000 croic'b. l '~l~coi1i scr\'iccs 
/ I ,  ; ) , I ; ,  providc T~lephoiic, Tclcs. Tclcgraph aiid lii1iichiscd \.;iluc-add~d scr\.iccs. 'l'licsc 

scniccs covcr all thc 3OU citics and 4080 toivns in thc couiitfi~ ias pcr I00 1 cciisiis 
Ccllular Mobilc'smiccs, Radio Paging Scrviccs. Electronic Ma!]. Vidcotcs, Vidco 
Confcrcncing. Voicc Mail, Morning Alarni scrvicc and othcr \.nluc-addcd scniccs 
arc madc availablc through a fraiichisc systcm run by privatc opcrators. Smooth 
functioning of all radio communication scrviccs and usages i n  thc country is 
cnsurcd by thc Wirlcss Planning iYr Co-ordination Wing as tlic national Radio 
Rcgulatq Authority. Two training ccntrcs (Ghaziabad aiid Jabalpur). 6 Tclcconi 
factories. Civil and Electrical Wings, a Qualit!. Assurancc Ciiclc. Tcchnical and 
Dcvclopmcnt Circlc and an Accounts and F.inancc Organisation providc captivc 
support to thc tclccom opcrativc scrviccs. 

7%1. Tl*lecol,l ? I  4 Thc Tclecom Commission is tlic apcs polic! making bod! I'or thc 
Tclecolli scniccs Thc scrviccs arc organiscd into 19 tcrritorial Tclccom Circlcs. 
aiid 4 Mctro Districts. cach hcadcd by a Chicf Gcncral Manager. lor installniion 
and maintcnancc of asscts othcr than thc rcgional and inter-rcgronal long distrlncc 
nct~vork Apart from thc terntonal circlcs, thcrc arc 4 scparatc fuiictional circlcs. 
onc cach for installation and maintcnancc of long distancc nctnorh organiscd on 
rcgronal basis Telephony is provrdcd through 20.356 tclcphonc cxchwgcs. 
connccting 1 19 25 lakh Dircct Euchrlngc Lincs (DELs) 99 1 Dcpartnicntal 
Tctcpph ofliccs. 44.054 coiiibincd Post and Tclcgaph officcs and I032 Tclccorn 
Ccntrcs run tlic Tclcgraph scrvrccs. handling 01 cr 009 lahhs inland tclcgranis 
annually Tclcu seniccs arc providcd through a nctnork of 412 c\chnngcs 
handling 47.16 1 working connections Fully autoniatic intcmational T c h  scn iccs 
arc availablc to all Tcles subscribcrs through Gatcx at Mumbai. Chcnnai and Kc\\ 
Deihi for 238 COWICS. The MTNL providcs basic tclcphonc scn'iccs in Dclhi and 
Mumbai. as a public sector undertaking. though with its cntirc staff cornplcmcnt 
bcing part of thc Departmcnt of Tclccommunicntions 

N Z I M  O d  

1 EMERGING SCENARIO I 
Tdecorn PoliL;l~ 3 1 ,5 Tclccommunication has traditionally bccn visua'iscd as a "natural 

monopol!." bascd on voice-rclatcd iini\~crsal scnicc Thc Tclccomniunicat ion 
sector has witncsscd in rcccnt years rapid tcclinological innovations. both 
qualitalivc and quantitative. The National Tclcconi Polic!, 01' 1994 cn\.isages 
tclephoncs on dcrnand and univcrsal availabilit!. of thc scn'iccs co;.cring all villagcs 
as carly as possiblc, cnhancing quality of tclccom scrvices with thc widcst posstblc 
rangc to iiicct the ciistomcrs' dcmand, protcction of thc dcfcncc and sccurit!. 
intcrests of thc country, and opcning up scnkcs for prn'ate prlriicipation. l'hc 
tcchnology mission of the Commission aims at tapping the potcntial that this 
advancing tcchnology holds for a paradigm changc to Icap-frog into thc futurc - 
analog to digital, voice to data and basic tclcphony to valuc addcd scnliccs of \vorld 
class qualit!,. 
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Liiictiicn. \Vtrctiicti. Cable 
Splicxrs aid xgular Mnzcloc~rs 

l’cchntctans and othcr Group (“ prsotiticl 
(pkscsstng diploma 111 Enginwrtng) 

lulcphonc Operators. Tclccoiii 
Clcrks, Tclcgraphtsts. Tclcgraph 
Assistants 

’I*cIwoiii ’lcchntcal Asststants 

. 
Senior Tclccom Opcrattng 
Ass is tan ts 

Thc rcstructuring has. ho\vcvcr. not achicvcd thc cspcctcd rcsults. 
as the pay-scalcs oKcrcd in tlic rcstructurcd cadrcs arc not pcrcctvcd as attractive 
cnough to motivatc thc misting stan’ to switch owr Thc DOT has alrcady dccidcd 
to mcrgc (he Tclcgraph and Tclccom Ensinccring pcrsonncl into a singlc cadrc 

Ilkmtindv it1 

*“c.nrm’idr 
3 I .  10 Dissatisfaction with pay-scalcs and conditions of scnicc in thc changing 
cnvimnmcnt in thc Tcleconi scctor lias b a n  brought out in tiiaiioranda. both 
official’ and thosc subniittcd by thc fcdcrations. Thc cmcrgcticc of thc privatc 
scctor as a compctitivc biddcr in thc cniploynicnt niarkct in this scctor. and thc 
rcdundancy of csisting tcchnologics and opcrativcs haw rcsultcd in dcmaiwls for 
comparable pay-scalcs. thc nccd for quick training. and thc ncccssity to makc thc 
rcstructurd cadrcs morc attractivc for a rapid switchovcr. Employees in thc 
MTNL hllvc bcen gnrn lfic status of dccmcd dcputation. and thcy havc dcmandcd 
complctc parity in pay and scnicc conditions with thc public scctor. Thc pcrsonncl 
in chc Tckom Enginccring Ccntrc, Tclccom Factorics and thc Wirclcss Planning 
and Co-ordination Wing havc also dcniandcd nicrgcr with thc parcnt body and 
cadres. A lot of dissatisfaction has bccn csprcssdd in Mcmoranda rcgarding 
stagnation at thc middlc lcvcl. i.c. thc cnginccring schiccs bclo\v Group A. Thc 
Telegraph and Tclcs traffic is coming doun. Thc pcrsonncl at the niiddlc lcvcl in 
these services havc also rcprcscntcd with rcfcrcncc to thcir future prospccts. 

r 1 

I CONSULTANCI’ STUDY ON RESTRUCTURING TELECOM 
SERVICES I 

7cmi.v of 31.11 
re$eretice 

With the abovc considcrations in mind and thc dcmands madc in 
Mp~oranda, we engaged the National.Productivity Council (NPC) to carry out a 
studyon thc possibility of exploring new intiatiks to mcct the rcquircmcnts of thc 
Telecom services in thc fast changing information cnvironmcnt. Thc NPC \\as 
required to study the prescnt rolc of tclcconimunication serviccs in the Ccniral 
Govcrnmcnt and the systemic dcficicncics with thc objective of cvolving an idcal 
systcm for optimum utilisation of telccom manpower, and resolving thc duality of 
DOT and MTNL along with ways for rcmoving thc uncertainties in thc scnicc 
conditions of employees of thc lattcr. Thc NPC was askcd to suggcst changcs in 
thc aganisational structure of DOT, including norms for tcchtiical stal’f in kcxpitig 
with its actual rolc in a modern cschangc, and irnprovcmcnts in thc scnicc 
conditions and prospects of tclcconi pcrsonncl so as to cnsurc that professionals 
possessing sophisticaicd cducation and skills, who arc critical 10 the dcpartnicnl‘s 
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rcyuirciiumts. ilvc rctainod ilild do IIOI migratc to othcr scctor~.  as also It) idcalif\ 
tlwsc w h m  such criti&Ii!y da.s irot csist and flab can hc rcducd 

S u ~ ~ ~ . t n  a : / .  31.12 Thc study idcntificd four critical and intcrrclatcd factom al'kctiiig 
*curunm~~~irl~itiiwi.~ thc . tclcconimunicalioii scrvicc industty - tcchnological chaiigc, changc in mrkct 

dcmands. h g u l a t i o n  and globalisation It has also al~scrvcd4hlhat Govcmmcnt 
will havc an cnhaticcd rolc in long-tcnn planning and rcgulation of 
t c k u ~ ~ a i o n s  but a dcclining rolc in dircct provision of tclccom serviccs It 
hos polnlcd out a mismatch bctwccn the spccd of technological and markct changc 
on thc UIC h d  and thc dccaion malilng ptoccss on thc othcr. Thc cxis~cncc of too 
many 1ap-s for arriving at dccisions, thc study f i l s .  IF timc-consuming d 
unsuitcd for a conlpccltivc cnvironmcnt Suggcstions haw bccn madc by thc stud\. 
in thc ovcrall contcxt of granting autonomy and mmrcial is ing thc tclcconi 
scn'kcs at chc pmscnt juncturc Thc spccific findings of thc study hrvc bccn kcpt 
in mind while making our fccommcndations 

I RECOMMENDATIONS FOR STRATEGIC CHANGE I 
3 I I3 A n u m b  of issues havc uncrgcd UI thc mattcr of rcstructuring throushout 
thc organisation, from thc Icvcl of thc Tclecom Comfnission. d a m  to thc lowvest 
lcvcls in the hierixirchy We haw gonc into thc rolc of thc Telebm Comniission. 
its canposition and functioning, and restructuring of the opcrativc cadres UI view 

of thc parallel cxistencc of rcstructurd and prc-restructured cadrcs (PRCs) 
Duality of the MTNL human rcsowccs. norms for staffing and mention of 
"crit~cal" persoruiel through special dispcnsa~on. haw also been considered in vim 
of the commercial potential, rapidly ad\*imcinF tcchnologics (RATS), scopc for 
privatisation of the Telecom seniccs and thc pbssibilitics of mngcr of hithcrto 
scparatc cadrcs and units 

31.14 Witb the induction of new digital t&hnologies, the restructuring of 
DOT began in 1990, o r p i s i n g  its opcrative employcts into the strcams indisatcd 
in para 3 1.10, as shown in Annexe 31 . I .  Imdcquacies have been o b m c d  in 
rcstructuring, as the PRCs \vcrc pcfccivcd as more attractivc comparcd to the 
restructured cadres. Vacancics arc crcated in the new grades according to 
technological upgradation. 75% of the exchanges have ken  upgraded so far to 
absorb the fcstNctufed cadres. A largc numbcr of emploiees have alrcady bccn 
absorbad in thc switchow and a large number continue to wait kith only 26.300 
of the 80,000 qualified personnel at Group D level having bccn traincd for 
absorption. -Over2 Iakh,employccs arc still in the prc-restructured cadres. The 
Ikpartmcnt has suggostcd that thc rcstructuring has to be more attractivc than thc 
PRCs,: in or& to inducc switchover, particularly of the scniot expericnccd 
pcrsonnel. It has also suggcstcd that the Group D grades should bc abolishcd by 
merger with Group C with somc spccial dispensation for them in the- form of 
time-bound promotions, as thc number of scales availablc to th~s group and thc 
ratcs of increment are negligiblc. and thcrc are inadcquatc growth opportunitics. 
Also, whcn the scale of pay crosscs Rs. 1200 t h q  arc trcatcd as Group C and thcrc 
is a reduction in thcir rcthmcnt agc. Thc consultancy stud?. has poinlcd out h a t  
thc pcscnt job profile ih the DOT is too narrowly dcfinod. and necds to bc cnlarb.! 
\kith thc advancing tcclmlogics. so that thc number of categorim is rcduced. 
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:p*r:itrw* sitr~?’ 

Wc agwx that thc I)cl)artniciit rcquircs siibsktiitirrl flcsitdit> l o r  
quick adaptation of tlic rapidl!. advaiicing tcchnologics llic s\vitcliovcr ol‘ tlic 
csistitig Ixrsonncl niust bc as sincwth as possiblc. In i t s  rcslructuring schci~~c. of 
I9‘N. 1 1 1 ~  DOT has opcncll channcls for all Group I) cinployccs lacluding 
temporary atid rcgular “noii-matric“ Mn/.doors to bccotnc Phonc Mcchan~cs 111 
Group c‘. not laving room for any support staff at thc Group D lcvcl Wc do not 
agrcc to thc abolition of Group D. as thcrc will al\vays bc a rcquirckctit of 
pcrsonncl at lhat Icvcl. Thc gap bct\vccn thc cmployccs of thc two Groups should 
rcducc ovcr a pcriod of timc. Thc proposals on assurcd carccr progrcssion nil1 
achicyc the objccti\cs suggested by thc Dcparlmcnt.. Thcrc should bc two scparatc 
Icvcls - Group D as onc and technical and opcrativc as thc othcr Croup D staff 
may all be redesignated as Telecom Attendants afia bcing providcd appropriate 
training in niultiplc skills. Thc ncsl highcr grade is thc Pbonc Mcchanic. with the 
basic cne-scalc of Rs.975- 1540. We recommend that Phone Mechanics be 
redesignated as Telecom Mechanics. Such of those who are Matriculates and 
qualify a screening test should be permitted to switch over to the restructured 
cadres. The switchover should be a onetime irreversible opportunity. 
Tcchnicians and othcr Group C staff posscssing a 3-ycar diploma in Enginccriiig 
haw bccn pcrniittcd to “walk-in” to thc cadrc of Tclccoin Tcchnical Assistants 
(TTAs).. Tclccom Opcrating Assistants. Tclcphonc Opcrators, Tclcgraphists and 
Telcgraph Assistants havc bccn rcstructurcd into die cadrc of Scnior Tclcconi 
Operating Assistan6 (Sr.TOAs). Our rccommcndations for thc pay-scalcs of 
~tructurcd cadres arc givcn in thc relevant Chapter. Thcsc will apply only to the 
rcstructured cadrcs. The PRCs will remain in their present shape with the 
replacement scales recommended in the relevant Chapter. The scheme of 
ACP will not apply to them. A time limit of 3 months should be given to them 
from the date of implementation of our recommendations to decide whether 
they will switchover. The option once decided will not be reversible, 

JIOS c r t r c l  77;s 3 I . 16 Stagnation in cadrcs of Junior Tclccoq Oficcrs 
(JTOs)(Rs. 1640-2900) and Tclccom Engineering Scrvicc Group B 
(TES)( Rs.2000-3500) havc bccn voiccd as a major demand in the mcmoranda. 
Junior Telecom Officers arc the first rung for cntn into thc csccutivc Icvcl of 
Tclccom management. TES is the ncst promotion Icvcl for thc JTOs, who havc 
also dcmandcd upgradation at cntry on the ground that a majority of them arc 
cngincchg graduatcs r m i t e d  dircctly. and form promotional gradcs for diploma 
c n g i m .  Both catcgorics haw a lateral advanccmcnt to thc ncxt highcr scalc on 
completion.of 12 years‘ scnricc The administratkc Ministry has also pointed out 
thc problcm of not bcing able to fill the Scnior Timc Scalc (STS) vacancics on 
rcgulb basis strictly in accordance with rccruitment rulcs. It has suggcstcd placing 
80% of thc Group B posts in ihc JTS, csclusi \d~ for promotion. and upgrading 
TES to thc b d  of Rs.2375-3500.h is also considcriiig upgrading JTOs to thc 
extent oftlo% after 3 jcars‘ s e ~ c c  on account of acutc stagnation. An cscrcisc of 
mergcr of Tclccom Engineering and Trafic is alrcady at an advanccd stagc of 
finalisation, which will rcsult in a larger numbcr of posts in a singlc cadrc. Thc 
consultancy study has niarkcd this Icvcl as critical with substantial possibilit!. of 
csodus, alongvith thc need LO upgradc qualilications so as t o  nicct thc rcquircmcnts 
of. advancing tcchnologics; bcsidcs upgrading rhcir pay-scalcs and providing 
adcquatc proniotion prospccts. \Vhilc agi-ccing with thc findings of thc consultancy 
study as also the conccrn of thc DOT ivitli. thc probicms of stagnation and 
advancing tcchnologics, \vc also obscrvc that under thc Time-bound proniotion 





Ckvclopm~~ of teleconi scniccs in Dcllii and Mtinhiu. :\I1 thc nianpowcr. 
h~\wvcr. is dram fmn thc Do1 011 "dccnicd dcputation" tcniis. Thcsc pcrsonm.1 
totalling W . O S ~  arc spread at a11 ICVCIS - 2 I 776 iii Group D. 3 ~ 4 7 2  in Group C. 
I795 in Group B a d  N).( in Group A - and haw dciiwrdcd thc pay and pcrks 
applicablc to a h c r  publlc scctor undcrlakings. .While ihc argucmcats fbr and 
against divcstjng MTNL froin tlrc IhT arc both strong, thc dificultics in buying 
back thc iiivcstmcnts in MTNL arc substantial. with rcquinvllcnts of upgrading 
tcchnologics, increasing DELs, trahkg, ctc.. Thehng-term aim should be to 
corporatise the entire DOT setup. As a first step, thc MTNL should be 
converted into a full corporation which should be extended to other Metcos 

3 I .20 The DOT has also suggcstcd mobility of its cniployocs to hclp thc 
pnvatc scctor through availability of t m d  mnpo\va. It 'suggests Lhc mcchanism 
'ofdcputation on foreign smicc tcrms, with thc option to (hc employees to d u r n  
to chc Departmat to cruich it with thcir cxpcricnccs. T h g h  this mcasurc, Ihc 
Dcpartmcnt socks to rcducc stagnatie also. Wc an: unablc to xccpt chc 
suggestion on two counts. First, thc Dcpartmcnt itsclf has voiccd its conccms 
about lhc possibility of csodus, particularly of critical pcffonncl, and second. 
opcnings in thc privatc scctor might Ic&l to 'mdss scalc rcsignalions. or 
post-rcrircmcnt cmploymcnt. 

31.21 Thc !jcacmy (Tclccom) is thc Chaintian of Tclccom Commission 
in h - p a y  ofRs.8000 ( l i d ) .  Thc Commission has fmr full-timc Membcrs also 
in Lhc pay of Rs.8000 (fixed), onc each for Financc. Production. Tcchnolom and 
sCn.iax, and dha part-time Members dta\\n from various ficlds. it is rcsponsiblc 
for fmulating Tclccom Policy, its in@cmcntation and prcparation of budgct. All 
the fivc posts in thc pay of Rs.8000 (fiscd) arc cs-cndrc posts. 'king part of 
Ccntral Staffing Schcmc. Thc Indian Tclccom Scnicc (ITS) has demanded 
M n g  of all h. posts in thc scnicc sincc it is thc mainstrcam smicc rccruited 
through I thc UPSC, specialising in thc ficld of Tclccommunications. Thc 
admnistrativc Ministry has obsenul (hat according to rhc resolution constituting 
Ihc Commission, thc Chairman and full-time Mcmbcrs shall be drawn from thc best 
persons availablc, includrng those from \tithin thc Departmcnt. The ITS Group 
A is nxruitcd through the combined Enginocring Scrvices Esmination drawing 
oficas fian the best engineering institutions, and thcy.arc involved in installation. 
opcration, mainknancc, planning, dc\~clopmcnt and docision making at various 
Iacls. During or01 hearing, scadiu?. (Telccom) fclt that cncadcring thc posts ma? 
dilute the quality of mcmbcrship of thc Commission, though sincc its inccption in 
1989, ITS ofiicers had bccn posted to thc Commission BS Mcmbcrs, and the systcm 
was functioning v q  d l .  Apcs tnihaging.Bovds like thc Railway Board. Ccntral 
Board of Escisc and Customs, Ccntral Board of Dircct Taxes, Postal Scrviccs 
Board, dc. arc cithcr being nm by cadrc officcrs or \\c arc suggesting cncadrcmcnt 
of the lopmost posts, \vhcn necessary. The Tclocom Commission has 4 part-time 
members in policy formulation and implcmcntation function, drawn from various 
fields for a broad vision. The Tclccom scrvicc itsclf has a lcsscr rcprescntation at 
the Mcmbcr Icvcl. Thcrc is no post of Mcrtibcr for thc Civil and Elcctrical \vorlis. 
We recommend the encadering. of three fulhtime Members in the ITS Group 

. .  A. One post of Member (Works) may be created for heading the Building 
Works wing. Member (Finance) may be encadred in the P&T Accounts and 
Finance Service Group A after eligible officefs become available at that level. 
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As rcgards thc C1iaiml;lti a id  otlicr p.w-tiiiic Mcmbcrs. tlic csisting arrangnicnts 
may continue. 

( *#JmttUWl,II  51.22 
InAwml'urltl 
st-opeJ5w. 

As pa 4~ Nalitaiiil l'clccom Poliq. I 994. thc Tclcconl Scctor Iias 
been thrcwn opcn lo pri\ atc participation. Ihough thc DOT has cntcrcd thc ama 
of valuc-addcd scrviccs. OIcsc arc mostly on privatc franchise. Rcscarch hito 
switching and production is already substantially with thc autonomous Mia. 
public scctor units or privatc scctoy. Tclccom factories arc, howcvcr, still in thc 
&panmenial mould, d arc IKM yct gcircd to undcrtakc production of cquipmcnt 
d insmmcnts b a d  on d c m  technology. Thcrc arc 6 Factorics with osscts 
\\-oh Rs.63 ~UICS d annual tumo\vx worth Rs. IS5 crorcs cngaging 6.437 stan. 
Thc Sinha Conimittcc ( 1992). suggcstcd a3-ticr structure. with a Factory l36iud 
at thc apcx, thc Factorics organisation as o Dcpartnlcntal . p i t y  and an iidjunct in 
chc f m  ota Tactmica1 Product Dcvclopmcnt Group. The Consultanc).audy has 
pointcd out problans of compctition with PSUs likc ITI. HTL, ctc., and thc privotc 
scdor, obsolesccncc of tcchnolob?,, csccss manpowcr; lack of demand, clc.. which 
arc plagui~g the T c h  Factorics. Thc Dcpartmcnt has, howcvcr, adviscd that 
it is ablc to obtain eompctitivc pricc advantage, and possibility of  supplying to 
privatc opcralm by rdaining the Factorics as Dcpartmcntal units. Bolh thc stud) 
and the Dcpartmcn! fix1 that thc Sinha Committcc rccommendations hpvc been 
adcquatc. Wc fix1 hat with ;L suong infrastntcturc of production outsidc thc 
Dcparlmcnt, there arc strong gounds for giving grcatcr autonomy to Tclccom 
factories. so its to cnablc thcm.to upgrade obsolctc tcchnologits, mcthods and 
products. We accordingly recommend that they should not be expanded. Till 
they are retained in Government, they.should be corporatised. As 
competition increases, they should gradually be privatiscd o r  wound up. 

priruriwliim 

t ' ~ i c l u . ~ t ~ t  3 I 23 With the above rcccxiuncndaticnrs, i t  is expected that 8 new structure of  
Teleeom services will emerge which wil l not only be trimmer, more effective 
and efficient, but will also squarely meet the requirunchts thrown up by the 
changing environment in terms of  technologies and economic forces Thc 
various skps should lead to.a gradual downsizing of thc total manpoww by 30% 
OVQ the next 10 ycm. Thc impact of the n m  Tclecom &I&, 1994, and cntq of 
private sen~icc providers i s  not cxpectcd to be fclt at Icast fix another decadc. 
lcavmg tbe DOT to take full advantage of the changes wc have suggested above to 
takc up leadcrship of the Tclccommunicaticn sct-up in the country 
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flllrlll1~l< Ill I l l  32 I Thc Cciitral Go1.t has bwn riiisirig Ccntral policc forccs froni tinic 
to tinic for handling spccific problcnis While most of thc forccs h a w  bccn raiscd 
mdcr MHA. othcr Ministrics likc Kail\va>.s aid Dcfcncc h a \ z  also raiscd thcir oun 
policc and para-milrtan. forccs. Of thc forccs undcr XIHA, CRPF \\as raised 
primaril!, for dcaling with law and ordcr situations. BSF and ITBP for guarding 
thc intcrnational bordcrs. ClSF for proiiding sccurit!. to Ccntral govcmmcnt 
industnal installations ind NSG for combating tcrrorisni. Thc Raihvay Protection 
Force undcr thc Minisq of Rai1waJ.s was crcatcd priniaril!, for protcctiog rail\\ a>. 
FiOpCrt?. Morc rcccntl!..'thc Ministry of Dcfcncc have raiscd thc Rashtri\.a Riflcs 
for combating insurgcnc!: though thc priman, rcsponsibilit!, for intcnial sccurit?. 
rcsts with thc Ministnp of Homc Affairs. In fact. all thc forces undc;. MHA arc 
bcing cxtcnsiycly uscd for internal sccuritj. and countcr-insurgcnc!. dutics. 
irrcspccti\,c of thcir primary roles. The!. arc also bcing uscd on a iargc scalc 
during clcctions and for pcrforming othcr tasks. For csaniplc. ITBP pcrsonncl 
hn\c also bccn uscd for guarding b a n k  and static dutics. and NSG for providing 
VIP sccurit!.. Such divcrsion of forccs froni thcir primary rolcs hiis Icd 10 a 
sciiicwhat haphamrd growth of thc forccs. n h c h  has also ad\crscl! at'fccted thc 
nioralc oc [hc pcrsonncl 

GROWTH OF MANPOWER AND EXPENDlTURE 

,'irtJlt,/il 32.2 Thc tablcs bclo\+. givc an idca of thc cstcnt of groivth of' !iianpoucr 
i n  \.arious C'cntral Policc Organisations - .\ / ~ I I I / J ~ l N ' ~ ' I '  

strength 
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)'em- NSG ITRP ('HPF BSF AH CISF 'I'otal 
strength 

I089 7.482 25,482 I .2 1,206 I .49.568 52.460 7 I .%I X 1.ZX.O I0 
I090 7,482 29,488 I ,3 1,260 I .7 1.168 52.400 74.334 4.Oh. 192 
109 I 7,482 29,504 1 ,S9.09 1 1.7 I .363 52.460 79.620 1.09.i20 
I992 7.485 29,504 I ,58,!)07' I .'I 1 .SO I 52,482 84.6 1 I 5.04.400 
I993 7.485 29,504 I 3 , 6 9 3  1.71.735 52.504 87,337 5.07.258 
I994 7.5 I2 30,29 I 1,65.334 I .7 1,735 52.504 88.603 5.15.079 

( Sourcc - Ministry of Homc Allairs, Annual Rcport 1991-95) 

32.3 
during thc pcriod 1986-87 - 1994-95:- 

Thc tablc bclow indicam how thc cspcnditurc on CPOs has riscn 

Year BSF CRPF ClSF , ITBP AR NSG Total 
(Rs. Iwkhs) 

86x7 31 .I')? 00 22.549.34 8,02S.(K) 4;Ol 1.00 10.790 (HJ 2.572.1JO 7'1.1 ?1 ?4 
87-88 36,13 1 .OO 161189.40 9.887.00 6.580.00 12.95 I .oo 2 .  I30.00 93.7h8.40 
88-89 43.:!l4.00 30.888.00' 11,955.00 7,690.00 l3. '~S~.Ot) 2.61 5 .00  1 .IO.321 00 
89.90 513Of.00 42.259.21 14~00.00  9.16600 I6.501.oo 3.7I~).OO 1..37.21 1.21 

91 -92 72,198.W 58.5.47.00. -10,684.00 1-1.707.00 20.X29.fW 4.558,(MI 1 :89.523 00 
92-9.: 80,832.0(1 64?964.00 25.232.00 16.020.00 14.61 H 00 5.682 00 2.1 7.34% 00 
I)?-94 94.809.92 75,373.00 30,057.15 18.242.12 28.871.46 5.258 40 2.52.612.08 
94-95 97.730.00 $5.550.0()  36,441 .00 19,28400 3 1.791 .OO 5.258.00 2.76.054 00 

90-91 . 66.1 10.00 43.398.65 17,196.00 10,157.00 17.91 1.00 5,274.00 1.60.036.05 

(Sourcc - Ministry of Homc Affairs, Annual Report 1994-95) 

32.4 P d  of the above tables shows that here has bccn considerable 
increase in manpowcr and expenditure in thc Central Police Organisations during 
the pcnod 1986- 1994. The annual compound growth rate of manpower \iorks out 
to 5.6%: which is cxtrcmcly high when comparcd with dic corrcsponding figurcs 
of I %  for civilian govt employes y d  I .4% for thc Aniicd Forccs pcrsonncl. 
Similarly, annual growth rate in espenditure for this pcriod which works out to 
18.03% is much higher, comparcd with thc corrcsponding figurcs of 13.4% for 
ci\.ilian govt cmployccs,and 12.95% for Armcd Forccs pcrsonncl. 

CONSULTANCY 

32.5 Whilc we apprcciatc thc difficultics cncountcrcd b!. thc pcrsonncl 
of the Ccntral Police Organisations in dealins \vith various complcs situations. wc 
havc n o d  with scrious conccm thc cslrcmcly high ratc of gro\vth ol'niaopowr in- 
CPOs. With a vicw to finding out niorc cconomical ivays of utilising thc 
manpower in CPOs and to ensuring +at funds providcd by thc public cschcqucr 
arc optimally utiliscd, \vc awardcd a consultant!. stud!. 10 thc Ccntrc for Policy 
.Rcscarch with the following broad tcrms of rcfcrcncc: 

io I 



(I) lo cxaniinc thc primary and sCc0ndat-y rolcs of thc Cciitral lolicc 
Orgmsatmis 4 mkfinc nvssions \sit11 a s icw to rrrtionalisitig thc 
csisting stmcturc of thc Ccntral Policc Organisations 

(ii) To csplorc thc fcasibrltt\ of piwitsation of scxmrity rcquircmcnts 
in rcspcct of Cciltral cstiblishrncnts. banks ctc. 

(iii) To idcntib mcosurcs for stmngthcning and modcmisins the Statc 
Police Forccs so as to cnablc thcm to cffcctivcly perfonn thc law 
and order and intcmal security functions. which pri:nardy fall 
within their purvrc\v 

(iv) To rckommend diffcrcnt models aimcd at rcducing thc numbcr of 
Ccntral Police.. Organisations and avoiding multiplicity and 
duplication of fwtions, includingqhc possibility of bringing them 
under one umbiclla 

I4ew of . 32.6 
rtdm'cri~ati'v 
A4inisl?y*~ slaw 

Wc also held dlscussiOnS with Horn: Sccraaty. olha scnior oficials 
of the Minisby of Homc Affairs, and Directors Gcncral of various Caitral Policc 
Forces. This mattcr was also:uIp up \villi sonw of thc. Chicf Ministers. Chicf 
Secretaries and DGsP of the Statcs visited by us. In rcply to thc qucstionnairc 
circulated by us, wc rcccivqd views of Directors Gcyral (Police) and Chicf 
seaaaries of some ofthe other siates as ~ C I I  3s promincnt rctimi police oflicers. 
Wc havc considerod all thc vigus and suggcstions rcccivcd by us as \\.ell as thc 
rccommendations made by- thc Centrc for Policy Rcscarch and our 
mommendations in thc matter arc discusscd in thc succccding paragraphs. 

i icnvrnm~nts 

1 OUR RECOMMENDAT~ONS 1 
.%wn&henittg o/ 32.7 
State I'dice 
F 'me 

One of the pasons for the deployment of Ccntral Pblicc Forces for 
internal security pwposcs is the inadequacy of Statc policc forces b deal with the 
merging situations. We feel;.that State Policc forces should bc strengthened and 
made capabk of mamg mosvof UIC internal security threats. Currently the police 
departments are grossly n&lecled owing to thc cspcnditurc on them being 
categorised as non-plan. As a result, funds are not sufliciently available for 
lllodcmisation of the Statc police forces and upgrading thc skills of their p m c l .  
In prder Lo reduce the usc of& Central Forces, it is of paramount importance lo 
strengthenb.State Police forces. Our suggestions in this regard am as under :- 

(a) There is a need to state emphatically that meeting the routine 
threats to internal security is primarily the task of State 
Covts. The Centre's role should be confined to providing 
CRPF Battalions as reserve to meet the occasional 
contingencies such as major breakdowns in law and order or 
larhe scale disturbances. 

(b) We recommend that the State police departments should have 
plan schemes in order to drengthen and modernise them. The 
States should also be financed to progressively increase their 
Armed Police strength through raising of India Reserve Bns, 
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which should bc centrally sponsored on matching basis and 
Central funds earmarked to upgrade State police forces. 

( e) Two ambitious schcmts - Police Housing and Modernisation of 
police which were launched at one stage as Plan schemes 
achieved a lot in terms of strengthening the basic 
infrastructun and equipment of  the State police forces, but 
mrc scrapped haw-way. Both need to bc revived. 

(d) We rho feel that the existing regional training centres under 
the ccntrrl Govt &odd be strmgthcned to impart special id 
training to State Police forces so that the skills of the police 
personnel are upgraded to enable them to tackk various 
situations, thereby reducing the need for deployment of 
Central police forces in aid to civil authorities. 

(e) Besides allowing thc Statc Forcc~ acccss to thcsc spccialiscd 
training facilitics, it is necessary to provide an exclusive annual 
fom to discuss and exchange views on al! matters concerning 
thesc activities. Such a mcasurc will facilitotc linifonn 
professiona1 standiuds. training. cquipmcnt ctc 

(f) We rho recommend raising of a Special Task force in each 
statd'on the lines of the Rapid Action Forcc in thc CRPF for 
ConducGng spccialiscd opcrations. 

Heponpnng (?/ 32.8 
I.bKcs 

Thac has becn consldenblc deviabon from tk; rolcs assigncd to thc 
t k W  C-1 Police forces No clear cut definition of rolcs IS k i n g  follo\vd To cffect 

rationalisation and to ensure that CPO manpo\\cr is propcrly utiliscd. it has 
~ q e  necessary to ndefint the roles of the CPOS and :O rcgroup the r m  
according to their assigned roles 

Holes 

32.9 We me of the considered view that Central Police Forccs should be 
mgroupcd as Border Security Forces and Internal Security Forces. Based on the 
above approach we recommmcnd that- 

(a) CRPF should be the single force to assist the State 
administration in .dealing with major law and order 
situltions We do not find any justification for a separate force for 
anti-insurgency The anti-insurgency duties should form part of  
the role assigned to the CRPF. The requirement of Central 
forces hr ekdion duties should be assessed on a realistic basis 
as the existing level of deployment i s  very high. CRPF should 
be the only Central Force for deployment on election duties. 
Moreover with strengthcning of State police forccs and raising of 
Ma Reserve Battahons, the numerical strength of  CRPF should 
also bc dt~cedi to that extent. The Rapid Action force (RAF) 
raised within thc CRPF should morc oppropriatcly bc callcd as 
Special Task Force andcontinue to bc deploycd in communally 
scnsitivc arcos 



Sincc thc Amiy has i i o  csclusivc rcsponsibilit> in thc iiiattcr of 
rntcrnnl sccurity. \vlvch is primardy thc conccrn of MIiA. thcrc is  
a casc for rc-csamination of thc rolcs of Raditrry~ Kiflcs and 
Assam R i l l s  We recommend that Rashtriya Rifles, which was 
raised without any plausible justifrcwtion for a period of 3 
years only should be disbanded forthwith, This \vill makc 
available 36 Bns to thc Army which bcsidcs tiding ovcr tllc 
s)wrtagc of o f f i  and m rn lhc Army to somc cstcnt. will rcsult 
in substantial savings both in tcrms of manpower and cxpcnditurc 

Duc to changed scenario on Bccount of bctter communication 
facilitlcs and o h  administrativc improvcmcnts.thcrc is no rcason 
for the Assam Rifles to m a i n  confincd to North Eastcm Statcs 
and that too iindcr opcrational control of Army As such, we 
recommend that Assam Rifles be delinked from the Army. It 
may be withdrawn from the Border security duties in North 
bst and merged with ERPF for Internal security duties and 
brought under the control of the MHA. By doing so. the f m c  
\dl integrate with thc minstrcam and would nio\ c out on transfcr 
to othcr states as wvcll This will also rcsult 111 rcductron of the 
various H a d  quarters elcments of Assam Riflcs including training 
establishments Almost 80% of thc oficcrs no\\ on dcputation 
f m  Army wli thus rcvm to thcir parcnt organisation and help in 
making up thc cxisting shortages in tbe Ami! 

With rcgard to Border Security, we suggest that while security 
o f  Sino-Indian, Indo-Bhutan, Ihdo-Nepal and Indo-Burmese 
bordtis (Northern Border) could be entrusted to ITBP, BSF 
should be made responsibleto look after Indo-Pak and Indo- 
Bangladesh Borders(Western and Eastern Borders) Moreover, 
these two forces should be withdrawn from Internal Sacurity 
duties. 

Reg- NSG, then is a strong casc for withdrawng it from VIP 
security duties and putting a cciling on thc organisation. We 
recommend that NSG should not comprise mom than lo00 
pqrsonnel including civilians. The staff in exccss of the ceiling 
should be sent b3ck to thcir parcnt organisations NSG should not 
be deployed on VIP security duties and should confine to i ts 
primary role of combating terrorism. The small size of  the 
NSG is necessary to maintain i ts  d i t i s t  character This mcasure 
will rcsult in cutting down of manpoucr to thc cxtent of 
apprkmately 6OOO men with consequent rcductron in cxpenditure 
on maintenance of this forcc 

At prcscnt Ccntral Industrial Security Forcc(CISF), lndo-Tibctan 
w c " f i ~  Border Policc (ITBP) and othcr organisations likc thc Railtvay Protection Forcc 

(RPF) arc looking afier the sccurity arraf$cments of Ccntral cstablishmciits 
including banks. Whilc CISF is looking aftcr the sccurity functions of Industrial 
w~dcmhngs owiicd by Ccntral Govt., lTBP is.looking after the security of banks 
in Punjab. Similarly RPF has bccn looking aftcr thc dutics relating to protcction 

u r r c ~ t i ~ t ~ ~ ~ r o r l s  
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of Kail\vay properly aiid bookcd consignnicnts. With a view t:, strcaiiiliiiing tlic 
arrangcnmts, we rccoiiimcnd that -- 

(a) ClSF should only guard the installations which have a bearing 
on national security instead of guarding all kinds of industries. 
Thc rcsponsibility of providing sccurie to othcr undertakings 
should bc cntrustcd to private security agcncics 3r to Statc.Gov&. 
concaned or, alternativcly thc industrial establishments should 
develop their own in-house security orgapisations for this 
purpose. Saving on this account could bc appmximatcly 30%. 
This, touplcd with general cut on manpower, will result in 
substantial saving both in terms of mangowcr as wcll as 
espcnditurc. 

(b) Likewise, bank duties in Punjab should be taken away from 
ITBP. Thc manpower s a d  as a mull  thcrcof could bcttcr bc 
utiliscd for dcployncnt on borders to offset thc shortfall of 
personnel fbr border duties. 

( c ) In casc of RPF \vc find that thc dutics conncctcd with book& 
consignments involvc constant interaction with thc commercial 
staff and kno-se-of their functioning, which wc fix1 should 
continue 16 bc done by RPF instcad of contracting out to private 
agencics . 

Rdr t f l  IIj.4 3 2.1 ] Thc Minisby of Homc Affairs is thc nodal ministry responsible for 
internal security. Thcrcforc, cven forcc dcploycd on intcrnal sccurity duty should 
be fully accouqtablc and aiis\\.crabIe to thc MHA so that MHA could control the 
actual deployment and operations of the forccs. It has also been brought to our 
notice by heads of CPOs that once thcir troops arc placcd at thc disposal of State 
Govt, the duration of deployment and movcnicnt is stretchcd bqond reasonable 
limits. Even the MHA is not in a position to monitor such movcmmtddeploytnents 
etc. At times the units arc despatched to thc States without giving them adcquatc 
time for preparation. We recommend that ; 

(a) A suitable mechanism be evolved within the MHA to control 
and monitor actual, deployment (including duration) and 
operations of the forces. In this regard, therc is nced for setting 
up a control room in thc MHA which should bc manned round the 
clock by officers and men drawn from thc existing strength of 
CPOs This control room should bc cxclusively used for 
moiiitonng thc police operatiohs, deplojment and mo\wnent of 
vanous uruk of CPOs and should be placed undcr an ofiicer of the 
rank of Jomt Sccrctq to be designated as JS (Policc Operations). 

(b) The MHA should ensure that a reasonable time is made 
available for equipiing the personnel .before their movement 
to different climatic regions. MHA should also makc 
arrangcmcnts with the Ministry of Rail\vays fQr providing rolling 
stocks on top priority to the CPOs to facilitatc thcir speedy 
moucinent. Hoivcvcr, our proposal for rc-grouping of forccs wili 
rcsiilt i i i  substalliid rcduction in the movcmcnt of troops. 



( c )  A 'National Framework' should be worked out clcariy 
idcnti@ing the fore requirements of each State on the basis of 
projections about anticipated law and order and internal 
security problems in the coming 5-10 years. 

(d) There sbould be three coordinating torn within the Ministry of 
Home Aff.8i1-s namely, 

(i) Establishment hard dcaling with matters dating to 
Human Resource Dcvelopmcnl, recruitment, promoth, 
training etc. 

(it) Strategic management group to formulatc broad policy 
guidelines and 

(iii) Crisis M-t group to deal with situations which 
nccd constant monitorhg. All thcsc thrcc fora should bc 
headed by either thc Home Sccrday or thc Special 
Secretary (Home) dcaling with internal security. Thc 
Director, Intelligen& Burcau and Heads of some largcr 
CPOs &odd be meinbcrs of these f i a .  Thesc lhrec fora 
should ensure that optuhum use of the forces is madc 
without much movement and administrative problems. 

c~'wrClus1m~ 32.12 Thc main objectwe of restructuring and rationalisation of the 
Central Police Organisations was to delineate a national framework for internal 
security management and carve out roles for the Union and States. Another aspcct 
of ovemding imporlance wvas that the countq has ~peakdly requisitioned the 
secvices dthe Amry to handle law and orda and intemd secur~ty situations, which 
IS not warranted bamng exceptional situations. It may be appreciated that 11 IS 

~lban), times morecostly todeploy the Amy compllfed to the State Police or any of 
the CPOs. Any nmsuredffor restructuring and rationalisation of the CPOs cannot 
bul take serious note of this imperative and deliberate on a National frame work 
which should make cacptndenct on the Army to meet internal security situations 
an exception ratha then the rule. On the other hand, unlimited and unplanned 
e x h i m  of various forocs is ako a malady and them atc dangers inhennt in their 
expmim beyond a point, such as probletns of cummand and control, difficulty in 
cataing to training arrangements, weapons, equipment and other essential 
pdministdve and b s t i c  support. Furthkr, la@-sized forces tend to have many 
problems of cplcEoIKwnic utilisation of manpowa due to un(KxxIunled, unaulhorised 
and wasteful diversions. There has to be a balance between size and efficient 
management. 

l~rntlnlg 01 32 13 The above requirements have been kept in view by us while making 
our rccanmmdaw on testnrduring and rationaliqation of forccs in this Chapter 
I t  is expected that the various proposals madc by us will lead to an overall 
pruning of the numbers of Central Police personnel by 1/3rd within a period 
of ten years Meanwhilc, po additional staff should be sanctioned for any of thc 
Ccntral'fbfccs'and action may bc initiated on the lines suggcstcd by us. Them 
would bc no n d  for retrcnchmcnt of any person The entire ducrion can be 
achicvcd by normal attrition. 

nnmkrrr 
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33 

I INTRODUCTION I 
Geneml 33 i In the earlier chapters, we have considered the scope for optimization of 

c i ~ h  manpowtz in the vanous sectors of Government. As the defence forces are the 
second largest Government sector in terms of numbers employed and resources 
allocated, we decided to examine the areas of manpower optimization in the Defence 
Forces also. We intend to approach the subjet in the overall cbntext of the emergmg 
Security scenario, the ongoing financial situation and the internal needs of the Defence 
Forces to modtrnise their weapons and equipment and to kecp their men fighting fit. 

33 2 The table below gives the manpower figures for various years for the three 
Services. An examination of the manpower figures of the three s e m ,  the Army, 
Navy and Air Farce inhcates that their manpower has grown at an annual compound 
p w t h  rate of 1.4%. dunng the period 1981 to 1991 which is somewhat higher than 

Gmu*'hoftk 
Services 

* the rate ofgrowth of 1 2% for civilians during the same penod. 

h Y  Na\y Air F6rce 
Year Strength Year Strength Year Strength 

1966 8,24,000 1961 16,821 1961 37,558 

1981 8,80,930 1981 36,169 1981 1,10,833 
1991 9,98,045 1991 51,042 1991 1,29,057 
1995 9,98,046 1995 52,453 1995 1.30.44 1 

1971 8,30,000 1971 30,100 1971 97,949 

~mndofD+nm 33.3 The year-wise Defence cxpcnditure for the period 1985-86 to 1993-94 was 
as under: Ikptnditun 



Y car Dcfcncc 1)clcncc ISspciiditurc 
Espcndimrc as Perccntagc of 
(in Crorcs or Rs.) GDP 

l98S-U6 
1986-87 
1987-88 
1988-83 
1989-90 
I 990-9 1 
I99 1-92 
1992-93 
1993-94 

7989 
10,477 
11967 
13,341 
14,416 
15.426 
16.347 
17,582 
2 1,845 

3 .OS 
3.58 
3.59 
3.37 
3. I6 
2 90 
2.66 
2.49 
2.78 

The data indicates that although thc Dcfcnce Expenditurc has k n  
increasing in absolute terms, it has remaincd within 2-3% of GDP. 

We have bccn infomicd that manpower and rclated costs alonc 
account for about 65% of the Defencc Budgct lcaving limited rcsoufccs for 
nmicrnization and acquisition initialivcs. 

I NEED FOR RESTRUCTURING I 
Inrental .\eccls 33.4 Feeling umcemed at the large deploynicnt of nianpowcr in the Armed Forces 

and thc extremely high cost of maintaining this manpower. we studied the operating 
scenario to see how best the situation could bc nianagcd. Our inquiries retailed that 
with the disintegration ofthe USSR, which had bccn for thc past hvo decades a rcliabk 
and cheap source of military hardware. procurcmenl of n d i w  hardware for ollr 
Dehce Forces has become a more costly proposition. Clarly, we cannot maintain p 
credible ddimce posture, if our defence capability is to remain in the currcnt s t r u c ~ l  
form and the defence expcndture as a percentage of GDP is to remain at the current 
level of 2.78%. Our defence preparedness, to bc both credible and affordable, will 
have to bc predicated upon some re-structuring involving a shift of focus from a 
manpower - intensive force to an equipment-oriented force. 

h'md 7 h o r  33.5 The aforesaid re-structuring option could as well bc the most appropriate 
response in the context of the emerging threat scenario. While there does not seem to 
be my threat of war b m  our immediate neighbours,their military modernization plans 
and acquisition of nuclearweapon capability are dimensions which have to be taken 
into &count. Though the general international climate has greatly eased after the end 
ofthe cold war, it still poses,challengcs to our security and sovereignty in terms of non- 
military threats and pressures because of our forthright stand on issues such as nuclear 
non-proliferation, Comprehensive Test Ban Treaty (CTBT), Missile Technology 
Control Regime, etc. In such a scenario of threats and challcngcs, a demonstratively 
highcr oirensive capability for olir Defence Forces rather than their ability to be 
engagcd in a long drawn-out war, would have thc right deterrent effect vis-a-vis an! 
military misadvcnturc or bullying design against us. This proposition is especially 
rclcva$ in the context of nuclear equation in our immediate ncighbourhood. Though 
our nuclear policy has bum to use our nuclear capability for pcsccful purposes without 
f d i p g  our nuclear option, we cannot overlook the nuclear dimension in our hture 
conflicts and its implication for our conventional deface preparedness. 

Scrnario 
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' ~ ~ i . ~ i i / f ~ i ~ i ~ . I . ~ f i ~ ~ ~ .  33.0 In IIK: light ofour.analysis of thc situation and with a view to linding fcasihlc 
options. wc conitiiissioncd thc liistitutc of I)cfcncc Studics and Analyscs (IIISA) to 
undertalc a Gctailcd study with rcgard to "Manpower optiiiiisation in thc Ilcfciicc 
Iorccs". Thc IDSA in thcir Rcport haw brought out that if thc prcscnt approach 01' 
niain!aining dcfcncc capability at 3% of GDP is continual. we would bc scwrcly 
widcr- prcparcd for ang hturc cvcntuditics. Thc option. according to tlic IDSA. would 
bc bctwccn achicving mutual arms control spccially with rcspcct to our ncighbounng 
countrics lcading to somc rcduction in manpower or by cngaging in "Autonomous 
R-uring" lcading to d u d  manpotvcr but incrcascd mobility-Grc powcr. The 
IDSA have ruggated that the'said "Autonomous Restructuring" may be carricd 
out on the following lines: 

Doctrinally, shift from strategic zltfcnrc. to strategic offensivc 
paradigm to prevcnt war. 

Reduce active manpower in the A m y  by 3S-4SYo and retain 
3&4S?/o of present manpower on standing reserve and reduce 
manpower: in the Navy and Air Force in the supporting 
components. 

Increase the armourcd a d  meehanised forces. 

- Higher offmsive capability for Air Force and augmented Naval 
presence. 

Substantive increase in Defence R&D. 

intermediate range ballistic anu worter range cruise missile 
capability on high priority. 

The IDSA have envisaged that tvith this forcc restructuring. thc 
Defcncc Forces will ktain thc capability to provide disaster rclicf. but \\Ill have 
reduced potential to ~ e r l a k c  internal security duties. 

Suggestions .Uu& 3 3.7 
by lAX4 

In line with the proposed Force Restructuring, the IDSA havc 
suggestcd certain altemate manpower management models.' which singly or collectively 
with a provision for higher active reserve, could provide the base for greater 
optimization of manpower. They include "Voluntary National Service" (WS). 
"Compulso~ National Service" and "Reduced Colour Service with Lateral Induction 
within Defence Forces and Outside It". The concept of VNS, which was formulated 
by Defence PINlning Staff of the Chiefs of Staff Codittee: cnvisages .retention of 
30% personnel on regular service and induction of 70% personnel under VNS doing 
5 to 7 years' service and then being resettled exclusively in the civil scctor. Under the 
schcme of Compulsory National Service, aspirahts to the Ccntral and State 
Government Serhces (particularly Police Forces) and college students who obtain 
highly subsidized education (doctors, engineers and.the like) sh'ould do a mandaton. 
period of five vears' service with.the Defence Forces which should consist of such 
entrants to the extent of two-third of their strength, thc balancc one-third bcing 
rccruitcd by dimt enby who wwld provide the permanent cadrc of the Defence Forces. 
The third option vi&liscs rcduction in colour senkc and lateral transfcr of pcrsonncl 
to support functions within the Defencc Forces and outside in thc civil scctor. 

33.8 The IDSA havc suggestcd that as a part of thc gcncrai optimization 
cxerc~sc. thc Scnkc Hcadquarters should bc intcgratcd with.thc Miniswy of Defence. 
which will rcsult in some savings in lcrms of manpowcr and cfforts. We have also 



rcuciwd siini tar suggestions froill tkc Ar-tncct I ’ c~cs  

33 0 Wc havc. \vIiilc foniiulating OUI i)ri~posids on tlic siibjcct. 1;1hc11 into ;lccoi1111 
the suggcstioirs iiiadc hy the IIISA Wc also held discussions 011 ~IICSC alld ~ t h c f  
Ilcfcncc niattcrs \\itti thc Scnicc (*hick rctri’cd chicf’s and sciiior officcrs of. thc 
Ministrl\. of Dctcncc .The YIC\VS csprcsscd during thcsc discussions as \vcll as lhc 
viavs cspnssed in tlic Arnicd Forecs ii~~iilt~r;iridu~ii havc bccii quilc useful 111- hd pirip 
us to fim\ up our approach Wc havc also considcrcd the Y i c w  csprcsscd by thc 
Estiniatcs Coniirittcc (19‘92-93) of thc Tcnrli Lok Sabha and Tcntli Finance 
Commission regarding Ihc nccd for optiniimtion diiranpo\vcr in thc A r n d  Forccs and 
kccping (lie Forccs young. 

OUR RECOMMENDATlONS 

33. I 0  Sincc nmpo\r.cr rcquircnmlts in our Dclcncc Forccs arc dctcrmiiicd by the 
forcc structures to be nmintained. any nimpo\vcr optitnilation cscrcisc to bc arl l -  
gmundcd riiust flow from forcc rcstructuring in our Dcfcncc Forms. In this rcgagq w c  
find thc IDSA lbmiulation on “Autonomous Rcstructuring” as a sound framc\vork 
towards mlmpotvcr optmilation without compromising on dcfcncc prcparcdncss. 
Drawing on this IDSA prescription. we would likc to prcscnt a bluc-print for 
rcsullctunng our dcfcncc capabili[y. The re-structuring that we are !alkhg about 
could mean a small sized Amry reinforced in terms of enhanccd mechaniscd 
strike capahilit? and complcmcntcd by a more offensive-oriented Air Force and 
augmented Naval prcscnce. This would rcquirc a positivc approach leading to a 
drastic cut-bad on nmpowr  not only in thc Anti> but also in thc suppon coniponcnts 
of Ihc Na\> and Air Fom. so hat wc haw cnough rcsourccs to go in for niodcrnimior. 
and nicclianisaiion of our Forccs. Acquisition of indigenous wissilc crtpabilit!- and 
sustained dcdopnicnt of Dckncc R & D to attain sclf-rcliancc in niccting our dcfcncc 
nccds must ncccssarily be thc high points of our agcnda for modcmisation. 

33 I 1 An? c\crcisc for ii~siipo\\cr optiiiirration in thc Armed Forccs has to address 
to thc nccd of keeping thc Armcd Forccs. cspcciall! 11s combat coniponcnts. !ouiig 
In this rcgard. \\c ha\c considcrcd thc rhrcc altcmatc monpo\vcr managcnicnt modcls 
with a provision for higlrcr activc rcscmc. as suggcstcd by  thc IDSA. Though the 
IDSA suggestions oRcr a framework for restructuring our Dcfcnce Forccs towards a 
lcaner and youngcr shape. xvc arc against thc idca of higher rcscncs and any changc in 
thc voluntary naturc of rccruitmcnt into our Dcfcncc Forccs. Going by our past 
cspericncc and thc gcncml social attitude and cthos. \vc can not dcpcnd on rcscn-ists 
of any kind for a rciular war. hlorcom. rl war in thc Indian conicst is ncccssaril!. 
sonlcthing forccd on us by 8 turbulent nciglibour and thc timing can ncvcr be decidcd 
by us. By the timc thc rcscnfists arc summoncd. our wars arc api to bc ovcr. 

33.12 Our Defence Forccs havc all along bccn making rccruitrilcnt on \.olunian 
basis. Thc concept of i,oluntap rccrumicnt has bccn accepted b!- many countries in 
thc world, Evcn thc USA and Great Britain. who had a long cspcricncc of national 
senice, haw svitched o m  to the systcni of voluntan recruitment. We fed that any 
changc in the voluntap nature of recruitment into our Defence Forces will 
seriously affect the quality and morale of thc personnel in the services. In \icw 
of thcsc considcrations \vc do not subscribe to thc idca of cithcr Voluntary National 
Senxx or Compulson. N ~ I ~ I O N ~  Scrvicc. as the! \vould bring in  an cicnicnt of forcc or 
conscription in tlic pattcrn of rccruitnicnt ~nto  thc Dcfcncc Forccs. 

33 13 l l m  Ica\cs us nit11 the option of ”Keduccd Colour Scriicc nlth Latcral 
Induction ~ i t h i i r  thc Dcfcncc Forccs and Outsidc It” Wc find this conccpt both 
practicable and i\orhablc This option envisages a lean cadre of oflicers and men 
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serving upto their normal age o i  retirement and a large cadre of oflicers and  
rncn (HI short-tenn cngagemcnt with provision for their lateral induction within 
the ' Defence Forces and outside in the civil sector including Itolirc and 
paramilitary organisations Thls conccpt nor on]! proiiiiscs to liccp ihc coiiibal 
Aniis of our scnkcs young bur also providcs a franicworli for nianpowcr optiiiiisacion 
by bringing in thc conccpt o f a  largc cndrc 011 shoncr tcni! of cngagciiicn~ tlo\vc\.cr. 
tlic opcrationalisation of thc conccpt would largcly dcpcnd upon thc scopc for rc- 
iiiustcring within tlic scniccs and thc fcasibility of finding rcquircd iiunibcr of jobs 
outsidc thc Dcfcncc Forccs. Wc havc as an intcrim mcasurc clscwhcrc suggcstcd 
incrcasc in thc pcrccntagc of rcscrvation in Govcrnmcnt jobs in CPOs for cs- 
scnkcmcn and havc also suggcstcd a Joint Rccruitmcnt Board. 

H c c i r c c  111)fI (I1 33 I4 Whilc thc mnccpt of latcral induction holds good for officcrs and mcn of thc 
thrcc scr\ ice.  it holds spccial significance for thc Combat and Combat support Arms 
among thc Army PBOR for whom \vc havc rccciwd a spccific proposal from Army 
Hcadquartcrs on rcduction cf tcmis of cngagcmcnt Thc proposal cnvisagcs 
distributing thc manpowcr into combat, combat-support and supporting scn'iccs 
groups and lateral shill within ahd outsidc thc Dcfcncc Forccs after prcscribcd periods 
of scrvicc and keeping in mind the agc profilc rcquirement in thc groups Wc havc 
considcrcd thc proposal in detail and as a first stcp towards thc opcrationalisation of 
thc conccpt. we recommend that one third of the annual intake into the Combat 
and Combat Support Arms of the Army PBOR should be engaged on a shorter 
term of engagement of 7 years with the provision of their re-mustering into the 
other supporting Arms and Senices within the Army Hcrc, while thc schcmc 
would kccp the combat componcnts young, it \?ill save the effort rcquircd to find 
suitablc jobs outsidc thc Defence Forces to absorb thcse short-tcrm cngagcd personncl 

( '(ihmr St*nw,* 

~ f i ~ / ~ ~ ~ t r u . a l h n t  33 15 We find hat thc Armed Form havc deployed thcir manpowcr in scvcral arcas 
not related to thcir core functions. If thc Armcd Forces withdraw from such arcas. thc 
manpower rcleascd can be utiliscd to meet the reported shortages of oficcrs and men 
in the thrcc services Our specific suggestions in this regard are as undcr. 

IIfJtl-COTt! 

~;l!lC/t<Jtl.S 

Rashtriya Riflcs have been raised by drawing on the regular Cadrc 
of thc Army to perform internal security duties. The Armed Forces 
have represented that their deployment on internal security duties 
should bc minimised. We also feel that the Army should legitimately 
bc kept away from internal security chores. We, therefore, suggest 
that Rashtriya Rifles shoulB be disbanded and the engaged 
manpower should revert to the regular cadre of the Army. 
Similarly, the Army should be completely withdrawn from the 
Assam Rifles 

The Antlcd Forces need not divert their manpower to organisations 
likc the Suney of India, Directorate General of Quality 
Assurance, Defence Research and Development Organisation, 
Milihry Engineering Service, Border Roads Organisation, etc. 
There shaiild bc a gradual civilianisation of all these 
organisations and thc officcrs can bc uscd for corc functions 

The Air Force is wasting its manpower on accounts jobs Such 
jobs can bc fully Iiandlcd by civilians. Thc Air Forcc manpowr 
should hc iviihdrawn from such functions 



of (say) 5%. This would be a guaranteed amount. Whatever reduction in 
manpower related expenditure is brought about by the Services could be allowed 
to them to be spent on acquisition of better equipment 

Itilr,grurioti I,$ 3 3 ,  15) 

M ) I )  

We haw considered the issuc of integration of Scnicc Hcadquartcrs 
wvirh thc Ministry of Defencc in thc light of oitr go\ennicntal functioning and thc 
suggcstions of thc IDSA and thc Armcd Forccs. Wc havc also takcn into account thc 
views of the Ministry of Dcfcncc on thc issue. Thc Ministry of Dcfencc maintain that 
thc existing systcm allows continuous intcraction bctwcn the Ministn and Senicc 
Hcadquancrs and thc professional and technical expertise availablc in the Scnicc 
Headquarters is made use of for examining dcfencc-rclatcd matters. Thcy haw further 
added hat qny integration beyond this point d l  havc two iiiain disadvantages :- (i) thc 
systcni of independcat analysis will bc lost; and (ii) thc military disciplinc would dctcr 
thc scnicc oficcrs manning Ministry Posts to modif\! an!' proposal forwarded by thc 

Service 
heudyiiurfws wifh 

'Ihc scrvicc 1ic;idqinrtcrs arc Iwlding olliccrs i n  cxccss of sanctioned 
strcngth. bj drau ing pcrsoniicl lioiii the ficld Thcsc can be casit? 
spared for licld dutics and tlicir placc tahcn b! Ci\.ilians Wc 
rcconirnend that minimum required nianpower he kept at thc 
scnice ti& and the surl,lus niilnoowcr released immccliatcl! 
for field duties 

Thcrc arc a nunibcr of jobs i n  thc Canteen Stores Deparlmcnt, 
Army Service Corps, Resettlement Wing, etc which can bc held 
by civilians. Wc suggcst that these organizations should he 
progressively civilianised 

33 I0 Sincc cniplopiciit of Civilians IS a less costl! proposition than that 
of Combatants. tlicrc IS a clcar casc for cxploring thc possibility of civilianisation of 
posts in static. rcar arid adniinistrati\c suppon organwattons and workshops in thc 
lhrcc scniccs Wc fccl that the Ministry of Defence should set up a committee to 
review the existing civilian-combatant ratios in different wings of the Armcd 
Forces and InterSenice Organisations and identify posts for civilianisation 
Herc, we recommend that, as a governing principle, wherever the existing 
civilian - combatant ratio i s  20:80 it should he raised $0 SO:SO, whcre it is 70:30 
to 80:20 and where the civilian component is 100%, the status quo should he 
maintained. 

33.17 For thc full operationalisation of thc conccpt of "Rcduccd Colour 
Scnicc \vith Latcral lnduetion within Dcfcncc Forccs and Outsidc It" and to address 
othcr issucs rclating to manpoivcr management in thc Dcfcncc Forccs. wvc recommend 
that thc Government should constitute a National Commission on "Manpower 
Utilization in the Defence Forccs". Thc proposcd Commission. to havc a holistic 
approach to the issuc. should coniprisc rcprcsentati\.cs of thc Armcd Forccs. thc 
Minisw of Dcfcncc. Ministry of Honic AlTairs. Minist? of Finance and the Minis@ 
of Human Rcsourccs Dcvclopnicnt and should dclibcratc on the proposcd forcc mix 
rcquirenicnt in view of the thrcat sccnario and Ihc reduction to bc carried out through 
ciwilianisation ofjobs. privatisation and contracting out of scniccs as also integration 
of senices and infra-structure across thc ducc scniccs 

-33. I8 Ho\vcver, as an inccntivc to achicvc manpowvcr reduction, wc wvould 
rccommend for thc Govcmmcnt's considcration a proposal with an in-built incentive 
for reduction of numbcrs in the tluee senices i.c. all savings achicved in thc allocated 
rcsourccs duc to cut-back on manpower could revert to thc senices. To illusuatc. 
suppose thc overall budgetaiy allocation for the Armcd Forces is Rs.30.000 crorcs. 
Wc could givc the Armed Forces a ten-year pcrspectivc plan wvith an annual increasc 
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Scmicc Chicfs 111 VICW of tlrc Minrstrfs VICWS. we do no? recommend any change 
in the existing arrangcmcnt between Senice Headquarters and thc Ministry of 
Defence. 

~fJtlC/ll .Vi~l~l 33.20 In our opinion. thc nicasurcs lisrcd in this Chaprcr should lcad to a roughly 
30% cut in thc nianpowcr of thc Armed Forccs during the next 10 ycars and should 
also lead to grcatcr strike power in lcnns of modemitat~on of hmponry and 
upgradation of technology. 

I INTRODUCTION 1 
(ietwral 33.21 Thcrc arc 39 Ordnance Factories having a manpower of 1.66 lakhs 

and an annual turnover of approximately Rs.3,OOQ crores. The employment under the 
Ordnance Factories accounts for nearly 87% of the total Govt. emplojment under thc 
Deptt. off Defence Production and Supplics. The Ordnance Factory Organization 
functions as a departmental undertaking under the Department of Defence Production 
and Supplies. Ordnance Factories primarily serve as a production base for the Indian 
Armed Forces for supply of critical lethal as well as non-lethal stores. In the absence 
of adequate orders fiom the Armed Forcesi Ordnance Factories are also now engaging 
themselves in production of items for the nondefence sector, for achieving better 
utilization ofthe available capacities and'manpower. The existing range of products 
d W  by Ordnance Factories include artillety and infantry weapons and other 
small arms, assorted ammunition, explosives and propellants, anmured vehicles mo 
military transport vehicles, optical and optoelectronic insbuments required by thc 
Armed Forces, and combat uniforms, foot-wear and parachutes etc. The manufacturing 
processes ir Ordnance Factories correspondingly cover a very wide specbum, i s .  
enginwring, metallurgical, chemical, optics, opto-electronics, textiles and leather. 

Xeedfar 33.22 
Resrrvcfuring 

Of the 39 Ordnance Factories, 16 were set up beforc independence 
and had capacities created for finished stores as well as for basic and intermediate 
materials. These had. therefore, an excessivc element of backward integration In 
respect of factories set up after Independence, the orientation has been more towards 
production of finished stores, drawing upon the civil sector for supply of raw materials, 
components and semi- finishcd goods. IR thc context of the liberalised economic 
scenario, we thought that the need for continuance of Ordnance Factories as a totally 
dedicated production base under the Government should be examined. We have, in our 
approach towards workforcc size control already recommended that no manufacturing 
and commercial activity should be undertaken departmentally by thc Goyemmcnt. To 
what extent the Govemmcnt could be disengaged from the activities carried out by thc 
Ordnance Factories in vicw of their strategic nature and what form the rcstructuring 
.cIr;~Id tzkic 1115 ~li:teforc, one of the major problem areas before us In order to haw 
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an ohJcctI\ c asscssiiiciii n c  coiiiiiiiswiicd M A  '1'at;i ('onsultaiic\ Scr\ iccs to 
tindcaakc xi indcpcndcnt stud\ on "Kcstriicturrng of Ordnancc I:nctorics" 7'hc scope 
ofthc Stud\ includcd restructuring of thc Ordnancc f:actorics to mahc than iiiorc goal- 
oriciitcd and sclf-sustainlng. c\aniitiatIoti of thc \ iabilig of con\ crting thciii to a PSI; 
Slructurc. c~tcnt of pri\ atiwtioii possiblc and fomiulation ofa itinnponw plan for thc 
Orgnni /.a t toti 

( ~ i ~ f l s l i / l i l ~ l ~ - v  S I I i C l ~  33 23 The main suggcstions madc by I ~ C  Consultants arc as follotvs 

Corporatisation of' thc Ordnancc Factory Organi/ation and 
privatisahon ofclothing and schiclc nianufacturing units in a phascd 
tiianncr 

Diversilication into cn  1 1  scctor and rcduction of backward 
intcgration 

Rcdeplojmcnt of cyccss iiianpowcr. sclcctiw induction of quahficd 
nianponcr and introduction of ncu promotion s! stciti 

Progrcssii c limitation of thc control b! inspcction agcncncs 

Modifications in Financial control systcm 

Mod I fica t i oils in ra i v  ma tcr i a I procurcmcn t proccd u rcs 

33.24 Thc Ministn of Dcfcnce  has^ not agrccd nith thc suggcstion ofthc 
Consultants for corporatisation of Ordnancc Factories and ha\.c suggcstcd rctcntion of 
thc csisting structure. Thcy arc also of thc opinion that privatisation is not a \.iablc 
proposition. In thcir vicw, selcctivc induction of manposvcr and modcrnisation of lincs 
or production would improvc productivit? in thc organization. 

OUR RECOMMENDATIONS 

33.25 We have taken into account thc vicws cspresscd by the Consultants and thc 
Ministry on this matter and our mnmicndations on the various issues connected with 
the structure of Ordnancc Factories and streamlining of procedure arc discusscd in thc 
succeeding paragraphs. 

33.26 Ordnance Factones'arc basically a conglomcratc of manufacturing/production 
units. But, being Departmental undertakings of the Government. thcg could hardly bc 
run on the lines of industrial enterprises. This is clearly cvidcnt in VICW of the fact that 
some budgctan support is still rcquircd to be proiidcd by thc Govcmnient. Funhcr. 
with Ordnancc Factorics now being rcquircd to go conuncrcial (both donicstic and 
international) in thc face of dwindling indents from the h c d  Forccs. thc nced for 
fieeing Ordnance FaCtOiies of shackles of Govemiental procedurcs and allo\ving them 
full functional autonomy has become all the more evident. In our opinion, to make 
them mom goal-oriented, cost-effective and self-sustaining, Ordnance Factories 
should be re-structured in the mould of Public Sector Undertakings. 

33 27 In  the Public Scctor sct up, thcrc Mould bc morc autonomj in 
managing c i a y - t a y  aEairs of& factoncs as WCII as in dc\ ismg tlicir on n SCI of rulcs 
in  thc arcas of recruitment, pay scales, producpon policics, disciplinary rulcs and 
matcnal procmmait As a public scctor unii, Ordnance Factories w i l l  be able to raise 
funds from thc capital markets Sincc interest will have to be paid for the money 
raiscd. thcrc ni l1  bc more prudencc in the monq rcquircment and cxpcnditurc With 
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Reductioti iti 
Backward 
In1egmtiotr 

thc corpontc linmicial accounting s? stcm. tlic i~erloriiiaiicc of Ordnnncc Factorm \r 111 
Iwmiiic iiicnsunblc and nidiout dic nssurancc of*Gol crniiicnt support at all timcs. coqi 

co~isc~oi~sncss \ \ i l l  incrcnse W i t h  thc prcscnt s\ stciii of all availablc funds lapsing 011 

hlarcli 3 1 dispcilscd wth. procurciiicnt proccss invoh ing long dclivcn schcdulcs n i l 1  
hc scrcamlincd and fhdnaiicc Factorics ~ 1 1 1  bc ablc to rctain profit ~ h i c h  thc! ma! carn 
i n  civil ~ a d c  Morcowr. \\ithout thc rcquirciiicnt of prc-audit of cspcnditurc. thcrc I\ i l l  

bc no tcndcnq. to niiun:ain an in\cnton kvcl highcr than what is rcallt rcquircd. thus 
rcsultrng in bcttcr imcntoc managcnicnt and cost control 

33 28 111 Accping with our v i m  that Govcmmcnt should mccntratc on corc 
actnitics such as po!icy making and not bc dircctly involved in production actitity. wr 
mommend that Ordnance Factories be converted into a public sector unit Thc 
units may sign a nicmorandum of understanding (MOU) with the Govemmcnt of India. 
undcr \\hich ccnam targcts would bc laid down to cvaluatc the pcdorrnancc of 
Ordnancc Factories The MOU should also spccify the dcgrcc of autonomy to bc 
grantcd to Ordnancc Factorics 

33 29 In addition to manufacturing strategic military sIores. Ordnancc 
Factorics arc also prcscn~ly cngagcd in rnanufacturc of transport vchiclcs and cablcs 
and ccrtain clothing, lcathcr and packing itcms Therc is an cmcrging opinion that In 
kccping 1~1th the prcscnt libcmliscd mnomic dispensation. Ordnancc Factorics should 
bc discngaged from these non-stratcgic m a s  and that thcsc items should bc procurcd 
cu-tradc 

33 30  We r & m c n d  that Ordnance Factories engaged in non-core, 
non-strategic areas of production should be privatised in a phased manner To 
start  ~ ' i t h .  the Ordnancc Equipment Group of Factories consisting of Ordnance 
Eqwpmcnt Factory. Ordnance Parachute Factory. Ordnance Clothing Facton ma! be 
consldercd for privatisauon In the next phasc Vchiclc Factor?. and Grc? Iron Found? 
bc pmatiscd Subscquentl!. the Ordnance Cablc Factory may also bc considcrcd f i r  
pri\ atifation 

33:3 I In order to $gruficantly improw thc capacity utilia/ation of Ordnance 
Factories, greater thrust should be given to diversification into civil sector. Thc 
cngincering factorics amotig the Ordnancc Factories offer ample scope for, 
di\*crsification. These factories have special strengths, which can be tapped in 
precision machining, machining of larger jobs! and manufacture of spccial grade stecl. 
What may at best be required would be retooling of certain machines for civil sector 
production and switching back to defence production may not be a, difficult and 
cspensivc exercise. Keeping in mind the tremendous scope for di\wsification. a real 
annual growth in civil trade of 25% should be achicvablc. 

33 32 Though Odnance Factories have already shed backward intcgration 
tn some arcas like bar-mill and steel-melting, there is still enough scope for further 
reducing backward integration. Ordnance Factories should disengage from 
manufacturing raw materials and other inputs, which are already aiailable in tradc in 
desired quality and quantity, as their manufacturing by Ordnance Factories themselves 
does not lead to economies of scale 

33.33 While Ordnance Factories are generally, ovcr-staifed, they arc 
particularly deficient in some of the requisite skills. 'In thc Ordnancc Factory 
Organization, old skilled hands arc getting dcplctcd duc to normal wastagc through 
rctiremcnt and death and thcrc is no induction of ncw skillcd hands to rccoup thcsc 
ivastages, due to continuing ban on frcsh rccnritmcnt in DGOF Organization. This 
portends n \.cry dificult situation f i r  the organization i n  thc !.car 2000 and beyond. 
?i'lk'Jl r ! im ofil~.; oitI skillcd hands would rctirc. Alrcady, Ordnancc Faciorics. which 

3 05 



k n c  gotic iii ibr NC/('N(' niichincs. arc finding i t  difliciilt to I I I ~  tllcili in thc dwctlcc' 
of adcquiilc shilld lirrnds In this sccnnrio. coniprclii:nst\c tiratipo\tcr re\ ICN IS lolig 
o\w duc It shoiild bc undcrmkcn imnicdintcly 

33 34 As largc scalc rctirciiicnts arc schcdulcd 111 dic t i n t  5 !cars. Ordnancc 
Factorics ha\c a rcal opponunity to rtght-siLc thcir manpowcr l h c  ciisting flab in 
manpowcr, nhcn wasted out, should not bc rccoupccl. Fresh manooaer 
induction shou!d bc limited only to mcct thc cmcrging skill requirements and 
Ordnancc Factories can formulate a pcrspectivc manpowcr plan to this cntf 
Hcrc. \vc specifically rccoiiimcnd that Ordnancc Factorics should bc alloncd to tnduct 
shillcd niatrponcr both at thc working and supcnison lcvcls as pcr thc pcrspcctit c 
iiianpowcr plan 

33.35 Ordnancc Factorics Iuvc drcir oitii quality assuraiicc sct-up to ciisurc 
quality at all stagcs. starting from raw matcrial procurcnicnt to intcr-stagc production 
to final asscinbly of thc product. This set-up is parallcl 'to thc sct-up of DGQA. Na\al 
Amlanicnt lnspcction and Ar Armamcnt lnspcction Wing. As niost of thc Ordnancc 
Factorics liavc got ISO-9002 Ccnification and thcy haw bccn gi\ing a lot of 
inipgrtancc to ttic quality aspcct. wc fccl that thcy can bc dcpcndcd upon to cnsurc 
quality ofthc product. Howcvcr, kccping in \icw thc critical importancc of quality in 
Ilic ficld ofanns and anmunilion froni thc point of vicw of thc uscr i.c. hrnicd Forccs. 
\vc bvould still bc in favour of indcpcndcnt audit of thc quality of thc final product 

33.36 Thus, we recommend that independent audit through DGOA, 
Naval Armament Inspection and Air Armament Inspcctoratc should be confined 
to the quality assurance of the final product and to quality assurancc at inter- 
stage production and raw material procurement stage only in the case of some 
very lethal and critical items In all otticr niattcrs. Ordnancc Factorics should bc 
solcly rcsponsiblc and accountablc for quality assurancc. 

33 37  The existing system of prc-audit of expenditure should be 
restricted to amounts above specified values and independent financial control 
can he e r e r c i d  by a regular process of post-audit. In thc Public Sector Structurc, 
howcvcr. the cxisting accounts establishment has tc be fully integrated tvith thc 
Ordnancc Factorics structure. 

33.38 Our suggcstions with rcgard to thc Ordnancc Facton Organization 
would haw thc cffcct of making thc Organization morc goal-oricnted and focuscd in 
thc contcxt of thc new cconomic dispcnsation and ultimately lcad to grcatcr self- 
rcliancc for thc Ordnancc Factorics. Thc thrcc pronged apnroach of conycrsion to PSU, 
privatisation of non-corc. non-strategic arcas and improvcnicnt of capacity utilisation 
through planned divcrsification into the civil sector. it is hopcd, will rcsult in 
improving thc cficicncy of thcsc units and rcduction in manpowcr to the tunc of 87% 
of h c  cxisting manpoivcr under thc Dcpartmcnt of Dcfencc Production and Supplics. 
Sincc thc avcragc agc of cniployccs is high and a significant portion of manpowcr 
w u l d  rctirc within the ncxt six years. rcdcploymcnt of manpower may not posc a 
scrious problcm. 




