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TERMS OF REFERENCE

2.1 There 1s a conscious departure from the past as far as the Terms of
Reference of this Commission are concerncd. We have been asked :

"to examine the work methods and work environment as also the variety
of allowances and bencfits in kind that arc presently available to the
aforementioned categories in addition to pay and to suggest rationalisation
and simplification thereof with a view to promoting efficiency 1n
administration, reducing redundant paperwork and optimising the size of
the Government machinery."

22 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
otherwise 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 arca of
civil service reform.

APPROACH: OF STAFF SIDE

23 The staft side of the National JCM have not been averse to this part
of our charter. They have repeatedly asserted their commitment to a new style of
govemnance in this country and pledged their support to any, reformist idcas that we
may cspousc. They kad only two caveats : the consideration of such issues should
be taken up after the main report on payvscales and allowances was submitted and
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they be consulted on the contents of the reform package. The Commuission.
however, fclt that we should present a single final rcport contaming all our
rccommendations, cspecially as there is an incxtricable linkage between the quality
and quantity of manpower. the resultant quality, utility and cost cffectiveness of
public administration and the corresponding compensation package. The pay scale
& allowances cannot simply be determined without reference to the organisation
and size of thc Government machinery.

24 It must be admitted at the outset that the time at our disposal was
not enough .to delve deeply into thc controversial arcas of public service
management. However, we tried to enlarge our horizons by resorting to
consultancics on such diverse subjects as the ‘emerging scenario of governance in
the 21st century’, ‘restructuring of organizations', ‘optimisation of manpower' etc.

25 We also tried to analyze the mcasurcs taken by some
Commonwealth countrics which have attracted vide attention. The Commission
paid a brief visit to Malaysia, New Zealand, Canada and the UK. which have
undertaken wide ranging & successful reforms in public administration. We had
frurtful interaction with the people who were involved with the new systems.

EXPERIENCE OF CIVIL SERVICE REFORMS IN OTHER
COUNTRIES

26 in the United Kingdom, the effort started in 1979 when it was
realized that the country wasg excessively bureaucratized and regulated. At first,
Efficiency Units were created in the Prime Minister's Office. Scrutiny Exercises
revcaled several flaws in the civil service, which were sought to be remedied
throygh the Financial Management Initiative. Government departments were
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 1991, 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 ordér to promote fair competition between the public and
private sector and give the best value for money to the taxpayer and the user of
public services.

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, cfficiency
and market competition were applied in the public sector. A new system of
financial management was put in place to give individual departments greater
autonomy in the management of their resources. Ministers now enter into contracts
with departmental chief executives, specifying the desired output and the price that
will be paid. Chicf Executives arc on five-year contracts. They in turn have full
powers to hirc and fire their staff and to fix their salarics which arc wholly related
to performance.
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28 fn Canada, the renewal of the federal public service was mitiated
1989. The key theme of the reform process 1s to provide high quahty service and
mcreased clicnt satisfaction. The public service has to become more cngaged. more
open, morc visible and morc consultative. It must mvest more heavily i the
development of people and simultancously reducce the burden of intemal controls.
An inter-departmental quality network has been established and scrvice standards
prescribed.  Greater powers have been delegated to departments through the
cstablishment of operating budgets and increased fiscal year-cnd flexibility New
information technology has also béen used to provide improved scrvice at reduced
cost

29 Malaysia has also travelled in the same dircction through the
downsizing of the public sector through privatisation, the introduction of the
Malaysian Incorporated concept and the inculcation of positive values and work
cthics. The public service has adopted the concept of Total Quality Management
which has paved the way for the crcation of customer-focused organisations
capablc of delivering quality outputs and services to customers in a time bound
fashion. Towards this end, Government has adopted the clients' charter which
cnvisaged a written commitment by its agencies to meet prescribed standards
Systemic changes were introduced in the budgeting and accounting arcas to permit
managers 1o achicve optimal utilisation of resources. The New Remuneration
Svstem cerated a work culture that cmphasized performance, quality and

productivity.

LESSONS

2.10 There are several lessons that we can draw from the experience of
other countries in this general area :

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

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

non- govcmmcmal scector

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

- many functions have consequently been privatised
fully or partially, corporatised or given out on
contract
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- there has been re-engineering of the Governmental set
up to make 1t functional, cfficient. productive, cost-
cffective and service-oriented

- standards of performance have been published by
ndividual organisations and been adhered to stricily

- greater transparency has been imparted to the
functioning of Government departments

- govenment employecs are being held accountable for
their actions:; and various mcthods of reward and
pumishment related to their performance arc being
devised

there 1s greater emphasis on productivity, quality,
courtesy and customer satisfaction,

THE INDIAN EXPERIENCE

2.11 It is not that India has not taken initiatives in the ficld of
administrative reforms. We have had the Sccrctariat Reorganisation Commitice
headed by Girija Shankar Bajpai (1947). the Report on Reorganisation of the
Machinery of Government by N Gopalaswami Avvangar (1949), the Gorwala
Committce Report (1951). the Appleby Reports (1953 and  1956), the
Admimstrative Reforms Commussion Report (1966), and the scries of reports
submitted by the Economic Administrative Reforms Commussion (1981 -34)
headed by Shti L K Jha. Consequently. an orgamisation and Methods Division was
set up in the Cabinet Secrctariat in 1954.and this has flowered into the present
Department of Administrative Reforms. New systems of sceretariat working were
introduced, performance budgeting was adopted by all developmental ministries.
there was vide delegation of admrnistrative and financial powers, scveral initiatives
were taken to professionalize the public sector operations and attempts were made
1o create svstem of on-line monitoring of performance in government.

212/ Certain initiatives of the last twenty vears have further accelerated
our march on the path of progruss. We have gone through a telecommunication
revolution, our skies have been freed both for acroplane flights and television
channels, information technology have spread far & wide in the Government,
taxation systems have been reformed, procedurcs for industrial licensing
transformed, NRIs and foreign investors facilitated, shares of public scctor
enterprises disinvested and rate of growth of exports multiplied manifold. The
New Economic Policy of the last five vears has viclded positive results and: the
cconomy appcears to have become buovant.

2.13 It must be conceded, however. that structural and organisational
reforms in the machinery of Government itself have not kept pace with the
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other cataclysmic changes. [t is this arca which ought (o be addressed now with
a scnse of urgency. Our entirc objective m draftuig this part of the Report with
reference to Public Service Management 1s 1o initiate a debate on this most crucial

subject.

| OUR APPROACH

214 Qur approach to the presentation of our viewpoint 1s as follows:

First. we shall look generally at the future. that 1s the
immediate future of the next 10-135 years. which 1s the
time horizon for any Pav Commission. This will help us
to understand what kind of India 1s in the making and
what kind of governmental sct up it ought to have

Next. we shall enunciate an efficiency programme of
how 1o redefine the goals of Government. pass on certatn
non-core -activities 1o privatc contractors. develop
partnership between Government, industry, academia
and NGOs, restructure government, change the work
methods and cnvironment, bring about autonomy.
transparency, productivity and cquity in the system,
rcduce paperwork and introduce automation and
information technology.

Thirdly, we shall outhne certain novel ideas on
manpower devclopment so that we attract the best talent
into Government and retain it, ¢xamine new modes of
recruitment, including contract cmployment, look at
some innovative suggestions relating to training,
performance appraisal, career progression, transfer
policies and accountability. '

Then lastly, we shall examine the employment under the
Central Government and whether the size of its work
force can be controlled, look at various options of
optimising the size of thc Government machinery,
cspecially in the organised scrvices, armed forces, central
police  orgamsations,  raillwavs,  posts  and
telecommunications. and make specific proposals for
rightsizing of Government.

A blucprntof 2 16 At the end of this Part of the Report, we would expect to have
action . ~ outlined a blueprint for action which, if implemented by Government. would resuit
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in a totally transformed style of governance in this country, one which wiil be
modern , non-feudal, honest, professional and citizen-friendly.
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LOOKING AT THE FUTURE

31 Any attempt to look at the futurc is a hazardous excrcisc.
Futurology involves an extrapolation of the past into the future with mtclligent
gucsses about the likely outcome in an uncertain world. There arc too many
imponderables and cven one cataclysmic event hike a world war or disintegration
of a large country can make all the guesswork redundant. There arc a number of
alternative futures awaiting us.

2 Fortunatelv, the time horizon of a pav commission is just a decade.
not too long a period to indulge 1n a bit of inspired clairvovance. We, therefore.
commissioned the Stratcgic Management Group to forecast the likely scenario in
the political. cconomic, social and other spheres upto the vear 2010, They were to
identifv the possible changes in the chardcier of governance and to suggest
structural changes and the kind of burcaucracy required tc mect cffectively the
emerging challenges of the 21st century. In what follows we attempt to convey the
gist of their report, as modified by our own perspectives.

32

SECURITY AND INTERNATIONAL ENVIRONMENT

33 The primany objective in this area is to retain and strengthen the
sovereignty. unitv. integrity and sccurity of the nation, contain fissiparous
tendencics, turmoil and unrest at home and overt threats froni across the borders.
emerge as a kev plaver at least on the Asian scenc and optimisc our resource

utilisation.

34 Today. the world 1s no longer bi-polar. In the post cold war period.
with America cmerging as the strongest military power. India cannot resist
international pressures by plaving onc super power against the other  With
Pakistan declaring its nuclear capability, 1t is imperative that we caretully re-
cxamine the nuclear option to remove the ambiguity 1in our pohicx. We should
continuc to resist pressures with regard to our nussile and space programmes
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39 India's population today is the second highest in the world. while
land arca1s only 2.4% The Planning Comnussion have projected a population of
1082 2 nulhion by 2000 A D_and 1164 25 nullion by 2011 A D During the period
1981 10 1991 birth ratc per thousand dechined from 33 & 10 29 and the death rate
from 2.1 t09.7. The annual growth ratc is 1.8%. wiich 1s hikely to fall further to
I 3% FEven so, the nct reproduction rate of | or fess will be achicved by the year
2006 only in Tamil Nadu. Kerala, Karnataka, Punjab and West Bengal. This has
begn rendered passible by increasing the rate of female hiteracy and reduction in
infant mortality ratc. Despitc Government's best cfforts. total literacy would
probably not be achieved before 2027 A.D.

310 Simultancously, the rate of urbanisation 1s also picking up fast.” The
percentage of urban population is expected to go up from 27 82 in 1996 to 36.57
by the end of the vear 2011. The growth of cities is haphazard and results in
scveral negative features like rise in land prices. increasc in slum arcas, degradation
in the quality of lifc, especially of the urban poor

311 The cmployment scenario is cqually dismal.  There 1s a current
backlog of estimated 18 7 million uncmployed and another 125 million people are
likely to cater the labour market between 1996-2010. However. the rate of increase
in cmployment opportunitics during the period 1971-1991 has been a very low
2:2% per annum.

R S There arc varyving cstimates of people living below the poverty line
and thesc range from 30% to 40% of the total population. The anti-poverty
programmes have not been able to achieve their targets mainly duc to proliferation
of schemes and the absence of a proper delivery mechanism.

150

13 Food security of the population is a major arca of concern. It has
been estimated that 250 million people consume less than three-fourth of the
nceded calories, while another fifty five million take less than half their daily
caloric requircments. The major problem here 1s the ineffective public distribution
svstem which is not reaching wic-rural poor.

314 Although the status of some women in our society has seen a
remarkable upgradation, the position on an overall basis is quite unhappy. The sex
ratio has declined from 972 in 1901 to 927 in 1991. The position of female
literacy and nutritional and hcalth status of women lcaves much to be desired.
Efforts at their political empowerment have not fructified fully.

315 A similar problem exists in respect of socially. and economically
backward groups like scheduled castes, scheduled tribes and other backward
classes. * Sustained efforts have resulted in an enhancement of the literacv rate to
37.41% for the scheduled castes and 29 60% for the scheduled tribes. Rescrvation
of seats in the Parliament, lcgislative assemblics, panchayvati raj institutions,
cducational establishments and for employment in the government and the pubhic
scetor have improved their status. Socially. this has had two kinds of fall-out. In
certain States, there is a climate of tension between the members of forward and
backward communitics to the extent of becoming a law and order problem. 1tis
also widely felt that the facilities extended to these disadvantaged sections of
socicty have been cornered by a few influential families.
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316 In this context, the tollowing agenda for action mav have to emerge

- Programmes aimed at halting the demographic explosion.
removing illiteracy, reducing infant mortahity and poverty from this
counttry will have to be extremely high on the agenda for the
Central Government.

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

- There will have to be special schemes for an orderly transition
to a highly urbanised society, with particular reference to the
problems of the urban poor.

- The existing Public Distribution System will have be overhauled
so that it becomes an cffective conduit for supplving rations at
reasonable prices to the rural poor.

- The entire paraphemalia that sustains the phenomenon of male
dominance in society will need to be disbanded.

- An attempt will have to be made to move gradually from a
reservation-centred approach to an enhanced opportunity
approach, for the upliftment of members of disadvantaged castes,
tribes and communities.

THE ECONOMIC SITUATION

3.17 During the eighties, the Indian cconomy moved away from the
Hindu rate of growth of the preceding two decades and achieved an average growth
rate of 5.23% per annum. However, the explosive 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.

3.18 A new cconomic policy was announced in July, 1991 which
cnvisaged a roll-back of the State and placing a greater reliance on market-fricndly
policics. In the ficld of industrial policy, licensing was abolished for most of the
industries, the number of items reserved for the public sector was reduced to six
and the MRTP Act was amended. The National Mineral Policy (1993) dercserved
thirteen minerals for exploitation by the private sector, while the National Telecom
Policy (1994) allowed private participation in basic telccom services. The Air
Corporation Act, 1994 cnabled private air taxt companics to operate regular
domestic scrvices. The National Highways Act was amended to enabice levy of toll
on users of national highways.

3.19 There were sporadic attempts at dismvestment i public sector
cnterprises, but these got embrotled in controversies, culminating fially in the
setting up of the Disinvestment Commission (1996). It is increasingly felt that in
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capital intensive mirastructural scetors like energy. telecommumcations. roads.
ports. ctc the shortfalls m mvestment are so large that a massive mfusior of
private investment 1s a must. The public sector will also have to supplement the
private cffort in some of these arcas but its main accent may have to shift towards
the provision of social services hike education. health. nutrition etc.

320 On an ovcrall basis, it has been estimated that 1f there 15 a 5%
growth in GDP, per capita income can be raised 2.4 times by the year 2010 and the
pcreentage of people below the poverty line can be brought below 20%. If there
is an investment ratc of 30% and a growth rate of 7-8% over the next 10-135 veurs,
per capita income can be trebled and the demographic threat kept under check.

321 Employment generation has been considerably lower than the target
of 2.6% to 2.8%. This nccessitates a major policy nitiative.

322 It has been aceepted that the main reason for the macro-cconomic
crisis was the growth of public spending through the eightics as a result of which
fiscal deficit as a proportion of GDP rosc from 6.4% to 9%. The yvawning gap
between revenue receipts and revenue expenditure was met by deficit financing and
the raising of intcrnal and external debt. Attempts to curtail the deficit have mainly
been made through reduction in capital cxpenditure, with conscquent adverse
impact on the economy. What is reallv needed 1s a cut in revenuce expenditure, for
which a reduction in the rolc and scope of government 1s cssential;

323 The reduction in Government will have to be achieved through
dismantling of the excessive controls, disinvestment in the public sector,
corporatisation of departmental undertakings, privatisation and contracting out of
many services that arc presently being performed directly by Government.
Government's role will be more in evolving the policy of governance and less in the
actual governance itself. Most Government departments will have to function as
facilitators rather than inhibitors of growth. New regulations will have to be
evolved and enforced so as to provide a level playing ficld as between the publ:c
and private secior enterprises, as also between domestic and foreign companies.
The administered price mechanisms will have to be replaced by mechanisms based
on market-determined prices.

3.24 A major thrust of Government initiatives will have to be in the field
of poverty alleviation. Although therc arc a number of anti-poverty schemes in
existence, a much better delivery system needs to be devised. The multiplicity of
the existing programmes will have to be curbed. There 1s need for higher
investments in the fields of primary cducation. basic health care, rural roads, water
supply, sanitation, slum improvement ctc.

325 Thus the cconomic scenario of the next decade will most probably
rcquire the following initiatives ¢

- An investment rate of 30% and a rate of growth of GDP by 6 to,
8%

- An increase in employment generation by 3% cvery vear-

- Dismantling of the permit-licence system



Residual role
of State

Need for faster

growth

- Disinvestment in the public sector
- Corporatisation of departmental undertakings

- Privatization and contracting out of services

3.26 The residual role of the State will have to be confined to the
following arcas':

- As a facilitator of cconomic activity
- For development infrastructure
- As an investor in soctal services

- In poverty alleviation programmes.
¥

THE OVERALL SCENARIO

3.27 Thus when we visualize the national scene as it is likely to emerge
by the vear 2010, there are some discernible trends. The fundamental task is to
keep the nation intact against all its enemies, internal and external. We havc to
fuse the different classes, castes and communitics 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 How the Central Government would have to change in responsc to
the new challenges 1s our next theme.
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INTRODUCTION

4] Having visualized the possible scenarios for the next decade, we
may now look at the manner in which the role 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 Government itself would be

n order.

A MODIFIED ROLE FOR GOVERNMENT

42 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
cmergence 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
of economic organisation, Karl Marx called 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 regimes.

43 Recent decades have seen a shift towards a reduccd role for the
Government in all countries. Thatcherism in U.K. and Reaganomics in U.S.A. tnied
to pull out the State from the morass of over-involvement. The decline of
Communism in Eastem Europc has furthered the trend towards economic
liberalisation and disinvestment in public sector enterprises. Thus it is no longer
always popular to be a leftist or to advocatc nationalisation as the panacca for all

ills.

44 India could not havc remaincd unaffected by these global trends.
But it was really the decp economic crisis of 1991 which pushed us on to a new
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path of development. Today it 1s the received wisdom that Government should
confine usclf primarily to the corc functions that cannot be performed by the
market Evervthing elsc must be left to private initiative.

4.5 Contemporancously, there is no onc who advocatcs an all-pervasive
rolc for the Government. The attempt is to identify the core functions. There is
a fair amount of consensus that the following areas fall within the legitimate
province of Government as such :

(i) National security

(i1) International relations

(iti) Law and order

(iv) Management of economy at macro level

v) Setting up of infrastructure

(vi) Social services

(vii) Programmes for disadvantaged sections

4.6 At the same time, it is recognised that there arc functions currently

performed by Government which ought to be given up. Dircct participation in
manufacturing, mining and cconomic services and direct control of cconomic
activity in the privatc sector are two such major arcas. Many countrics have
divested themselves of public sector enterprises which could be better run in the
private sector in the areas of coal, stecl, fertitizers, air, rail and road transport,
tourism, hotcliering, banking, insurance, and so on. Some countries have turned
to the private sector even in the traditionally super-sensitive areas of atomic energy.,
space and defence production. Where some activities have been retained in
Government. they have been hived off into separate autonomous agencies with
independence of functioning.

4.7 The nature of Goverhment regulation of cconomic activity has
undergone a major change. Governments no longer insist on issue of licences and
permits for sctting up of new industrial units or expansion of existing ones. It 1s
considered wiser 10 sct up autonomous regulatory agencies with quasi-judicial
powers, in order to ensure that the functioning of private units is regulated in the
social interest.

A NEW CHARTER FOR THE CENTRAL GOVERNMENT

438 In the Indian context, we have to also examine whcther within the
overall parameters of what the State should directly do, a particular item should be
within the jurisdiction of the Central or State Governments or the third ticr of
Governmcat that is now being established at the level of the urban local body or the
village panchayat.

49 When the Indian Constitution was initially framed, it was intended
10 be a federal polity with a unitary bias. During the period 1950-90, the unitary
bias got a tremendous boost, owing to the fear that the country would otherwisc be
broken into fragments due to strong centrifugal forces. After 1967, when the first
Sanyukta Vidhayak Dal ministrics were formed in the States, right through the
period 1977-1980 when the Janata Dal was in office, the opposite trend of States
asking for greater powers was also sct in motion. Today, when the Central

- 96



Transfer of

Powers to States

Broad
Parameters -

Self-gowming
Institutions -

The Cenire's
Preserve

Government is atsclf a multi-party coalition of which some partics represent
rcgional forces, the federal tendencics have again come into their own.

4.10 Therc arc two major decisions nceded here. First, there has to be
a transfer of functions, powers and resources to the States. This can be donc
according to thc overall plan laid down by the Sarkaria Commission on Centre-
State refations. There are decisions taken or suggestions made in meetings of the
National Development Council, Chicf Ministers’ Conferznce or the conclaves of
leaders of Opposition parties.

411 Specifically, the action would be guided by the following broad
paramcters :

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.

- Somc 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 generaily
left to the States, with the Centre only dealing with certain
minimal aspects of international relations, overall legisltation 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 have clastic sources of revenue or a larger
statutory share in Central revenue receipts.

412 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
bureaucrats, who have traditionally looked at these organisations with contempt or
disgust, would have to willingly share power with them.

413 Whatever is then left with the Centrat Government as its legitimate
preserve would need to be further rationalized in the following manner :

- Only matters requiring policy imtiatives and overall monitoring and

coordination should be retained in the Central Ministrics and
Departments.
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Functions that involve regulation and control of private imtiatives
would have to be hived olf to scmi-autonomous mdependent
agencics.

Departmental undertakings should cither be closed down.
privatized or be converted into public sector cnterpriscs.

Services that can be performed by the private scctor should be
contracted out, as far as possible; to that sector.

IMPLICATIONS FOR ORGANISATIONAL STRUCTURE

4.14

All this has wide-ranging imphcations for thc way the Central

government needs to be structured. The decisions that may requirc to be taken will
be of thie following broad types :

(M

(i)

(iii)

415

Some Ministries and Departments may have to be abolished
altogether or amalgamated with other Ministries and Departments.

The size of a Ministry or Department may have to be reduced
drastically in order to fit it for the rcvised role that it has to
perform.

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

In general, the Central Government will have to alter its percetved

role. delegate much more to other levels of Government, transfer many of its
functions to the non-governmental sector and fashion a public service that would
be geared to the new tasks. It is sometimes thought that an altcred role for the
bureaucracy would reduce its importance. This is too simplistic an approach. I
is our considered 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 1s hkely to be
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THE PRESENT STRUCTURE

5.1 When we assess the present structure of public services in India, we
see a certain well-defined pattern. At the Central level, the All-India Services, the
Central Services and the Commissioned-Officers in the armed forces provide the
leadership. The Group B Services are a second ring of leadership and supervision.
The Group C Services provide valuable support and the Group D Services form the
auxiliary wing.

52 There are certain distinguishing features of the public services.
Recruitment is generally made by open competitive examinations conducted by
independent bodies like the Union Public Service Commission, Subordinate Service
Commissions, Service Selection Boards etc. The procedures are open, transparent
and generally trouble-free. We have a high degree of faimess and objectivity in
selection to the public services. ‘

53 The public servants are authorities under the Constitution and the
law of the land. They derive their power and authority from Articles 309 to 313
of the Constitution.and various Acts, Rules, Regulations and notifications, all of
which have a legal sanctity. The exercise of such authority is subject to scrutiny
by a number of institutions. The legality can be questioned in a court of law; the
propriety can be challenged by the Comptroller and Auditor General; the
contribution to public welfare can be debated in Parliament and its many
Committees; the integrity aspect can be probed by various vigilance organisations,
and an independent press performs a vigorous watchdog role. Thus all the
institutions that arc prerequisites for an independent, fair-minded, honest, devoted
public service arc in place.

PUBLIC IMPRESSIONS

54 However, if one speaks to any cnlightened member of the public he
has several complaints against the public scrvices. These relate to their size.
productivity, accountability, transparency and integrity.
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55 There is a gencral impression that the absolute size of the
burcaucracy is overgrown beyond what is fundamentally necessary. 1tas ofien

- referred to as being "bloated”. 1t s also fclt that the numbers arc incrcasing at a

rapid pacc. with scant regard for thc work-load. Pcoplc also spcak of the
burcaucracy being top-hcavy.

56 Not only are public scrvants perceived to be too many in number,
it is also believed that they do-not contribute to the gross domestic product. Public
scrvants are alleged to invariably come late to office, spend a large part of the day
in sipping tea, smoking and indulging in gossip, and leave officc carly.
Consequently, productivity is said to be abysmally low, estimates of their actual
working hours ranging from onc to two and a half hours in a day.

57 It is felt that burcaucrats are a law unto themselves. They hide
behinds mountains of paper, maintain uncalled for secrecy in their dealings with
public issues, take surreptitious decisions for considerations that arc not always
spelt out on paper, and are accountable 1o no onc. They have life-time contracts of
service which cannot be cut short on any ground, defended as they are by the
safeguards under Article 311 of the Constitution. Their misdecds arc never found
out. Ifexposed, they take refuge behind the protective wall of collective decision-
making in committees, which cannot be brought to book.

58 The most serious charge levelled against them is that they lack
intcgnity and honesty. This they are alleged to lack not merely in the sensc that they
accept money or rewards for the decisions thev take as public scrvants in the
exercisc of their sovereign powers, but also in the larger sense of not maintaining
a harmony between their thoughts, words and deeds. Many scams arc being
uncovered every day and evidence unearthed of public servants not only conniving
at corruption but being the beneficiaries of the system themselves.

SELF-IMAGE OF THE PUBLIC SERVANTS

59 If one speaks to public servants, they have a different story to tell.
They feel that their tasks have become increasingly complex and important over the
years. India used to be a comparatively simpler semi-feudal society that had
remained largely static and unchanged over centuries. It had been described
variously as “the continent of Circe' or "an area of darkness'. Suddenly it has been
transformed into a nation with ‘a million mutinies'. The disadvantaged scctions of
society - women, backward classes, scheduled castes and tribes, dalits, minoritics,
the poor, the handicapped -have woken up to thew nights. Tverywhere there are

- struggles and these have got to bc rcsolved 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 are unnecessary hurdles on
crcation of posts and illogical across-the-board cuts in numbers. The result is
delay, inefficiency and corruption.

5.11 - The public servants feel victimized by the system which has pegged
their salarics at very low levels compared to the public and private cnterprises. The
recent entry of mulu nationals and NRI-owned companies in the Indian market has
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further dampened their enthusiasm, as they find their own next gencration drawing
salarics which bear no relationship at all with their own petty wages. They arc also
resentful of the fact that Pay Commissions arc sct up at intervals of decades and
that there is only partial neutralisation of the risc in cost of living, which means that
they are being subjected to a gradual and sustained process of impoverishment.

512 Many public servants fccl that only a small percentage of them arc
corrupt, but they are all tarred with the same brush. They would like Government
10 take strict action against 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 fact, many of them have stopped taking decisions owing to the fear
that any decision taken by them is liable to be misconstrucd and misinterpreted.

A BALANCED APPRECIATION

513 There is a yawning chasm between the public perception of the
burcaucracy and its self-image. Both views arc rather exaggerated and the reality
lies somewhere in the riddle.

5.14 The achievements of the public services are laudable. If we have
been abie to govern a country which is more of a sub-continent, with so many
elements of religion, caste, community, 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 sofiwarc and so on. Our cngincers have built roads,
highwavs, buildings, dams, factories and other complicated structures. Our doctors
havc eliminated a number of discascs and lengthened the life-span of cach citizen.
Our diplomats have implemented a fearless and independent foreign policy which
has steered us clear of the power blocs. Our soldiers and policemen have defended
the integrity of the nation. Our industrial workers have shown wonderful results
in numerous fields. On the whole, India's overall progress spanning the last half
a century, while sustaining 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 have resorted to cconomic liberalisation. Whatever steps we have taken in
the last five years could have been timed for the early cighties. Even at present,
there are areas of public sector disinvestment, dismantling of tariff barriers,
bringing down of rates of corporate taxation and interest rates, rightsizing of
manpower, controls over industry and trade at State Government level ctc. where
we arc still dragging our feet. Part of the reason is 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 burcaucracy has also to share
part of the blamc.

5.16 With regard to the sizc of the public services. while it s truc that the
numbers have risen sharply from 29.82 lakhs in 1971 to 41 '82 lakhs in 1994 as far
as civilian Central Government cmployees arc concerned, there is a visible trend
towards slowing down of the annual increase, over the last 15 years. Various
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mcasurcs taken by Government arc responsiblc for this. In faci. the only scgment
which has scen substantial incrcasc in numbers in recent vears s that of Central
policc organisations and here the rcasons arc known. The cxpenditure on pay and
allowances of Central Government employecs as a percentage of the total revenuc
expenditurc of the Central Government has also come down from 33.5 in 1960-61
t028.3in 1970-71, 19.1in 1980-81 and 13.6 in 1993-94. This is mostly because
of the tremendous increase in the total revenuc expenditure and thereforc the
percentage figure 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-the-board cut in
numbers and we are making our recommendations on this aspect in a later chapter.

5.17 There is no doubt that the productivity in Government is quitc low.
Lack of punctuality is one reason, the five-day week and the large number of
holidays another. Sufficient carc has not been taken in devising critena for
measurement of an employec’s output. Most of the norms for creation of posts arc
outdated and necd to be revised. Thcere are no incentives for higher output and
promotions arc almost automatic. Therc i1s unduc emphasis on rules and
procedures, and riot cnough on output. Interference from political sources creatcs
havoc in day-to-day administration.

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 whether all the procedures have been meticulously followed. In anv case, the
PAC questions a remote successor about the misdeeds of his predecessors who arc
no longer traceable. Newspapers tend to sensationalize news, with the result that
good solid work gets overlooked and silent workers never get patted on the back.
What we require is on-line monitoring of performance, performance budgeting,
performance audit, concurrent evaluation, continuous counselling and feedback at
all levels.

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

520 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 signifi~ant needs tc be done or clse
Government employment will soon be the last choice of bright young men and
women.

CRUCIAL SIGNIFICANCE OF PUBLIC SERVICES

521 The deterioration in the calibre of Central Government emplovecs
could have been ignored if they had been unimportant cogs in the machine of
governance. It has dow been proved in country afier country that an honest,
professionally sound, contented bureaucracy is a critical clement of any programme
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of cconomic resurgence. Their importance anscs from the following functions that
they and only they can perform :

- They are catalytic agents of change. In dcvcloping countries,
they arc often thc most cducated and well qualificd groups of
peoplc with a presence night up to the grassroots. They have access
{0 information from all over the world, they have the means to
implement ideas and they have the communication network to
propagatc their agendas for action.

- ‘They enforce socially beneficial regulations with reference to
crucial inputs like land, forests, minerals, energy, water, finance,
manpower, training, cducation, health, housing and the like. They
can hasten the setting up of infrastructure, specd up customs
clearances 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 people and suppress the malefactors.

- They provide inputs to the maintenance of the macro-
econoimic equilibrium, by controlling the total money supply,
keeping inflation under check, preventing the dumping of goods by
foreign competitors, taking stcps to retain a. positive balance of
payments, adopting a national policy on manpower-related issués
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, without which no economic, social, political or creative
activity can ever flourish.

522 It is thus of the utmost importance that the best brains in the country
are attracted to the public services. They should not only be motivated to enter the
services but also to remain there with full professionalism, motivation and devotion
to duty. This necessitates a positive look at all the major parameters of their
induction and retention.

POINTS TO BE CONSIDERED BY THE PAY COMMISSION

523 We have divided our approach to the problem of the public servants
into four segments. ‘

5.24- In Section Il of this Part, we look at the area of efficiency in
administration. For this purposc we have to establish an efficiency programme
at the highest levels of Government. Thc foremost task thereafter is to redefine
the functional goals of cach governmental organisation. There are certain _écn'iocs,
that can be contracted out to other agencics and these need to be identified. Certain
arcas might require a partnership between the Government and private sector.
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525 Then we look at ways and mcans of restructuning the Government.
The work methods and work cnvironment will need to be drastically changed.
Devices hike delayering have to be innovated so that there 1s a marked increasc i
the productivity of Government employces. This will involve automation and
reduction of paperwork. There has to be greater openness in Government's
functioning, and a morc broad-based autonomy and dclegation of powers to lower
formations. Grievance redressal has to be quick and forthright, and a responsive
system of' management information has to be developed.

5.26 In Section 11, we discuss the various mecthods of human resource
development. Starting with recruitment and retention, we explore the possibility
of introducing some mobility between Government and other sectors. We also look
at the potential of contractual employment in Government.© Training is an
important facet of manpower development, while we try to find out how
performance appraisal can become as objective and impartial as possible. We also
review the promotion policy and other methods by which motivation levels of
employees can be improved. We try to.develop mechanisms to ensure a greater
degree of accountability and suggest some innovative steps on transfer policy.

5.27 In Section IV, we have taken up the crucial question of optimising
the size of the Government machinery. We first consider the organized services
and then take major departments of railways, postal and tclecommunication
services, central police organisations and armed forces for detailed consideration.

5.28 It 1s only after discussing these crucial aspects of how we can have
a competent, professtonal, productive, motivated band of pcople in the employment
of the Government that we move to the other major task of devising an appropnate
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 down
drastically and the public senvant has to be much morc productive and accountable
than he is today.
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HISTORICAL PERSPECTIVE

6.1 It cannot be said that the realisation of the critical importance of the
public service to the overall development of the country is recent. There have been
several attempts at admimistrative reforms, starting from the Secretariat
Reorganisation Committee, which submitted its report in August, 1947. The
Committec suggested various steps for administrative reorganisation in the context
of British withdrawal from India.

62 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 the
administrative system and to improve the standards of efficiency therein.

63 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 rclationship between the citizens and the State, and the Statc and the
civil servants.

6.4 In 1951, AD. Gorwala submitted his Report on Public
Administration in which he made a number of recommendations particularly with
regard to introduction of Organisation and Methods procedures in Government

- departments.

65 Two reports which had a significant impact were Paul H.Appleby's
'Public Administration in India : Report of a Survev, 1953 and "Re-examination
of India's Administrative System, 1956". As onc of thc outcomes of his 1953
Report, an O & M division was set up in 1954 in the Cabinet Sccretariat. The
attempt here was (o effect improvement - in paper management through
manualisation and a system of inspections.
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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 organisation, as

“also the establishxixmt 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 recommendations 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 O & M Division transferred to it. In
1965, 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 Admumstrative Reforms
Commission under the chairmanship of Shri Morarji Desai. 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 Secretaniat working including the desk
officer system were introduced, performance budgeting was adopted by all
developmental ministries; financial and admnistrative powers were delegated to
the maximum extent and the Bureau of Pubkic Enterpnises was strengthened.

6.10. The National Poiice Commission (1977-87) examined the role and
functions of the police and modernisation of law enforcement, and suggested
arrangements for preventing misuse of powers by the police.

6.11 In 1985, a full-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.

6.12 The Economic Administrative Reforms Commission under LK. Jha
(1983) advocated the need'to move towards accountability in the positive sense, so
that greater importance was given to performance than mere adherence to rules and
procedures. The concept of Management by Objectives was introduced in the form
of Annual Action Plans for Ministries and Departments and Memoranda of
Understanding with Public Sector Undertakings. Similarly, an on line monitoring
of managenal performance in infrastructure sectors was initiated.

6.13 Although the many reforms introduced in the last 50 years have
bome some fruit, there has been a tendency for dynamic imitiatives to peter out once
the prime movers behind them were removed. Thus the systems of performance
budgeting, annual action plan, management by objectives, orgamsation and
methods, memorandum of understanding etc., which started off as highly
innovative responses to systemic stasis, got converted into rounne ntual exercises
bereft of any meaning. Organisational 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
cxperiments with reforms do not get institutionalised, they often fade away with the
personalitics who introduced them.
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INITIATIVES TAKEN ELSEWHERE

6.14 The Commission had thc opportunity to perusc the excellent
publications titled "Current Good Practices and New Developments in Public
Service Management" brought out by the Commonwealth Secretariat in respect of
diffcrent Commonwealth countries. It also had the opportunity of visiting the
United Kingdom, Canada, Malaysia and New Zealand in order to have a first-hand
interaction with those connected with the public service reforms. Some of the
initiatives taken in other countries have been discussed in the succeeding
paragraphs.

THE UNITED KINGDOM

6.15 The UK. 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 admunistrative culture still remained bureaucratic. In 1979, the
Conservative Government led by Margeret Thatcher sought to reduce public
expenditure in order to reducc direct taxation. The view was taken that the UK.
was over-governed and it would be in everyone's interest for Government to play
a smaller rolc. This started the dnive for Civil Service reforms.

6.16 In 1979, the Prime Minister's Efficiency Unit was created and it has
tvpically comprised two civil servants and three seconded industnalists with a
support staff of three. The Unit developed a methodology based on Scrutiny
Exercises on narrowly focused and short-term studies mn 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 th€ 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 carry out the executive functions of government
within a policy resources framework approved by the Minister. Each Agency
would be under the direction of the Chief Executive who would have freedom from
day-to-day involvement of the Minister. By April, 1994, 60% of the civil servants
were working'in Agencies and other organisations operating on Next Steps lines.

619 In 1991, thc Prime Minister launched the Citizens' Charter
Initiative. This is a ten-year programmc designed to raise the standards of public
service. It has six key principles-setting standards, information and openness,
choice and consultation, courtcsy and helpfulness, putting things right and value
for money.
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Lessons from the 620 The conditions that have been shown to be critical for the success
UK. experience o the 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.

NEW ZEALAND
Reforms in New 621 In New Zealand, reforms were initiated by the Government elécted
Zealand mmmd - 1984. Their key overall concepts were transparency and consistency, and

these translated into the following organising principles for the reforms process:

- The Statc should not be involved in any activities that would be
more efficiently and effectivelv performed by the commumty 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 organisations,
“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 purchaser's requirements
rather than the producer’s preferences.

Legislation 6.22 Thesc principles were reflected in three important pieces of
passed legislation:

- 108



Structural
reforms

Review of the
programme

623

6.24

The State Owned Enterprises Act, 1986 which provided the basis
for converting the old trading departments and corporations into
businesses along private sector lines

Tue State Sector Act, 1988 which made departmental chief
executives fully accountable for managing their organisations
efficiently and effectively

The Public Finance Act, 1989 which changed the basis of state
sector financial management from a focus on inputs to a focus on
outputs (the relevance and effectiveness of actual products) and
outcomes (the overall results of the outputs from the Government's
point of view).

The reforms process had four main stages as under:

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

Departmental restructuring began in 1985, to rationalise the

functions and shape of the core public service, and moving much of
the service delivery functions to a new tier of non-departmental

entities called 'crown entities".

In 1988, Government began a major restructuring of the education
sector. Local education boards were abolished and their functions
transferred to elected boards of trustees. Similarly, health
authorities have been replaced by appointed regional health
authorities  with funding responsibilities and Crown health
enterprises operating commercially as service providers.

In 1988, chief executives became individually accountable to the
ministers, through limited term contracts which were performance-
related. The role of the State Services Commission ch from
employer of all public servants to employer of the chief exccutives.

A review of the reforms programme in New Zealand shows that

three aspects have been extremely successful. Transparency in the activities and
processes of the State, the liberation of managers from central input controls, and

the new financial management and accounting systems are revolutionising the way

in which departments and officials 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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clements to a successful reforms process. These are:

unflinching political determination

very clear objectives, agreed at the highest levels, and based on
an intelligent appreciation of the community's tolerances

4

*a set of comprehensive and well-integrated basic principles,
agreed at the highest levels

sound legal architecture that re-defines the rules outright

- a demanding but realistic time-table

- a core of unified, highly motivated, experienced and
imaginative senior public servants, provided with- sufficient
resources and discretion to mmanag= implementation; and

very effective information and public reiations systems.

MALAYSIA

6.26 In Malaysia, the Government established the Development
Administration 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 skills and expertise among public sector employees. The Malaysian
Administrative Modemization and Management Planning Unit (MAMPU) was set
up in 1977 under the Prime Minister's Department, 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 privatization, the introduction of the Malaysian 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 February 1991, the Prime Minister of Malaysia unveiled his
Vision 2020, which states the national aspiration to attain a fully industnalised and
developed nation status within the next three decades. This vision can be achieved
only if there is an excellent Public Service to meet the challenges of rapid
development in a constantly changing environment. The Public Service has
identified seven fundamental values which are deemed necessary for this purpose.
These are quality, productivity, innovativeness, discipline, integrity, accountability,
and professionalism.

6.28 In November, 1529 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
customer-focused organisations capable of delivering quality outputs and services
to customers. Agencies were advised to form Quality Control Circles as an
effective mechanism to mobilise expertise, experience and employee creativity in
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cffective mechanism (o mobilise expertise, expericnce and cmployce creativity m
problcm-solving. The Malaysian Incorporated Policy is bascd on'the underlying
philosophy that collaboration between Government and busincess 1s cssential for
accclerated national competitivencss in the global marketplace. The Government
has also adopted the Clients’ Charter which ensures that cach Government agency
provides a written commitment to its customers that goods and scrvices will
comply with declared quality standards.

6.29 The Public Service places cqual emphasis on productivity. The
Government has identified eight critical factors. which influence productivity.
Thesc arc manpower, systems and procedures, organisation structure, management
style, work cnvironment, technology, materials and capital cquipment. Productivity
measurement and cvaluation is also part of the improvement effort. Varnous steps
havc been taken to introduce better file management, work simplification, form
design, officc automation, information technology, etc.

6.30 The professionalism of the ciyil servant has been further enhanced
with the introduction of the New Remuneration System. This involves major
changes to the organisational structure, remuneration and reward system, and terms
of service. This has resulted in creating a cadre of innovativc, creative and talented
cmplovees who have readily embraced 2 work culture that emphasiscs performance,
quality and productivity.

6.31 Five main stratcgies have becn adopted to ensure the successful
implementation of administrative reforms.  These include consensus building.
documentation and -information dissemination, training, follow-up and follow-
through, and recognitions and awards. The reforms are coordinated at the highest
level by the Panel on Administrative Reforms to the Civil Service which is chaired
by the Chief Secretary, and acts as a think-tank and prime mover. Conscnsus is
also built through discussions in four major permanent committees of Public
Scrvice top management comprising Secretaries General of Ministries. Heads of
Services, Heads of Federal Departments, representatives of State Governments and
Chicf Executives of Statutory Bodies.

6.32 A major reason for success is the personal interest shown by
the top political leadership, especially the Prime Ministers of Malaysia who have
been the lcading propellants of reforms.

CANADA

6.33 The starting point for the Government of Canada's journey on the
road to administrative reform is the process entitled "Public Service 2000". This
was mainly the effort of the federal public service itself. Although it had political
intcrest and support, it was not closely dirccted and actively managed by the
politicians. Thus it does not bear the imprint of a particular political agenda as in
somc other countrics.

6.34 Public Scrvice 2000 staked out some kev themes.  The Public
Service must strive to provide a high quality service and increasc client satisfaction.
The Public Service must become more engaged, more open, more visible and morc
consultative. Public Scrvice managers must crcate organisations in which peopie



Initiatives
taken

Future of reforms
in Canada

morc hcavily in the development.of its people.- It must reduce the burden of
intcrnal controls so that intelligent, well-motivated managers have greater latitude
to improve service quality and client satisfaction.

6.35 Among thc initiatives to improve, servicc quality 1s the
cstablishment of an inter-departmental quality network and an attempt led by the
Treasury to cstablish scrvice standards for all departments. The reduction of
central agency constraints is being addressed by increased delegation of authority
for human resource management to departments, and for financial management
through the mechanism of Operating Budgets and increased flexibility at the end
of the fiscal year. Special Operating Agencics have been created to give service
units within departments direct responsibility for results and increased managerial
flexibility. Even in an era of fiscal constraint, the Government has been increasing
its investment in the peoplc who constitute the public service. A new special
operating agency called Traimng & Development Canada has been created and the
Canadian Centre for Management Devclopment established to focus on the needs
of the cxecutive level. Employing new information technology is emerging as a key
way of achieving objectives such as improving service and reducing cost.

6.36  There are scveral reasons to believe that the process of public service
reform will continue for many years. First, there is a major economic problem
that gives it urgency. As a result of very substantial budgetary deficits in the last
two decades, Canada finds itself in the uncomfortable position of being a major
intemational debtor. Thus there is a demand for major reductions in'the operating
cost of the public sector. Secondly, Canada has always been in the forefront of
advances in communications technology. The Canadian public sector will draw
upon this expertisc to apply leading-cdge information and communication
technology to the provision 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 the culture of the public service in Canada. at all levels of
government.

ESTABLISHING THE NEED

637 Looking at the experience clsewherc, it is apparent that there is a
world-wide movement for public service reform. We have scen that their success
depended initially on the firm commitment to reforms at the highest level. Such
rcform can comce about in India only when there is an appreciation that launching
an cfficicncy programme is cntical for the socio-cconomic development of the
country. This realization 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 1o be realized that ths is not a political issuc. Thus a national conscnsus needs
to be developed, cutting across party lines, so that the process of reform once
mitiated is not allowed to peter out mercly because of a change of Government.

DEVELOPING THE APPARATUS

638 Once the overall commitment 1s forthcoming, what is then required
1s an apparatus which will spcarhcad the reforms and constantly monitor at. For
this purposc, the following steps need to be taken

112



Approach to
reforms

6.39

The Department of Administrative Reforms should become the
most important Department ‘of the Central Government. It
should be hcaded and manncd by the most brilliant and outstanding
officers available in Government.

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 Prime 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, Defence
Minister and the Cabinet Minister incharge of Public Service
Reforms. This Committee should take final decisions on proposals
put forth by the Committee of Sccretarics and Chief Sccretarices.

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 warranted, to consider
specific proposals of administrative rcforms.

Another Commiittee of Chief Secretaries should meet once a
quarter under the chairmanship of Cabinet Sccretary to review and
monitor the public service reforms in the States.

With this apparatus in position, a step-by-stcp approach to public

service reforms should be adlopted as follows

The Core functions 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 be public scctor enterpriscs,
autonomous bodies or cooperative institutions
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A time-table for
action

- Recruitment to the different services may be reduced

There should be a sound legal architecture that redefines the
rules outnight

- The Government office itself will need a heavy dosc of
restructuring

- “The financial management and budgetary system will have to
be totally re-written

There will have to be a simplification of procedures and
formulation of accountability norms in Government.

6.40 Above all. therc is need for a demanding but realistic time-table for
achieving the major objectives of the reform process. There will have to be some
short-circuiting of procedures, some ruthlessness in implementation and some
strategy for management of change. This will try to the utmost Government's skills
in dealing with the opposition parties, the unions and associations of Government
cmployecs, the press and the general public. But if there is a basic sincenty of
purpose and a strong determination at the very top, tangiblc results can be shown
in two to three years.
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background
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INTRODUCTION

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

7.2 There was a time when govemments were instruments of political
power and their main function was to maintain law and order inside their territories
and to defend their boundaries against external aggression. Over time, there was
an enhancement of the role under the influence of welfare, Keynesian and Marxist
ideologies, till the State threatened to become an overbearing presence, exemplified
by the "Big Brother is watching you' syndrome. The last two decades have seen a
reversal of the trend, mainly due to the burgeoning budgetary deficits, forcing
governments of all persuasions to cut back on staff, subsidies and functions.

73 In India also, the same trend exhibited itself. In the fifties and

sixties we were trying 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
buzzword and PSUs occupied an increasingly large area of industry and commerce.
The fiscal indiscipline of the eighties finally led to the ignominicus crash of 1991
and to the reversal of the trend.

74 Proliferation of departments is a sure index of the v dening net of
the Government. Against only 35 ministries and departments in . Yo., we had 50
in 1972 and there are 81 munistries and departments at presc @ D.:spite the
economic reforms, in 1995 we had the unedifving spectac,  of five new
departments being set up at the Centre. Indusuy. which is alrcady tragtaented into
several departments, got an off-shoot with “industnal policy and giv- .ouon' being
separated out. Urban Development Munstny carved out a separatc area of ‘urban
cmployment and poverty alleviation’ and so ¢id the Mimistry of Rural Development
branch off into ‘rural employment and poverty alleviation”. ‘A Depa-tment of
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Animal Husbandry was set up in the Ministry of Agriculture and a Department of
Consurer Affairs in the Ministry of Civil Supplies.

CONCEPTS AND METHODOLOGY

75 All this is a result of confused 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 particular activity :

- Does the job need to be done at all ?

- If so, does the Government have to be responsible for it ?

- If so, which ievel of Government ?

- If it 1s the Central Government, does 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, look at the Central Government with the above
questions in their mind, the answers will stare them in the face.

CONSULTANCY REPORT

7.7 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 Auxihiary.

Core : The offices under this category perform roles which are given
by the Constitution, which Government 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. Examples are : Atomic
Energy, Science and Technology, Space, Defence, External Affairs, Finance,
Forests, Home, Law, Planning and Rural Deveclopment.

Participatory : These cover areas ..%2ve the Government has both a
policy making and enforcement role but private and public sectors are
allowed to participate in delivery of goods. wier: thi Government has
responsibility of ensuring a desired level of delivery of services through direct
or indirect intervention in the sectoral markets and industry, and where
Government has a responsibility towards produciicn and trading of goods
and services. -These may include Coal, Education, Health and Family Welfare,
Energy, Petroleum, Stee!. Chemicals and Fertilizers, Industry, Information and
Broadcasting, Railways. Surface Transport, Telecommunications. Posts, Urban
Affairs and Civil Aviation.
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Auxiliarv - ‘ 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 Art and
Culture, Food Processing, Sports, Tourism, Consumer Affairs, Labour, Water
Resources, Wastcland Devclopment and Textiles.

78 The above classification is highly arbitrary and simplistic, and there
is scope for endless refinement both of the definitions as well as the list of
Ministries which fall under one or the other’category. The main point to appreciate
is the need to undertake such an exercise so as to be clear about what has to be
done by the Central Government itself, where it has to regulate and participate and
where it need act only as policy maker and arbitrator.

79 Even within the Core category, the functional goals need to be
sharpened further. Let us take defence which is definitely one of the key functions
of the Central Government. We are leRt with a lingering impression that the threat
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. This is a blatant example of fuzziness in our perception of functional
goals. Such examples can be multiplied.

7.10 At the level 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 :

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

- clarify for staff the purpose of their jobs in meeting
organisational goals

- make clear the policy of the Government to ensure that it is
interpreted accurately by staff

- engender pride in belonging to the organisation

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

7.11 The basic pre-conditions for this are :
- understanding customer needs

- top management commitment to goals expressed in the mission
statement

- clear grasp of mission concepts by management and staff

- full explanation and training to staff
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CONCLUSION

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 governmental organisation in particular. The concept of mission statement
is an effective tool in this process and is recommended for adoption.
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INTRODUCTION

81 The rightsizing of Government and the structural reform of the

bureaucracy can get 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 contracting out many of its own activities to the
private sector.

EXPERIENCE OF OTHER COUNTRIES

82 International experience suggests that the areas of privatisation and
contracting out of services are very fertile and yield -a rich harvest in terms of a
diminished governmental presence in the life of a citizen, a reduction in the
draining out of public funds in a vain endeavour to bolster sick public enterprises,
improved and more cost-effective services to customers and better value for money.

83 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 pnivate 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 term.

84 In general, activities which have been found to be particularly
suitable for market-testing are of the following types :

- resource intensive

- relatively discrete

- specialist or support services

- subject to fluctuating work patterns
- subject to a quickly changing market
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New Zealand

subject to rapidly changing technology

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

8.6 Candidates for market-testing are identificd by each department by
asking the following questions :

- Is the function or activity esscntial ? What arc the implications of
not doing it? Or of doing it in a reduced or combined form
elsewhere ?

- Can the activity be performed more cconomucally by other means
9

- What is the full cost of the level of service 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 7 What use is proposed of existing staff and assets ?

87 The attempt is to define the user-need . for the service and to
establish the cost of the existing service. A specification for the service is drawn
up and this is part of the invitation to tender. The providers of the current service
are encouraged to submit an.in-house bid. Eventually, the line management decides
on whether the service should be retained in-housc or contracted out.

88 In New Ze:aland, tic mechanism developed to facilitate the
divestiture of the state trading agencies was the State Owned Enterprises Act of
1986. The process of economic liberalisation led to a major restructuring cf the
pubtic sector, first through corporatisation and in many' instances subsequently
through privatisation. Government owned enterprises in ficlds such as banking.
forestry, insurancc. transport, communications and broadcasting werc transformed
into corporate cntitics and were later fully privatised.

89 The: move 0 corporatisc organisations was consistent with the
Government objective to open up many sectors of the cconomy to internal and
external competition. State-ownced enterprises werc now statutorily required to
operatc as successful commercial business and cmulate the cfficiency and
profitability of their private sector counterparts. 1f Government wanted such an
enterprise to provide a non-commercial service. it had to contract to do so. Thesc
cnterprises were expected to fund their spending from unsubsidized private scctor
capital sourccs and to pay taxes and dividends.

$.10 For the privatisation process. no standard formula was apphed. A
rangc of routes and methods was adopted, depending on conditions in the market
place. fiscal considerations and political factors. Thev tended to follow two routes
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Malaysia

- an equity route wherc shares were sold in clearly 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 controverstal than
corporatisation.  Particularly in the initial years, mistakes were made in
privatisation before the Government and the public service gained experience. 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
nvolving organisations such as Telecom, New Zealand Rail and Air New Zealand
have been completed, privatisation is an ongoing process.

812 . The pnvatisation 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 1583 and the first stage
consisted of dissemination of information to the public. Guidelines on privatisation
were published in 1985 and the Privatisation Master Plan was launched in 1991.

8.13 The privatisation programme can be implemented in a number of
ways These are :

- sale of Government assets cr 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,
generally used for new infrastructure projects and public facilities.
Under this method, the public facility is built by the private sector
using their own finances and is run by them during the penod of
concession, at the end of which it is surrendered back to the
Government

8.14 The planning of privatisation is done in the Economic Planning Unit
of the Pnme 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 interdepartmental committee on privatisation discusses the plan
and, after the approval of the government, evaluates the various possible modes of

- privatisation.

8.15 These are Govemment-initiated privatisation projects and therefore
subject to competitive bidding. But there are also private sector-initiated proposals
which are evaluated and if found to be acceptable, an award is made by the ministry
concerned. Further, the private sector is allowed to initiate projects not yet
identified by Govemment, provided that their proposals contain unique features by
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offering a unique solution to an economic problem or by using the exclusive patent
rights or technical know-hov 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 privatisation programme will
continue to be accelerated.

POLICY PERSPECTIVE FOR INDIA

8.17 In the light of the international experience as also the peculiar
genius of Indian institutions, a . comprehensive policy perspective for
corporatisation, privatisation 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 policy thrust initiated and monitored at the highest levels of
Government. The general parameters of such a policy perspective could be the
following )

a) Corporatisation :

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
Finance, rail coach factories in the Ministry of Railways, telecom factories
in the Department of Telecommunications etc.

) Corporatisation could aiso be a necessary half-way house on
the road to privatisation. There are certain advantages of privatisation
which can be achieved through corporatisation, and corporatisation is
always less controversial than privatisation.

b) Privatisation of activities where Government does not need to play 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 is unwarranted,
Government should take expeditious steps to disentangle itself from
the same.

Examples 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,
dairy and other farms of the Ministry of Defence, Telecom Factories, Delhi
Milk Scheme, Mail Motor Scrvice, sale of postal stationery, stamps and

2122



postal orders. Song and Drama Division of the Ministry of Information
and Broadcasting etc. are outstanding cindidatcs for privatisation.

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

There are activities like defence, atomic energy, 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 economy concept, but with
greater competition

We should identify clearly those arcas of the economy where for
reasons of public welfare it is not desirable cither 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 au reasonable rates to members of the public.

Such areas would include road, rail and air transport,
telecommunication services, 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
Govemment buildings, factones, workshops, residential colonies, railway
stations, equipment and transport. clcanliness, sanitation and
housekeeping. maintenance of monuments. lawns and gardens. catering
(including catering in airlines, trains, canieens). provision of transporation
services (to replace the fleet of staff cars), postal deliveries, carriage of
mail, secunty of all non-sensitive buildings and installations; rcservations
in railways and airlines, printing, reprography, photography, audio-visual
publicity, translation, interpretation, computer-related services,
maintenance of accounts etc. '

Routes for 8.18 As far as privatisation is concerncd, this can also take a vanety of
privausation routcs as in other countries -

There could be straight disinvestment of Government equity m
public sector enterpnses
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Lease of assets could be tried out

In certain areas, management contracts could be given 1o private
companies

There could be private participation for improvement of a public
service

We may also trv out the Build-Operatc-Transfer kind of schemes,
so that the assets revert to the Government aftcr the private
company has realised its investment

INITIATIVES ALREADY TAKEN IN INDIA

819

Several imuatives have been taken in the wake of the recent

economic reforms. Some of these are :

@)

(1)

(1i1)

(v)

\))

(vi)

(vi1)

(viii)

(ix)

The Build-Own-Lease-Transfer (BOLT) scheme has becn launched
by the railway's in order to attract pnvate finance in railway projects
on leasing terms. At the end of the lease period asseis arc
transferred to the Railways on a nominal payment. Efforts arc
being made to attract private capital for manufacture of roiling
stock,  gauge conversion, doublings. clcctrification.
telecommunication etc.

An Own Your Wagon scheme has also been initiated for
investment by rail users in acquisition of wagons by the Ranways
in retwn for assured allotment of wagons and leasc charges to be
paid by the Railways.

Maintenance of railway stations and colonies are being tricd out for
privatisation.

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

Printing of postal stationen: has been partly privatised.

A scheme of Licensed Postal Agencies existed upto the late cighties
but therc werc complaints of misuse of authorisation and
opposition from the Staff Federations.

Carriage of mail through private and public transporters has been
successfully undertaken for several decades in rural and semi-urban
arcas.

In the Department of Telecom, value added services and cellular
phone sector has alrcady becen privatised fully.

Several departments have contracted out sanitation, maintcnance.
sceurity. computer, reprography. cantecn and transport services.
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(x) Some military dairy farms have been closed down.

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

(xi1) Several ordnance factories are buying components.from the private
sector.

820 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.
Recentlv. the Government has set up a Public Sector Disinvestment Commission
which is expected to suggest a comprehensive overall long-term disinvestment
programme for about forty PSUs referred to it by the Core Group. It will prionuse
thc PSUs int terms of the overall disinvestment programme, recommend the
preferred mode of disinvestment (domestic capital market/international capital
market/ auction/private sale to identified investors/ any other mode), suggest the
appropriate mix bétween primary and secondary disinvestments, advise
Govemment on possible capital restructuring of the enterprises etc.

821 Present trends indicate that Government may concentrate, in the
short run, on reforming the PSUs by grant of greater automomy and
flexibility, greater delegation of powers, introduction of greater
accountability by means of performance-related pay and a system of hire and
fire and other similar measures. The issue of transier of ownership of these
enterprises may get deferred.

8.22 Whatever the shape disinvestment may take, observers feel that it
would be good for consumers as the Government will relax such controls on private
enierprises as had been imposed in order to protect the public sector enterprises
from competition.

CONCLUSION

823 It will be apparent from the above discnssion that although some
steps have been taken towards corporatisation, privatisation and contracting out of.
scrvices 1n India, these have been ad hoc, unsystematic and halting. What i$
required is a clear and comprehensive policy in this crucial area, so as to
progressively reduce the role of the public sector in the industrial and”
commercial activity of the nation. There arc bound to be hurdles on the way.
The mair opposition will come from the trade unions and associations. They will
have to be handled with care and circumspection. There may be a need for a new
policy on the formation of trade unions, on the pattern of what has been

“attemptzd in other countries. Workers will also have to understand that in the

perspective of globalisation, we have to compete or perish.

8.24 The other problem would be to keep the process of disinvestment
and privatisation as transparent as possible, so as to obviate the criticism of
partisanship and malfeasanc:. Even in advanced countries these have attracted
virulent controversies and India can be no exception.
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825 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 commodity or service to 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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INTRODUCTION

S1 The entire machinery of Government has got to be reinvented. This
‘1s a2 mammoth task. It is not possible for us to go into the details of the
restructuring exercise that such a reinvention would entail. In this chapter, we
would like to take up the Ministries of the Central Government as an example and
demonstrate how the restructuring could help.

92 We had 8 posts of Secretaries, 18 departments and a total workforce
of 14.40 lakhs in 1948. Today. we 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 of workload.

93 There have bcen many attempts at peforming the Central
Government. Some of these arc :

setting up of Organisation and Methods Divisions in the Ministries.
- sctting up of a Department of Admimistrative Reforms

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

- sctting up of Staft Inspection Unit

- introduction of Desk Officer system

- introduction of Financial Adviser system
- introduction of Annual Action Plans

- introduction of Performance Budgeting
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CONSULTANCY STUDIES

94 We had awarded two studies on restructuring of the Government to
HIT, Delhi and Tata Consultancy Services -

95 The T, Delhi identified the major objective of restructuring to be
goal achievement and service orientation, through flexibility and efficiency. The
restructuring options involved interventions at _the level of situation, action and
process. At the level of situation, the physical environment, the operating
environment and the socio-cultural envircnment was to be changed. At the actor
level, both systemic and attitudinal changes were required. At the process level. the
interventions related to operatiortal processcs and strategic processes.

9.6 " For Phase I, the interventions found feasible at situation level were
:"conducive physical working conditions; openness to environment; federalism;
delayering; and decision-oriented system. At the actor level these were: training for
multi-skilling; involvement in clarifying goals and objectives; quality and work
consciousness; sense of dignity and individuality: promoting self-help; and
receptivity to technology-based solutions. Process level options identified were:
simphifying system of checks and balances; horizontal communication processes;
minimal and appropriate reporting and documentation; upward feedback processes;
privatized support services; reorienting strategically to liberalize; shedding
functions 1o affiliated autonomous bodies; installing learning processes;
reengineering work flows and continuous change in work processes.

9.7 The findings of the study point towards a decision-oriented,
facilitative, flatter, flexible, Information Technology supported, participative
and elegant Government office effectively achieving goals with service and
client orientation.

98 The TCS categorized various Govemnment offices into three broad
types - Core, Participatory and Auxiliary. Based on the decision-making matrices
in these offices, the study concluded that one of the major ~hanges 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 :

- Chief Executive

- Senior Executive
- Middlc Executive
- Junior Executive
- Supervisory

- Assistant

- Support/attendant

Grades and levels 9 10 Eighteen grades 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 tp provide
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carcer growth for thc employees. Thus the hierarchial levels were delinked from
promotional gradcs

9.11 The. study laid emphasis: on decision-makers rather than on
assistants. It proposed that cach section within a department should have just onc
Assistant - level position. Decisions should be hastened. and files and papers
should be disposcd of at the level to which they were addressed.

9.12 The support staff that would be rendered redundant could be utilised
in the following manner:

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

- by transferring them to new activities or projects, after giving them
adcquate traimng in the new skills. .

9.13 The TCS study considered restructuring in three streams. The first
was organisational structure. The second was a comprehensive human resource
development'system to achieve greater efficiency, responsiveness and productivity, -
and to bring in sustainability in the organisation. The third concentrated on the two
major officc systems -record management and dak system, office equipment,
information technology and work environment. '

914 _In this chapter, we shall concentrate on the first stream viz.
organisational restructuring in the context of the Ministries and Departments of the
Central Govemment.

OUR PROPOSALS

915 The first exercise we must have is 1o survey the entire gamut of
Govemnmental functioning and ask the three usual basic questions :

- Does this need to be done ?
- Does this need to be done in Government ?
- Does this need to be in the Central Government?

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, we do not need the large and expensive memonals which have
taken up so much of prime land and building space besides involving heavy
recurring expenditure. ‘The moment we identify this as an activity that should be
stopped forthwith, a number of action points emerge.

917 In the second category, we may conclude that bread, milk or
condoms need not be manufactured in Government. In the third category, we
may decide that 90% of our effort in education, health, agriculture, law and
order etc. should be with the State Governments. Our honest repli¢s to the
basic questions will show us the areas in which restructuring can yield rich
dividends.
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9.18  Oneof the basic objectives of restructuring is reduction of staff. It 1s best

to begin with the topmost category of Secretary. There is a general feeling that we

have too many Secretaries to the Government of India. Health is a State subject.
Do we really need three Secretaries in the Ministry 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 the whole Ministry.

919 Similarly, industry is a State subject. We have separate departments
of Industrial Policy and Promotion, Industrial Development. Public Enterprises.
Heavy Industry, Small Scale Industries, Agro 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 scem necessary to deplov a Sceretary cach for
Anmimal Husbandry, Inter State Council, Official Language. Programme
Implementation and the like. We have appended a small list at Annexe 9.1,
suggesting some realignments of departments.

921 The most mijor restructuring effort would be in determining
the size of a Department or Ministry. The general formula that we would like
to suggest in this regard is the following :

- If it 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 should be high on the hist of Ministrics to be reduced
nsize

- 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 Ministries have certain organisations or activities which may either
be an integral part of the Ministry, or an attached or subordinate officc. 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. Just one example of 2z type will suffice to
clarify the pont being made :

- Ordnance Factorics would be better managed as PSUs
- Delht Milk Scheme would be better off under the NDDB

- The Central Insutute of English. at Mysore would be best managed
if 1t were an autonomous body

923 Coming to the organisation of a typical Deparument of a Central
Minmsury, we would like 1o recommend delavering as an antidote to delav There
should be a general rule that no file would be allowed to travel to meore than
three hierarchical levels before a decision is taken. The TCS studv has hinted
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at the solution by dehinking hicrarchical levels 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

924 Thus there will be only six levels in the hierarchy. The TCS have
suggested that promotions to grades within a level should be for purposes of
financial benefit, but need not have any rclationship with a higher decision-making
level in the hierarchy. We have adapted the TCS recommendation to provide for
the Assured Career Progression Scheme, by which all non-executive cadres will
receive two financial upgradations on a time-bound basis while executives will
benefit from three such financial upgradations. The ACP has been designed to
delink hierarchy from financial upgradations, and should therefore help in
delayering of the Governmental set up.

923 Another method of quick disposal, which is quite related to
delayening, is known as level jumping. Here there is conscious attempt to bypass
rungs in the hierarchy. As early as September, 1968 the Administrative Reforms
Commussion recommended that there should be only two levels of consideration
and decision belew the Minster viz. (i) Under Secretary/ Deputy Secretarv and (1)
Joint Secretary/Additional Secretarv/Secretarv.  This observation led to

amplementation of a scheme of direct submission of cases by senior Assistants (o

Branch Officers in 1974. In 1978, the scheme got a push when it was said that a
casc should either be seen by an Undcr Sccretary or a Deputy Secretary/Dircctor
but-not by both. The concept of level jumping, though knewn in Government, has
not been effectively implemented so far. What is required is a firm guideline
that at the executive level, the third level should be the last, where a decision
is taken.

V26 A major piece of orgamsatioral restructuring was the enunciation
of the Desk Officer concept. The autempt here was to convert the Central
Secretanat mto an officer-oniented system.  The Desk Officer svstem was
introduced in January, 1973 in selected wings of Ministries where at least 40%% of
the work related to strategic policy making, planning and problem solving. Each
desk comprised two officers of the rank of Under Secretary or Section Officer or
both. The Section Officer submitted cascs directly to the Deputy Secretary, whilc
the Under Secretary submitted his files dircct to the Joint Secretary. The idca was
to abolish the Section, which has too much of supporting staff in the shape of
assistants, UDCs, LDCs, Daftaris, Pcons ctc. The aim was o reduce the number
of levels by at least two, to reduce the accent on noting and to lay stress on oral
discussion, to foster greater participation in and commitment to crganisational
goals among officers at the basc of the Sccrctaniat structure. Each desk was given
a well-defined area of functioning. SOs appointed as Desk Officers were allowed
to authenticate orders and sanctions in the name of the President and to dispose
cases on their own responsibility.

131



Why it has not

made headway

The new Desk
Officer concept

The Executive
Assistant concept

Training to
Executive
Assistants

9.27

Currently, there are 1816 Sections and 427 Desks in the

Government of India. The Desk Officer system has not made much headway due
to the following reasons :

a)

b)

928

Section Officcrs 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 an attempt t¢
reduce the dependence of the Secretariat on the supporting staff like
assistants, UDCs, LDCs etc. whose numbers are 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 result that no memory could be built up. as in the case of the
scction. The working of a desk got disrupted cven by the
proceeding of one of its members on leavc.

It is our considered view that no restructuring of the

Secretariat can go very far unless the Desk Officer systern is reintroduced in
a highly effective manner. We propose to remove the defects in the earlier system
by adopting the following strategy

a)

b)

<)

929

The Desk Officer should be a separate and disunct post, not a mere
hononfic 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 scale of Rs.2500-4000.

The percentage of 25% should graduallv be increased to an
optimum level, so that the bulk of the work, baring that pertaining
to housckeeping and routine administration, is finally done in the
desks and not in the sections.

Each Desk should contain twoA officers and two Executive
Assistants. With a numerical strength of four, the absence of one

or two members will not lead ic = ~allapse ~f tiic Desk.

The next step that 1s necessary to restructure the supporting staff

in the Central Secretariat is 10 create a multi-skilled position called Executive
Assistant. He should replace the present posts of Assistant, UDC, LDC, PA and
Stenographer. The qualifications prescribed for this functionary should include .

a)
b)
<)

9.30

graduation in any disciplinc
the qualifications presently prescribed for a stenographer
abihty to work on computers

The training imparted to an Exccutive Assistant should be such as

to enable him to discharge all the skills of noting, drafting, filing, stenography,
typing, public relations, receiving telephone calls and visitors and so on. The
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iaca 1s 10 have a mulu-skilled cmplovee capable of performing all the tasks
requircd for a competent seerctary in organisations other than the Government.

931 We have to inject the concept of multi-skiiling at the Group "D ievel
100. Herec 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 office.
But in the short run we arc suggesting a rationalisation into four occupational
groups - office attendants. sccurity attendants, cosmetic attendants and malis.

932 There is a whole area of office systems, about which the TCS
study has thrown up a number of 1deas. Restructuring of office svstems has to
mabke the office more efficient and effective. This can be done by -

- reducing unneccessary movement of files

- reducing the number of files wath various officers at any given time
- preventing wastage of time in locating the files

- frecing officers from routine maintenance of records

- climinating repetitive tasks

- making thc dak system more efficient ctc.

COORDINATING AGENCIES

933 Lastly, we come to the coordinating agencies in the Government.
The most gargantuan of these is thé Planning Commission. There was probably
some justification for its size and range of authority when our obj=ctive was a
centrally controlled cconomy on the Soviet patiern. Now that such centralized
planning models have been abandoned even in the country of the.r birth and
we are moving towards an open, liberalised economy, we have to
considerably reduce the size of the Planning Commission. Japan has a small
Economic Planning Unit under the Prime Minister’s Office. In our case, we can
have the Planning Commission as a separate entity with much more reduced
functions than at-present. [t should be an advisory bodyv performing an idea
generating role and providing alternatives before the national economy in a fast
changing and technology-driven world. ‘

934 The Department of Programme Implementation also had a
coordinating and monitoring rolc at one time. Somewhere along the way, it has lost
its mandatc. It should be abolished.

935 The Prime Minister's Office has cmerged as a coordinating
officc of sorts. It may be of advantage to have a less visible role for it.

936 The Cabinet Secretariat is officially charged with the task of
coordination and is geared for it. This position should be recognised and the
Cabinet Secretary charged with the responsibility for ensuring coordination
at the bureaucratic level. There may be need for some amendment in the Rules
of Bustness to providc for certain matters to be resolved at the level of Secretarnies
through the intcrvention of the Cabinet Sccrctary, and at the level of Ministers
through the intervention of the Prime Minister. This will impart the necessary edge
to both the offices, in keeping a grip on the governmental machinery, so that all
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actions of Governmen: arc secn to move in the same gencral direction and in
mutual harmony.

CONCLUSION

937 We have provided certain broad directions on the restructuring of
the Central Sccretanat. Similar solutions will also apply to attached and
subordinate offices. It 1s our fervent hope that organisational restructuning of the
Governmental machincn would fcad to a more cffective. more cfficient and a
scrvice-oriented sct-up.



Annexe - 9.1

MERGER OF DEPARTMENTS IN THE CENTRAL GOVERNMENT

$.NO DEPARTMENT(s) TO BE
MERGED

MINISTRY/DEPARTMENT IN WHICH
TO BE MERGED

| Department  of  Admumistrative

Reforms
Z. Department of Amimal Husbandrv

and Fisheries

)

Departments of Jammu and kashmur
Affars, Official languages and Inter-
State Council

-+, Department of Consumer Affairs

s Department of Fertilizers

0. Departments of Familv Welfare:
Indian Svstdm of Madicine and
Homeopathy

7

Departments of Industrial Policy and
Promotion: ndustnal Development.
Public Enterprises: Heavy Industiy .
Small Scale Industries: Agro and
Rural Industrics and Nmsinv of
Textiles

X Departments  of  Culture:  Youth
Affairs and Sports. Women and
Child Development

9. Departments of Food Procurement
and Distnbution. Food Processing
Industrics

10 Ministny - of  Non  Conventional

Encrgy Resources

I Department of Rural Emplovimient
and Poverty Alleviation. Departmient
of Waste Land Development

Cabinct Sccretariat
Department of Agriculture and Cooperation ( to
be renamed as Department of Agriculture )

Ministiv of Home Affairs

Department of Civil Supplics and Public
Distribution

Department of Chemicals and Pctrochemicals

Department of Health

To be merged into a new single department called
Department of Industrial Development

Department of Education

Department ot Food

Miumstry of Power

Department of Rurid Development



13.

14.

Department of Urban Employment
and Poverty Alleviation

Department of Statistics

Anticorruption wing of the C B.1.

Department of Urban Development

Department of Planning

Central Vigilance Commission
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10.1 Today, the government office is seen as a dusty, moth-eaten, dingy,
paper-infested hovel chockful of babus, which is feudal in its outlook, hicrarchical
in stnicture, antediluvian in its procedures, dilatory in examination of issucs and
secretive in its dealings with customers. Despite being one of the largest providers
of services, there is a compléte 1ack of customer orientation in various government
departments. Consequently, the common man views the government functionaries
as exploiters rather than facilitators or providers. The reality has been changed
snmewhat on account 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
offices.

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

10.3 While office procedure manuals detailing the procedures to be
followed for performing any work and guidelines enumerating specific space and
facilities to be given to staff/officers of different levels do exist in the government,
these guidelines are observed more in the breach. The elaborate office systems aid
procedures being observed presently generate unnecessary file work, reports and
retumns. Filing system in most of the offices is antiquated. Proper accommodation
is also not available in most offices and while senior officers do have separate
individual rooms, the staff usually sits in cramped conditions. The furmiture 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
buildings housing government offices are very poorly maintained and lack 1 in basic
amenities like safe drinking water and clean toilets. The conditions in'service
departments of the government, which provide an interface with the general public,

are the worst, with customers having to suffer the lackadaisical attitude of
functionaries coupled with physical discomforts like lack of proper sitting space.
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10.4 While current state of work methods and work environment in most
of the State Governments is similar to that existing in Central Government, public
sector undertakangs have effected certain changes in this field. Most public sector
offices today have an open layout wherein modular partitions and moduilar 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.

10.5 In most of the countnes where large scale administrative reforms
were cffected, proper attention was paid towards establishment of streamlined work
mcthods and a conducive work environment for the staff. In Malaysia, the open
office concept heralded closer supervision, congenial working atmosphere and
effective communication and interaction. In the United Kingdom, the individual
departments were given flexibihty to tailor their own systems of work methods
withun the general framework. In New Zealand, the Chief Executives were given
complete control over establishment of appropriate work methods and environment
so as to deliver the agreed outpuis at the contracted price to the concerned Mimister.
As would be clear from the expernience of other countries which have been
successful in implementing the administrative reforms, proper work methods and
a good work environment arc inherent constituents of such reforms and no
organisation can hope to be efficient and effective without proper emphasis on
these aspects.

10.6 In the Commussion's sponsored consultancy studies  on
"Restructuning the Government Office”, Indian Institute of Technology (IIT) and
Tata 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 orgamisations have found the existing level of amenities
and facilities in government offices inadequate and the prevailing procedures for
file movement, 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
svstem the concemed official can call for the relevant files, as and when requi: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 returned 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 retricval 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 Librany Incharge 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 centrallv air

conditioned office for seating of all non-cxecutive staff, with junior executives
being provided shared cabins and individual cabins being limited to only scnior
cxecutives has been suggested. Other measures like use of modular furniture,
permanent and semi-permanent partitioning and diversion of area above file
cabinets for storage shehves have also been recommended.
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OUR RECOMMENDATIONS

0.8 Paper work in government offices should be reduced by abolishing
all unnecessary reports and returns, reducing the number of circulars,
increased use of computers,etc.

109 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 receipt. These devices not only result in speedier file
movement and decision-making, but lead to a more efficient functioning of the
office.

10.10 There i1s a need for greater inter-ministerial and inter-
departmental co-ordination. Instead of moving files for every case, discussions
and decisions should be issue-wise with individual matters being finalised within
the concened department/manistry in the light of general decisions taken inter-
ministerially. Unnecessary and irrelevant questions should not be raised. All
points needing clanfication should be raised only once.

10.11 Staff Inspecti.: Uit (S1U) and Internal Works Study Units
(IWSU) should be re-organised 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 expertise on the subject ratter under review. Instead of having such
units which operate from outside, cfforts should be made to develop in-house
mecharnisms like "quality circles” to constantly review their own working and
suggest innovations and improvements. Often SIUs and IWSUs are not welcome
in most of the organisations as they are perceived to be instruments for downsizing
the staff. The proposed system from within would develop space for creativity and
build confidence among the participants that any deciston taken would be in the
overall interest of the organisation as well as the individuals by improving their
effectveness, productivity and also the rewards. Apart from SIU, the Government
should also make increasing use of outside management consultants to streamline
the Govcrnment machinery. ‘

10.12 The number of supervisory levels should be curtailed with
individual officers being given smaller charges with complete autonomy so
that thev are fully accountable for any lapse. Simultaneously, multiplicity of
checks 1n the form of internal audit, technical audit, external audit etc. should be
replaced by a single agency for effecting suitable checks.

10.13 In order to minimise the differences in the quality of services being
providcd, there is a need for laying down strict guidelines regarding
accountability norms and standards for government servants, to be strictly
adhered 10 while providing the services. The people delivering the services and the
physical environment where these 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,
aestheticallv plcasant and more congenial.
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10.14 The public servants 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 utihise the
services of any typist of this pool. We should depart from the prevailing practise
of giving individual typists to officers.

10.16 All government work has to be made officer-oriented. Matters
may be considered and disposed of only at officer level and full authority must be
delegated to each officer.

10.17 Work environment includes officc 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 offices have a number of
private rooms. Such rooms are given to employees on account of their position of
prestige or because the work necds 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 space 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/juaior level executives
(up to the rank of Under Secretary) should sit. For limited privacy, partial
modular partitions can be provided. Adequate lighting, ventilaiion and acoustical
sound proofing should be provided. Modular furniture should be used and the area
above file cabinets should be converted into 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 partitions so as to provide flexibility for any future changes. Proper
arca should be provided for visitors and reception.

10.19 Office decor gives a pleasing appearance to the office, thereby
reducing the boredom of sitting in one office for years. Decor also helps to
improve the image of an organisation. Most of the government offices are found
to be wanting in this area As a short-term measurc, different
ministries/departments may initiate steps for ensuring better ventilation, lighting,
air conditioning, sound-proofing through provision of carpets, proper maintenance
of office equipment and furniture, proper colour scheme, use of pottcd plants, wall
clocks, curtains, wall paintings, etc. Long-term measures can include provision of
piped music/art galleries in the comidors/reception area, utilisation of space on the
ground floor for small muscums displaying articles relating to thc historical
background of the particular department, etc.

10.20 Provision of basic amenities is a necessity, as their absence can
spread dissatisfaction amongst employees and customers.* We have observed that
most of the government offices at present lack proper basic amenitics.” Provisions
have to be madc in cvery govemment office for providing drinking water with
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water coolers. clean toilets. vending machines for-tea and coifee and a small
recreation room/library. Governinent should also consider taking concrete steps
for providing facilitics like creche. ladies” common room, gymmasium, sports
facibitics as well as departmental stores well stocked in items of daily consumption
in al! large offices.

10.21 We view with concern the tendency of vocal and powerful officers
to get more space and amcnities for their personal and functionally related staff.
The government should take adequate measures and form proper guidelines to
ensure that uniformity is maintained in provision of these facilitics to different
offices.
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INTRODUCTION

11.1 One of the major thrust arcas in this Report is the need to improve
productivity of Government emplovecs. We have kept this at the forefront of our
mind and many of our recommendations have been made with the sole purpose of
raising productivity to an optimal level. In this chapter. we will give a few
examples of such recommendations.

112 There are three major ways :n which productivity is sought to be
improved
a) By measures that ensure that emplovees have more time available
for work
b) By measures that motivate emplovees to work more

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

MAKING MORE TIME AVAILABLE

113 Ore of the most obvious ways in which emplovees can be made
more productive is by making more time available for work.

11.4 The first measure is increasing the number of days available
for work in a year. Currently, there arc too many holidavs in Government and we
follow a five day weck in a number of Government offices. Further, there is a
tendency to declare a holiday on very flimsy grounds like the death of a VIP or the
birth centenary of some departed leader and so on

115 We have recommended the promulgation of the six-day week

instcad of the five-day week. This single step immediately increases the number
of working days by 40. The number of gazetted hohdays have been reduced
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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 or Prime
Minister and on no other death. This will also increase the number of working
davs 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 working days in a year.

11.6 We have allowed employees to encash 60 days of earned 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.

17 In order 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 can do so in India too.

1.8 Punctuality in Government offices becomes a casualty also
because employees cannot afford to travel from residence to office in their own
vehicles, be these cars, motor bicycles, scooters or bicycles. We have
recommended the grant of a modest transport allowance that would permit
most employees to meet at least some part of the heavy expenditure they arc
compelled to make on commuting to office. It is hoped that this would also
promote punctuality.

1.9 One major imtant in Government offices is the tendency of
employees to use the taking of tea as an excuse to absent themselves from their
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 no interruption to the work schedule takes place.

11.10 Auriother important recommendation is that Government should
change the timings of hospitals and dispensaries, banks, shopping centres ctc.
so that these are open in the momings and evenings when Government employces
(and all employees for that matter) are free. This can be done either by introducing
a shift systemn and bifurcating the present staff, or through a split duty sysiem w
which case we can pay a split duty allowance to officers 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.

MOTIVATING EMPLOYEES TO WORK MORE

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 the
battle. How is the employee to be encouraged to work more ?

1112 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. 1f implemented in the
right spirit, it will bring about management by objectives, with every employeoe
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knowing exactly what his dutics are, what kind of output is expected from him and
putting in his best to meet the laid down targets.

1113 All incentive schemes have to be productivity-linked. Bonus
1s supposcd to be so.  Unfortunately, many of the bonus schemes currently in
operation are linked to production and not to productivity. We have suggested
certain modifications so that there is no automatic incrcasc in the quantum of bonus
merely by efflux 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.

11.14 Performance appraisal is another area of reform. If we
develop better methods of appraisal, which are linked to actual performance in
quantitative and qualitative terms, and link promotion and other incentives 10 such
objectivc appraisal, we would be creating the best motivation for higher

_productivity.

1015 As part of the appraisal svstem, we are suggesting a ruthless
weeding out of the incompetent and corrupt elements at the time of promotion
to the Semor Administrative Grade. If this is linked to performance, it will have
very salutary results.

11.16 We are also introducing the Performance Related Increment
scheme, under which an employee's performance duning the previous year would
determinc whether he remains where he is, cams an increment or is given two
increments instcad of one. This is a precursor to Performance Related Pay, which
can be ntroduced at a later stage.

11.17 Group D' employees currently do not face an annual performance
appraisal. This is because 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.

11.13 In the case of certain departments we have made specific
suggestions for improving productivity. For example, 25% of runmng
allowance has been linked to the punctual runming of trains. Similarly, if a pension
payment order is delayed due to the negligence of somecone in Government, he will
have to pay interest to the affected emplovec for the peniod of delay. For the
telephone department, we have suggested a colourcd points svstems, with red for
bad work and green for good work, the points being added every month to ammive
at a numerical assessment of the productivity of telcphone mechanics. There i1s
also a recommendation for customer opinion surveys to ascertain the views of
customcrs of services provided by the Government.

OTHER MEASURES FOR INCREASING PRODUCTIVITY

11.19 There arc other measures.that have a very direct and positive
impact on productivity. Some of these arc bricfly mentioned in the succceding
paragraphs
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1120 Organisational restructuring includes a number of steps like
amalgamation of Ministrics and departments, delegation of administrative and
financial powers, delayering, level-jumping, the introduction of the Desk Otficer
svstem. functional multi-skilling and creation of new cadres like those of Executive
Assistants and Office Attendants ctc. All these will lead to greatcr efficiency and
thus to higher productivity.

1121 There are also numerous suggestions for reducing the numbers
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
cmplovee from among those who arc left in the Government.

1122 Office procedures prescribed in government organisations at
present are very complex,cumbersome 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.

11.23 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.

11.24 Then there is the whole field of office automation, reduction of
paperwork, computerisation, introduction of information technology etc. which is
likelv to cause a quantum jump in the productivity of Central Government
cmployees.-
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INTRODUCTION

12.1 The main objective of administrative rcforms is to increase the
efficiency and cffectiveness of the govemment by increasing productivity. In this
scenano. automation and computenisation 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 modern communication systems in offices, which can prevent
generation of a lot of unnecessary file movement and useless paperwork.

122 The existing level of automation in government offices is quite
inadequate and haphazard. Government offices are still continuing with the
traditional machines like manual typewriters, cvclostyling machines, etc. which do
not give the required quality of output. Most of the office equipment is outdated
and poorly maintained. The telecommunication facilities are insutficient 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
knowledge of its operation, or inchnation or tuiic ta usc . In ani case, one single
person may not be able to utilise the equipment to its capacity. Thus there 1s a need
to split the cquipment into Individual and Poolcd cquipment.

123 Presently government offices gencerate a lot of useless paperwork
in the form of unnecessary reports/retumns, extended file movement - in many cases
for clanfication of some minor query which could have been avoided. tedious
procedures for disposing of dak, improper filing and the tendency amongst officials
to correspond only through the medium of the written word cven 1n cases where
requisite information could be easily gathered by phonc. personal interaction etc.
Such tendencies are a major cause of delay and reduce the level of efficiency in
government offices.
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124 Most of the other countries have realised the importance of proper
office cquipment and reduced paperwork in increasing the cfficiency of government
offices and initiated scveral steps in that direction. The developed countries of the
world have had a very hugh 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 vear and employvs 20,000 staff (despite
reduction in the overall size of the government) to install and operate various
information and tclecommunication systems. In Canada a blueprint has been
designed to substantially change the way in which technology is implemented
throughout the government. A ‘Software Exchange Service' (SES) has been
opened to promote and facilitate the sharing of government 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 O and M techniques like
modified personnel manual, standardised job descriptions with MIS are also being
utilised. In Malaysia, govcmment offices 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 carry out their
daily operations more efficiently and effectively and with less amount of paper
work.

RECOMMENDATIONS

125 The existing manual system of working should be replaced by
an automated and computerised system. This change should be initiated from
top levels of exccutives in the government whose commtment to the process of
change should be total and visible. The various activitics being taken up for
computensation should be priontised and activities having a public interface, those
involving a lot of lcgal complications and litigation or those that generate a lot of

repetitive work should be computerised in the first leg.

12.6 The final objective of automation is the creation of the
paperless office or the almost paperless office. Onc of the fears expressed by
officers 1s that therc would be no record of who said what and therefore
accountability would be diluted. It is now possible to usc devices by which a
Government file can be almost replicated on the computer, with sufficient
safeguards to ensure that it would always be possible to fix responsibility for
statements made bv individual officials. We need to educate officials about these
techmques, so that there are no unfounded fears on this account.

12.7 In the new office, the higher level 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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and supporting system. Sometimes innovative technology programmes arc
initiated without informing the employees and their unions. This leads to rumours
and misunderstandings about the reasons for their introduction. The first
impression that the emplovees get is that they will lose their jobs duc to
computcrisation. Their fears about information technology should be
addressed properly through meetings and notices. JCM can play an
important role in this respect.

12.8 The introduction of information tcchnology would requirc changes
in the systems and procedures. Each system and procedure would have to be
studied in detail and suitable software and hardware implemented for cach
application. Present forms being used in government are cumbersome and not
amenable to being fed in the computers. All such forms would need to be
simplified and made both customer and computer friendly. Need to fill in
multiple forms should be minimised and ultimately eliminated, once the entire
government machinery is properly networked.

129 Computers can be used cffecuvely only if a proper and accuratc
databasc is available. Hence a proper databasc would have to be developed. All
government departments should accordingly initiate compilation of available
information in a proper format which can be used for building up an
extensive database.

1210 . While initiating computerisation, each ministry and department
should design their system in consultation with expert bodies like NIC so as
to ensure compatibility within the overall system of the government. The
design should also take into account the present and future data volumes and must
cxamine costs and benefits of vanous alternatives available. This should also be
extended 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.

12.11 Apart from computers, other office equipment which improve
the effectiveness and efficiency of employees should also be used. Thesc
include Electronic Tvpewnters: Photocopiers; E-Mail which enables the
transnussion and reception of mail. FAX or telex around the globe: Microfilmmg
Equipment which makes miniature copics of records on film and stores the fitm
cither on small reels or strip and can be used for reducing e number of files:
Scanncr which can be used to scan letters and text so that the need for typing the
stencils is obviated, etc.. Machines should also be utilised for enforcing punctuality
in office through electronic recording of attendance and timing of disposal of cascs
cte.

12.12 In the whole process of automation, care should b taken to cnsurc
that modem equipment is provided on the basts 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 cquipment like
calculator. computer terminal cic. Other equipment which is large and
expensive should be kept in a common pool with timings for the use of
individuais and sections decided in advance. Such pooled cquipment would
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include fax, photocopier, telex, DTP facilities, NICNET, computer systems,
franking machines, scanner, paper shiedder, etc.. All government offices shonlz
have a central pool of equipment like telex, fax, photocopiers and word processors
in an casily accessible room which can be used by various officers to take high
quality print-outs for the purpose of correspondence, reports, ctc..

12.13

There are also several steps which need to be taken in order to

reduce paperwork in Government. Some recommendations in this regard are as
follows :

12.14

a)

b)

c)

d)

All forms should be reduced in size and be pared to be barest
minimum. Only one copy of the same should be asked for from the
customer. More copies. if needed. should be gencrated in the
Government officc.

Reports and returns should be reviewed every three months.
All unnecessary reports/returns should be discontinued forthwith.
The periodicity of reports/retums should be ruthlessly reexamined
to see whether tharr perniodicity could be made longer. If 2 monthly
retum is converted into a quarterly return, we immediately reduce
paperwork by two-thirds.

All officers should be authorised to destroy some incoming
papers immediately on -receipt.  Sometimes thc same
representation is received from six quarters and adds to the volume

" of afile. The five cxtra copies should be destroyed immediately on

receipt.

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 letter is received by anyone who is not concerned with it, he
should destroy thc same immediately on receipt.

Many such methods for reduction of paperwork can be devised,

once onc makes up one's mind and trains everyone in Government to think-a

similar terms.
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13.1 The simplest definition of openness is "zasy and speedy access to
night information”. In the context of government functioning in the present era of
economic liberalisation, "openness” means giving everyvone the night to have access
to information about the varicus decisions taken by Government and the reasoning
behind them.

13.2 In most of the countries where large scale administrative reforms
have been carried out, emphasis has been laid on liberalising 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., Ciuzen's Charter contains’

specific provisions for promoting increased openness about the reasons for

decisions taken by the Government. In 1988, certain changes were effected in the
Official Secrets Act, 1911 to narrow the scope of official information falling within
the ambit of the Act. Besides, a White Paper guarantecing a statutory right of
access to personal records held by the government has also been implemented in
April, 1994. Canada has an Access to Information Act which gives all Canadian
Citizens, as well as people and corporations present in Canada, the right to have
access to federal government records that are not of z personal nature. The
government has taken steps to ensure that information about its activities are
broadly available to the people, with exceptions being limited and narrowly
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 complaints from members of the public ansing from
the above-mentioned Act. Government of Malaysia has also taken various steps
to provide an open and transparent government in terms of decision-making. These
include publication of reports on public complaints, progress of administrative
efforts undertaken by the government etc.

133 As would be clear from the above, there is a trend worldwide to
have increasing openness in the system of govermancc. Various factors like
changing socio-economic milieu, increased awareness of the public about their
rights, the nced to have a fully accountable and responsive administration and
growing public opinion which views efforts at secrecy as enhancing the chances of
abuse of authonty by government functionaries, have led to a demand for a greater
transparency in governmental functioning. Howcever. complete openness is
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neither feasible nor desirable. Accordingly, a balanced approach to openness
in government functioning has to be devised.

OPENNESS WITH PUBLIC

13.4 ; All governments in the world practise studied concealment of
information from the peoplec though the nature, degree and extent thereof varies.
While capitalist and democratic countries have a higher degree of openness vis a
vis authoritarian regimes, nowhere in the world is government functioning totally
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 parliamentary system of the country and the cost of sharing information should
be commensurate with the benefit to the public. It may also not be practicable to
give information about any proposal under consideration while it is yet to be
finalised, as this is likely to bring into play several pressure groups with attendani
increase in corruption. Thus what we need in the country today is a limited
openness. in government functioning, which would make available ex post facto
information about varicus, 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.

135 Experience of other countries 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 Information Authority
which may be headéd by a retired Supreme Court Judge or a retired Chief
Justice of a High Court. It should also include independent and eminent
persons as 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 dissemination of
inforination 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 additionally. 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 crores or above to any particular
individual, group or company, whether in form of licences, tax relicf or award of
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large projects, an elaborate press communique’ explaining the origin of the
issue, factors taken into account while arriving at the decision and names of
the particular groups/ individuals which it has benefited, should be released,
within 24 hours of the decision.

138 A new kind of office structure, with a counter system, as in the case
of banks, should be adopted in all field offices involving public contact. This has
already been used 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 which
gives a clear-cut time-limit for disposing of any request of 2 member of the general
public. An individual, if he so wishes, should be made aware about the exact stage
of his case at any peint of time. In such a system, an 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 mitiated a system, where the status of an application can be ascertained
at any point of time.

139 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 medical college seats, Government accommodation, telephones, gas
agencies, petrol pumps and the like. All such out-of-turn or 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 recorded decision giving full justification
for the stand taken. These groups should never be headed by ministers.

OPENNESS WITH EMPLOYEES

13.10 Presently, the procedures involving personnel management in
government are kept so much under wraps that even government servants
themselves are not aware of them. Many of these activities like policy of transfers
and postings, procedure for empanelment and even the list of persons who have
made it to a panei 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-related cases in the courts.

13.11 Openness in governmental functioning has to extend to resolution
of disputcs among government servants. In the present hicrarchical structure in the
government, a subordinate does not have any avenue to arr his grievance against
his immcdiate supcrior to anyone. The official rules provide for representation
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through proper channel in which the first ink 1s again thc nextimmedrate-officer.
Moreover, in case of a disputc. there is always a prediicction among the top
bureaucrats to go by the statement of the senior officer. It would be better if in
such cases, the senior officer 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.

13.12 Openness should not mean indiscreet lcaks about Government
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 1s faceless as it invanably flows out of efforts involving
the entire system. The concept of anonymity of the public servant is a good thing
ana should continue. Lately certain public servants have developed a tendency
to acquire a false halo by cultivating the press and giving them friendly leaks.
There is a need to suppress this tendency. The Conduct Rules:already
provide 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 dzpartments 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 human intcrest storics always cvoke greater attention.
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INTRODUCTION

14.1 The present trend the world over 1s towards granting greater
autonomy and delegating more powers at all levels of the government. Perhaps the
highest level of autonomy and delegation has been effected in New Zealand during
the course of the refornis initiated in the last decade. Most of the government
activities-have been either pnvatised or are being run as State Owned Enterprises
like private sector businesses conforming to cominercial objectives aione. For the
core activities that have been retained in Goverament, Ministers enter into a
contract with the Departmental Chief Executives wherein the output te 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 and fire his staff and to fix their
salanies. All civil servants zre employed on a contract, under which they are
responsible to produce a certain number of outputs of specified quality at a certain

 price. In order to achieve such outputs, each manager has complete discretion over

inputs and can prescribc work methods, devise systems. fix salaries, grant
amenitics and decide upcn the number of his staff while “emaining within his
overall budget. The pay of the manager is also dependent.on his performance.
There are annual revicws and depending on their results his pay can be adjusted
both upwards and downwards. Budgeting has become totally output-onented, with
the control of the Treasury limited only to a fixing of the total sizc of the
departmental budgets.

AUTONOMY AND DELEGATION - AN APPRAISAL

142 While this kind of system may be the ultimate aim for any
government of the future, it is doubtful if the present circumstances are conducive
to its instantancous implementation in India. Today we have a centralized system
of Government that is prcmised on distrust. Whether it is the Ministry of Finance
or the Ministry of Law or the Department of Personnel, they do not trust other
individual Ministries to do the right thing. It 1s, thercfore, necessary to refer
everything important 10 thesc nodal Mimistries. Whatever little autonomy the
departmental heads scem to enjoy notionally is withdrawn by the -Mintstry of
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Finance under the guise of economy. Most important decisions of any consequence
arc taken either by the Cabinet or a Cabinet Committce or the Mimister or the
Committee of Secretaries.

143 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. Centratised control leads to wastage, as one set of rules cannot be equalty
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
deciston-making,

RECOMMENDATIONS

14.4 Presently, the most excessive centralisation of powers is seen in the
matter of finance. All ministries have a Financial Advisor (F.A) who 1s
responsible both to the administrative 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 Lis F.A. In practice, however,
stringent restrictions have becn paced in respect of exercise of delegated powers.
Powers for creation of non-plan posts, reappropriation from plan to non-plan
expenditure, expenditure on telephones, travelling allowance, entertainment,
overtime etc. have been severely curtailed or 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 aliow other mimstries
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 the 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.As. 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 mimistry, 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 respect 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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Personnel would be confined to laying 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.

147 Presently there is a tendency to refer almost all important matters
to the 'Committee of Sccretaries’. This leads to avoidable delavs and dilution of
responsibilities. Individual cases should not be referred to the Committee of
Secretaries. Only broader issues having wider. ramifications should be taken
up at their level. All administrative Secretaries should be delegated the
complete and final authcrity for approval of projects, programmes, schemes,
procedures etc. upto any limit within the overall budget. They will no doubt
seek the advice of all those concemed before arriving at the final decision. This
would ensure that the ministry responsible for a given task also has the necessary
powers to achieve it.

148 All administrative Secretaries should be given maximum
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 and action plans for their entire tenure and held

accountable for.the same.

Y49 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 greup should submit the files
directly to an officer of the higher group who should be delegated the
necessary-powers to take a deciston on such matters. This will ensure that no
file is dealt by more than two executives before a final decision is arrived at.

14.10 An atmosphere of trust has to be created throughout the
administrative system, so that ¢ach rung of the Government feels motivated and
responsible for the results in specific areas of responsibility. Power &
responstbility should go together. Only in such a system can decisions be taken
quickly and efficiently.
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INTRODUCTION

15.1 It 1s inevitable that the large s1ze of the Government machineny and
the plethora of services provided by it should generate grievances. Thesc can be
oroadly divided into two types - grievances of customers and grievances of
cmployees.

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 scctor.
This option has to be pursued vigorously.

153 But for arcas that remain with the Government, an efficient
grievance redressal machinery has to be an integral part of civil service reforms.
It has to be effective, speedy, objective, readily accessible and easy to operate. It
has also to be well publicised so that aggrieved parties are aware of not only the
available recourse but also the forum for lodging the complaint.

EXPERIENCE OF OTHER CCOUNTRIES

154 Other countries have tried to build effective grievance redressal
mechanisms. In Malaysia, a Public Complaints Burcau has been created in the
Prime Minister's Office. It has the status of an independent organisation 1o look
into complaints against public agencies. It is the main channel for the pubhic to
forward their gnevances against public scrvants. Scveral steps have been taken to
inform the public about their right of redress.

15.5 | In the UK., the Citizens' Charter (1991) introduced mechanisms
for registening and redressing complaints madce by customers. Government took
steps to publicize the procedures for lodging complaints. A Complaint Task Force
was created for setting up improved complaints systems. A telephone helphine
called "charterlinc” was installed to help pcople to find out more about publhic
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services as also how'to lodge complaints about them. 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.

15.6 A Department of Public Works and Government 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. |

CONSULTANTS’ ADVICE

15.7 Tata Consuitancy Services have suggested that all public grievances -
should be received and acknowledged only at one point. The Department of Public
Gnevances should function as a nodal department and forward the complaints to
the respective departments for necessary action in a time-bound manner. Creation
of a grievance committee for handling grievances of employees has also been
suggested. : :

EXISTING SYSTEM

158 As in everything else, we already have a public grievance redressal
machinery in place. At the apex is the Department of Public Grievances, under the
charge of a full-fledged Secretary who reports directly to Cabinet Secretary. It
registers all public grievances received either from individuals or from the
newspapers and forwards the same to the concerned Ministries. Action taken
thereon is monitored closely.

15.9 Individuals 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.

15.10 ~ The trouble with the present system is that it is not worked properly,
due to the following reasons :

~a) The concept of customer orientation is almost nor-existent.

b)  Government officials are not properly trained in effective grievance
redressal

c) There 1s no pinpointed responsibility for each task

d)  Responsibility for non-redressal of a grievance is not fixed there
and then

e) No reward or pumishment system exists

138 :



Citizens’ Charter

Attitudinal
change

Pinpointing of
responsibility

Performance
appraisal

-f) There is no systematic attempt to assess the customers’ opinions
'g)  Multi-tier institutional mechanisms have not been developed

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

OUR RECOMMENDATIONS

15.11 An effective grievance redressal machinery has to be put in place,
so that each of the abcve defects is taken care of. Qur recommendations try to
achieve this objective.

15.12 There has 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 be
made. For example, the Department of 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 rectify 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 favours
to members of the public has to be buned once for all.

15.13 Officers have to be trainec in effective grievance redressal.
There are some basic principles for this. Each officer has to maintain an open door
policy. His doors have to be always open to the members of the public, to listen
to their grievances. Disposal of paperwork has to take second priority. So long as
papers are given more importance than peoplc, our administrative systems cannot
improve. Intervention has 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 fighting our innate tendency to
pass the buck to someone else.

15.14 The distribution of work in Government offices 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 perform a task should be able to claim
that it is not his job. If he is held responsible for non-performance, he should not
be able to wriggle out.

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. 1t should be
recorded for several purposes. It should go into a data bank which records the
performance of the individual. That should enable the department to prepare a
Monthly Performance Appraisal, which should be communicated to the individual.
The other use to which the information can be put is the determination of the
individual's entitlement to a financial reward or punishment.
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15.16 A simple system in the telephone maintenance wing of DOT could
award green points for good work and red pcints for slipshod work. At the end of
the month, all the green and red points could be totalled up, to give either a nct
green (plus) or red (minus) figure. That figure could determine whether the
ndividual would 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 in the postal depsartment or a cash incentive in a defence workshop.

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

15.18 A multi-tier institut‘onal mechanism has to be developed for
grievance redressal. This means that only grievances which cannot or are not
redressed at a particular level will travel to the next higher level. A grievance will
keep on travelling up the hierarchy, as long as it is not solved. There should be
automatic mechanisms which alert each higher level aboui the unresolved
grievances at the next lower level as soon as the stipulaied standard time has
elapsed. One of the methods could be that of Lok Adalat or Social Audit Group.

15.19 The highest tier of grievance redressal at the bureaucratic level
should be the Secretary (Public Grievances), who should be onc of the
seniormost Secretaries to the Government of India. He should be able to hold a
monthly meeting to discuss unresolved gnevances which need attention at his level.
The meeting should have representatives of the administrative Ministry, and the
Ministries of Finance and Law, all of whom are fully empowered to commit their
Ministries to any course of action that may be jointly decided upon. In important
cases, therefore, the concered Secretaries may attend the meeting personally. The
aggrieved party should also have the right to make a verbal reprzsentation 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
Govcrnment.

15.20 The Secretary (Public Grievances) is currently authorised to
call for the file pertaining to any case of any Ministry and to pass any orders
that he may deem fit, taking all the circumstances into account. 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.

15.21 We also need an Ombudsman outside the routine bureaucratic
machinery. This could be a retired Judge or senior bureaucrat, who may be given
a Constitutional or legal status. He would be available for attending to unresolved
grievances and could intervene in critical matters. His hearings could be public, but
without there being any lawyers. The complainant and the representative of the
Government department could be heard and an appropriate order passed either
setting a time limit to the matter being resolved by the department or in the casc of
a dispute, even deciding what line of action should be pursucd
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GRIEVANCES OF EMPLOYEES AND PENSIONERS

15.22 The grievances of employees and pensioners will have to be mainly
dealt with by having multi-level points of grievance redressal, starting from the
immediate boss. and travelling through the layers of head of office, head of
depantment, administrative secretary and so on. Time limits for gnevance redressal
should be fixed and adhered to.

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.

15.24 For pensioners, we must create a multi-tier effective Pension
Adalat system, fully empowered at each level fo take short cuts, short-circuit
procedures, reduce paperwark and come to reasonable, commounsense 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 arother
Chapter.
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INTRODUCTION

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. Readilv
available and up-to-date information is a vital requirement for facilitating correct
policy-making and monitoring and control over various programmes. MIS also
enables the management to take concurrent corrective action in ongoing projects.

COMPARATIVE POSITION

16.2 Heralding improved MIS has been an inherent feature of
administrative reforms effected in different countries of the world. In Canada an
office of Information Management Systems and -Technology headed by a Chief
Information Officer was created for policy devolution, implementation and
admuinistrative reengineering of the existing information systems. In 1994, the
Malaysian government :ntroduced a Civil Service Link (CSL) as an on-line
information database system to enable the general public to access information on
government services at the touch of a button. This was. preceded by massive
computerisation and strengthened technology base in the management of public
sérvices. 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
information between different government departments. Efficiency units were set
up to determine departmental needs and recommend most suitable MIS for
different governmental agencies . A body called the Government Centre for
Information Systems was created for promoting effectiveness and cfficicncy in
government through the use of information systems.
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PRESENT STATE OF MIS IN INDIA

16.3 Despite recent changes, government offices 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, which engages most of the time of field funictionaries. However,
this vast information is not fully utilised because of its bulk and its delayed
availability. In government departments information technology is mainly used for
document processing. While such systems have improved the efficiency 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 computensation of their operations in isolation and at
times their systems are not compatible with the overall computer network of the
government being operated by NIC. There is no effective mechanism for exchange
of information between various ministrics/departments. At times, the left hand
does not know what the right hand is doing. The bulk of information gathered by
the government machinery is not, therefore, utilised efficiently and effectively.
Quite ofien, information, in spite of being available. has to be collected from the
concemed offices due to cumbersome system of retrieval or the same information
is sought more than once by the same office. The information so collected is hardly
used for mon:toring of projects or for taking corrective action or even to update
data inputs for policy makers.

16.4 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.
activities. The government, in its role as facilitator, should also make relevant data
available to the private sector to facilitate its business interests, within the country
and abroad. '

RECOMMENDATIONS

16.5 Each ministry/department should identifv the type of information
required at various levels for its designated functions and identify 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 the
country, should be utilised by all the ministries and departments of the central
government. A common software should be devised by NIC for 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/departments should be networked so as to facilitate interchange of
information between different offices/ departments/ ministries of the
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government. NICNET, Internet connectivity 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 office/ministry. 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 management 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.

168 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 syvsicm should have an inbuilt
capacity to cater to a large number of unstructured and unanticipated requests and
should be able to support ‘What-If analysis to cnable 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.

16.11 -The data collected by government is quite exhaustive and can be of great
use for private entrepreneurs in planning their operations. The government
should develap a system whereby data having commercial value can be made
accessible to private sectors for commercial use.

164



Section 111

Haman Resowrce Development

I6y H



1€y R



7

Zecractment

Introduction

Various methods
of recruitment

Recruitment
through UPSC

17.1 Recruitment to posts in Government has become increasingly
difficult in the context of the growth of the private sector, which is now in a
position to provide much better rermmeration and perquisites as compared to those
offered by government for comparable positions. The age-old prestige attached to
Government service and the associated job security would not appear to be
adequate incentives to attract the best amongst the job seckers. - Delay in
completion of the recruitment process also has an adverse impact on the timely
availability of personnel to man vacant posts. A review of the recruitmient
procedures and methodologies would, therefore, appear to be necessary.

METHODS AND AGENCIES FOR RECRUITMENT |

172 Different methods of recruitment prevalent in government for filling
vacancies in different categories are (i) promotion (*1) direct recruitment (i)
deputation (iv) transfer (v) re-employment and (vi) short term contract. The
recruiting agencies of the Central Government are invelved in varying degrees in
the recruitment process.

I UNION PUBLIC SERVICE COMMISSION

173 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 matters relating to methods of recruitment and principles of promotion
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, certain
other matters have also been brought under the purview of the UPSC. These
include proposals for upgradation/downgradation of posts, constitution of DPCs
for promotion to posts in Central Civil Services and Group A’ posts based on the
principle of selection and not on seniority-cum-fitness, special recruitment to the
scientists pool, etc.
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Exemption from  17.4 Similarly, the UPSC (Exemption from Consultation) Regulations,

consultation 1958 specify the matters which are excluded from its purview. These envisage that

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

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

(b) to a post included in the Group "A' Central Service, of any officer in the
Armed Forces of the Union and any officer who is already a member of an
‘All India Service or a Group "A' Central Service;

(c) to a Group "B’ Central Service or a post included in a Group "B’ Central
Service, of any officer who is already a member of a Group "B’ Central
Service, or a Group "C' Central Service or of any officer in the Armed
Forces of the Union; and

(d)- toatenure post included in 2 Group A’ or Group "B’ Service. of an officer
of a State Service. .

It is also not necessary to consult the Commission in-regard to selection for
temporary or officiating appointment to a post if such appointment is not
- likely to continue beyond a period of one vear.

Reduction of 17.5 In the context of the increase in the work-load of the UPSC

work load of responsible for direct recruitment to a large number ¢ < posts and of the inordinately

UPSC long time, ranging from 12 months to 24 months, taken in compleung the
recruitment, it will be appropriate to reconsider the entire question of involvement
of the UPSC in recruitment to all civil posts in Groups "A' and "B'. The question
whether the UPSC needs to be consulted at all in respect of certain categories
of posts needs to be considered afresh by the Government. 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 ieel that the best course of action
would be to reduce the workload of the UPSC by exempting more categories
of recruitment from its 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.

17.6 In addition to making large scale recruitment to various organised
Services/Cadres, the UPSC also recruits personnel to a large number of individual
or isolated posts. Whereas UPSC has evolved standard procedures for recruitment
to the organised Services, and is able to complete the process within a supulated
ume frame, inordinate delays occur in cases of recruitment to individual or 1solated
posts. In the circumstances, the involvement 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. The
Departmental Recruitment Committees constituted for the purposc should.
however, assuciate outside experts. On reduction of its workload. the UPSC will
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then be in a better position to adopt innovative methods of reécruitment: by
modifyving the present procedures and methods, and adopt other initiatives, such as
campus intcrvicws, walk-in-interviews, association of private recruitment agencies
etc. so as to expedite the process of recruitment.

STAFF SELECTION COMMISSION

17.7 In addition to UPSC, Government of India has set up Staff Selection
Commission, Railway Recruitment Boards and other agencies and entrusted them
with the responsibility of recruitment to Group 'C' posts in Central Ministries,
Departments and their attached and subordinate offices and for recruitment to
certain specified Group ‘B’ posts like Assistants and Stenographers in the Central
Secretariat. Vacancies in Central Government Establishments other than those
filled through the UPSC or agencies like Staff Selection Commission are filled by
the respective departments through notification to the nearest Emplovment
Exchange and no department can fill any such vacancy by direct recruitment, unless
the Emplovment Exchange issues a non-availability certificate. In the event of a
conscious effort to reduce workload 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. Government
should evolve procedures about nomination of experts, if necessary out of panels
maintained by UPSC/Staff Selection Commission, to the selection committec to be
constituted by Ministries/Organisations for this purposc. We do not suggest
creation of another agency for recruitment by Government. The Staff
Selection Commission, which has already opened many regional offices, needs
to be expanded further to take over more responsibilities. This coupled with
the responsibilities passed on to the Ministries/Organisations themselves will
ensure speedier recruitment in Government.

PROMOTIONS

17.8 The UPSC is generally associated in finalising promotions at
various levels 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 pay below or above the Senior
Administrative Grade (Rs.5900-6700) in all Services/Cadres. 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 nced to be authorised to constitute DPCs irrespective of the fact
whether the promotion is to be made by the selection or non-selection method.
Association of a representative of the UPSC in the DPCs need not be insisted upon.
In short, the UPSC should be consulted for promotion only at the time of
promotion from Group "B’ to Group "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.

REDUCTION OF TIME LAG IN RECRUITMENT

17.9 It has been brought to our notice that because of the inordinate delay
in selection of personnel by UPSC, Staff Selection Commusstion, 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
Govermnment offices. The present timc lag between the notification of vacancies
and issue of cffers of appointment to candidates is very long and ranges betwveen
15 and 24 months. There is a definite need to reduce this time lag. Besides,
reserve panels should also be prepared by the recruiting agencies so that altemative
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 Government departments and recruiting agencies to improve the
sttuation.

17.10 Departments/Ministries should do proper and scientific manpower
planning 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
ensured that all relevant factors like past trends of resignations within a ycar of
appointment, candidates 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 year manpower plan.
Indenting departments should intimate the numbcr of vacancies and changes therein
directly to the recruiting agencies, with a copy to the cadre controlling authonty.

17.11 Recruiting agencies should prepare a panel to cater to the vacancies
notified by the indenting departments and, based on past trends and expenence, the
size of the par:els should be so determined as to ensure that the requirements
of the indenting departments are fully met-out of the panels. In cases of regular
annual selection through competitive examinations, the currency of the panel
should be valid till the panel on the basis of next annual examination is available.
Vacancies resulting due to resignation or death of an incumbent within one vear 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 treated as
fresh ones.

17.12 The concept of provisional appointments 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
requirc amendment to provide ‘that such provisional appointments could be
terminated at any time without assigning any reasons. All efforts should be made
to complete the medical examination and venfication of antecedents during the
period of threc months that the provisional appointment would be valid.
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17.13 The ume limit within which the sclected candidates are required to
report for duty should be drastically reduced and the offer of appointmenit to a
candidate who fails to join within the period stipulated should be cancelled
without assigning any reason.

OTHER MATTERS

17.14 Demands have been made that the maximum age limit prescribed
for direct recruitment to various posts should be increased. Besides, further
relaxations of agc have also been sought to enable departmental candidates to
apply for appointment to posts filled by direct recruitment 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 represented that, instead of placing an excessive reliance
on the performance 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
purposc. It has been pointed out in this context that the standards adopted by
different Boards and Universities for evaluating students are also not uniform. We
feel that the apprehensions underlying the demand are genuine and the only
way to overcome the problem would be to ensure that the suitablity of
candidates for appointment to posts is determined on the basis gf specific
tests or examinations conducted by the recruiting agencies themselves.

: 169



5

Wlobility Between Governnment and

Otter Sectons

Introduction

A lLberal
exit policy

Position in
Siate
Governments

Position in

PSt

18.1 Mobility of employees refers to their capacity, in terms of flexibility
ii. service conditions, to move in the course of their career to other scrvices or posts
in the Central Government itself, or in State Governments. public enterprises,
autonomous organisations, international agencies, foreign governments and even
the private sector. Conditions of service of government employvees. particularly
those relating to forwarding 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 insubstantial.

18.2 A number of demands have been received by us urging that a liberal
exit policy should be formulated to enable Central Government emplovees to
accept employment in the private sector or abroad while retatning their lien in their
parent departments. It has been contended that, apart from earning foreign
exchange for the country, this would also help in restricting the size of govemment
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
Govemments like Kerala and West Bengal, as well as some public enterprises.
Lateral entry of persons from other sectors into government service has also been
advocated.

183 In Kerala, State Government emplovees are permaitted to avail of
leave without pay and allowances, whether continuously or in broken spells. for a
total period of 15 vears to accept alternative employment either within the country
or abroad.

184 The National Hvdroelectric Power Corporation Limited permits. on
a selective basis, its emplovees who have been declared surplus to rctain their lien
for a period of two vears to cnable them to secure alternative cmployment in private
organisations. Emplovees of Himachal Pradesh State Electricity Board are
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permitted to accept assignments in companies in the private sector which have
entered into memoranda of understanding with the State Government. Such
assignments are normally tenable for two years, but can be extended up to five
years. The period is treated as dies non for all purposes.

18.5 In terms of the Central Civil Services (Leave) Rules, 1972, not more
than five years' leave may be sanctioned at a time to Central Government
employees. These further prohibit the employees from accepting any employment
either within the country or abroad or undertaking anv commercial activities whilc
on leave.

18.6 ~ After careful 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 retaining their connections with
the Government. Quite obviously, acceptance of the demand would be detrimental
to the interests of efficiency in government. The existing provisions in the rules

. requiring them 1o resign from government before accepting such employment are-

considered to be salutary and deserve to be retained. It may, however, have to be
recognised in: this context that many employees are apprehensive about exploring
alterative careers in other sectors because of the uncertainties involved and doubts
about their being able to adjust in an alien work environment. One of the major
thrust areas of the Commission is also to devise measures for nghtsizing the
government machinery. For this purpose, it may be essential to ensure that exit
from the government secior is easy and painless. Therefore, as an experimental
measure, certain specified 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 in the private sector or abroad. During this
period, 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 earlier held by
them. This measure could conceivably act as an incentive for persons to
consider quitting government service after being exposed for a limited period
to a new work culture and environment. To begin with, this facility could be
extended only to those categorised as Executives.

18.7 The present rules governing the forwarding 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

government to retain such of those employees as have been trained in speciafised

ficlds at government expense and are, thercfore, obliged, in terms of bonds

executed by them, to serve government for specified periods. They ar® not

restrained, however, from accepting employment in State Governments, pablic

enterprises and quasi-government organisations. In such cases, the bonds are

transferred to the concerned organisations. ‘

7

18.8 At present, Central Government employees can accept appointment -
in a public enterprise or autonomous organisation only on severing all connections

with government. In view, however, of the fact that this restricted the capacity-of
those autonomous bodies which had only small cadres to obtain the services of
personncl in specialised fields, detailed guidelincs have been issued by government

listing the cases in which exemption can be sought from the applicability of the
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provisions relating to permanent absorption in so far as appointments in
autonomous organisations are concemed. 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 entrprises which are required to
maintain continuous liaison and ensure coordination with State Governments and
in cases where the expertise acquired in the State Governments is considered
essential for organisational efficiency. In the specified cases, the autonomous
organisations concerned are required to obtain the necessary exemption from the
Department 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 autonomous
oganisations may be given the discretion to appoint Central Government
employees on deputation to the specified posts.

18.9 Reciprocal arrangements presently exist to ensure that the services
rendered by a Central Government employee in a State Government and vice versa
are counted for pensionary benefits. The earlier provision in the rules which
required the transfer of the pro rata pensionary liabiity to the borrowing
govemnment has now been deleted. On the same analogy, it has been demnanded that
this provision, which still exists. should be dispensed with in the case of
appointments in autonomous organisations as well. This is on the ground that the
autonomous organisations are fuliy funded by government 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.

18.10 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 utilised with advantage in government. They must
be encouraged to join on a time bound contract basis.
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19.1 One of the main points of criticism against government employees
is that once they are appointed, they are there for life and no one can get rid of
them. It is, therefore, necessary to sce how in the new atmosphere of liberalisation,
we can devise novel methods of recruitment which would not necessarily involve
life-time employment. Contractual employment is the obvious altemative.

19.2 Appointments on contract are generally not resorted to in the arcna
ot public employment in the Govemment of India, except in a few areas requiring
specialisation. A contract appointment is one under which an employee signs a
legal contract with his employer to perform assigned tasks for a specified penod
on the terms and conditions (including remuneraiion and perquisites ) specificd
therein. The need for contract employment particularly arises wher: a project work
of a purely temporary nature is required to be undertaken for completion within a
specified period or certain specialised skills and inputs are considered necessary for
short durations. Generally, recruitment to all posts in government, which are likely
to continue beyond a period of one year, is made on a regular basis, the general
understanding being that persons so recruited shall continue in service on a long-
term basis. Thus persons recruited for temporary jobs are shifted to another project
or jobs of temporary nature and they are ultimately assimilated in the permanent
work forcc.

19.3 There is, therefore, a crying need to recognise time-bound temporary
contract employment as a legitimate and accepted form of employment. The need
for such employment also arises 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 various positions at senior level where services of an expert in a
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pamaular area of specialisation are needed. Such outside talent brings a whiff of
fresh air into the musty corridors of Government and deserves to be ericouraged.

SCHEME FOR CONSULTANTS

19.4 A form of appointment for temporary work that is prevalent in the
Government of India is the scheme of engagement of Consultants to undertake
specific jobs of a specialised nature. Consolidated instructions on the subject were
issued by the Department of Personnel & Training in their O.M. No. 16011/6/93-
Estt (Allow) dated 31st December 1993. These stipulate that Consultants can be
appointed to the extent of 10% of the total number of posts at the level of Joint
Secretaries and above within a Ministry, including attached and subordinate
offices. In the case of the Planning Commission, this restriction can be relaxed up
t0 25 Consultants in all. In the case of appointment of retired/retiring employees
as Consultants, their total number in a Ministry/Department is not to cxceed two
at any given time. Employment of such Consultants is not to be made for work of
a regular nature. In case this is resorted to under exceptional circumstances. the
post carmarked for such work is required to be left vacant. The maximum period
for which such appointment can be made is not to exceed two vears in casc of
cmpioyment of outside experts and 6 months in the case of retired/retiring
cmployees of the Ministry/Department. However, this scheme does not respond
to the need for contract emplovments at all levels in Government, whenever viork
of a temporary nature arises.

COMPARATIVE POSITION ELSEWHERE

19.5 Temporary work is a common form of employment both in
industrial and developing countries. According to a report of the Intcrnational
Labour Organisation (ILO), in some developing countries, the percentage of
temporary work ranges between 30 and 50 per cent of the total employment, while
in the industnalised countries, an average of 10-20 per cent is most common.
Governments of most developing countries readily acknowledge the deployment
of temporary peisonnel, though only very limited statistical data are available on
such deployment. In certain developing countries like Bahrain, Kuwait, Zimbabwe,

etc., which have a significant number of expatriate non-technical advisors, the only
legal manner in which they can be recruited is on temporary contract. Contract
employment for temporary work is regarded as very useful in structural adjustment
programmes in the context of reforms in public service, reduction in size and
reduction in job security. Contract employees, who arc 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 implement if the proportion of temporary workers is higher It is casy tc
ensure smooth structural adjustments in a situation necessitating reduction in the
size of the public servicc. Some countries, however, discourage temporary
employment on the ground that most of the personnel recruited for tcmporary work
lack professional skills and arc not recruited by competition. The legal framework
for such employees is also being constantly improved upon in a manner that they
do not retain only a temporary status for a long time and, cven while on contract.
service conditions are morc or less at par with those of pcrmancnt cmplovecs.
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19.6 Appointments on contract are comparatively more popular in the -
private sector in India. The contract form generally used in the corporate sector-for
cmployment at higher levels provides in detail the duties and responsibilitics,
remuneration including perquisites ke accommodation, office equipment at home,
soft furnishing of home, servants, etc. It also provides for conditions of
termination of service. Whereas a notice of two months is generally prescribed for
termination of services from either side, services can be terminated by the employer
without any notice when the employee is found to be guilty of misconduct,
unpunctuality, neglect of duties, unauthorised absence, breach of confidentiality,
ctc. Such contracts. also have a clause about applicability of current Indian
legislation on employment contracts.

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 years (i) time bound special projects, which are not
likely 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 sensitive/specialised jobs.

19.8 At present, appointment against any post likely to centinue beyvond
a period of one year is to be made on regular basis through UPSC, SSC,
Employment Exchange etc. . In case contract appointments arc to tc made by
concerned Ministries/Departments, it shall be necessary to amend the UPSC
(Excmption from Consultation) Regulations, 1958 to provide for exemption
of all job-specific contract employment, whica 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 continue beyond a period of five
years.

19.9 It may also be necessary to amend the labour laws in the country
tc 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.

19.10 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 employment/labour laws during the last four decades. The model
should also provide for the description of duties/specific details of the job for
which such contract employment is to be made.

19.11 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 after proper notification/due publicity of the vacancy and should not
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be made in an arbitrary manner. Similarly, appointment of retired officers of the
Ministry as consultants on project posts funded by UN/bilateral agencies should
also be brought within the framework of present guidelines on engagement of
consultants ‘about tenure, proper notification/publicity for appointment etc.
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IMPORTANCE

20.1 All the recommendations on administrative'reforms will work only
if a proper training programme to effect necessary changes in the work ethos of
government officials is designed and implemented. The proposed 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 re-trained for taking up new jobs: In the new environment with
cmphasis on "customer orientation”, attitudinal changes in the supervisory and
cxecutive cadres would also be nccessary. Besides, training facilitics 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
the recent past, the importance of training as a significant means of improving the
human potential and increasing the efficiency of employees has been
acknowledged.

203 In Canada, despitc a series of cut-backs in operating budgets,
expenditurc on training and development has been maintained at previous levels
or cven increased. Employees are given total freedom to opt for a training of their
choicc. A substantial part of the training effort is delegated to individual
departments. Public servants undergoing training in colleges etc. in their own time
arc reimbursed part of the cost incurred thereon and employees are encouraged to
organise briefings and information scssions in their free time.

204 In the United Kingdom, grcater responsibility for training and
development of cmployees is delegated to individual departments. The focus of
training has been shified to bring about necessary changes in the skills for better
customer service. Training courscs are devised on the basis of practical experience
of different busincss houscs which have improved their performance through
proper training of their staff. Simultancously, employces are encouraged to identify
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their own job-related development needs and managers are given the responsibihity
tor regularly catermg to such needs.

205 In Malaysia, training has been identificd as a vital component in the
implementation of the total quality management concept and the clients’ charter.
Provisions arc made for training at all lcvels in the civil service.  Attachment
programmcs to send Government employces (o certain specificd business houscs
in the privatc s¢ctor for exposure to practical aspects, practices of management and
intricacics of business operations have besn initiated.

rTHE PRESENT SYSTEM IN INDIA

206 The Indian Government has taken numcrous steps to provide
training facilities to its employces. Direct entrants to Group ‘A’ services undergo
scveral institutional and in-service training programmes. Such programmes for
Group ‘C' and Group ‘D’ personnel are, however, less common. A Central Training
Division exists in the Dcpartment of Personnel and Training which is responsible
for promoting and coordinating training programmes of the different Central
Ministries and Departments, providing guidance and help, sponsoring or arranging
training courses on aspects common to different services and maintaining liaison
with the States. This Division is also responsible for the training of Trainers and
Coordinators of differcnt Departments and Ministrics.

20.7 In the government, there arc various institutes conducting differcnt
training programmes. The Lal Bahadur Shastn National Academy of
Administration at Mussoonie imparts training to 1AS officcrs. Apant from
conducting training programmes for fresh 1AS probationers, it runs refresher
courses for senior 1AS officers. A week-long vertically integrated training is also
being imparted annually to all IAS officers. There are other specialised institutions
like the National Academy of Direct Taxes, Sardar Vallabhbhai Patel National
Police Academy, cic. which provide training to officers of the IPS/Central services.
These academies run foundational courses for direct recruits to the All India and
non-technical Central Group ‘A’ services.

208 There are autonomous institutes like the Indian Institute of Public
Admnistration, Admmstrative Staff College of India etc. which conduct several
courses on admimstrative leadership, policy planning and so on. Some State
Governments have set up training institutcs for specialised courses. A large
number of officers are also nominated for training abroad.

LACUNAE IN THE EXISTING SYSTEM

209 Training in India suffers from the twin ills of low priority and ad

- hocism. There is no well thought out perspective plan for traimng.  Frequently

there 1s no intcgration between traiming and performance or carcer development.
Modules imparting the spint of “customer oricntation” amongst govermment
cmployces arc sadly lacking. The priority assigned to traiming is low and more
oficn than not, an official is sent for training only because he happens to be frec.
Trainmg needs of the staff arc seldom identified. Due to lack of proper incentives,
a posting as a faculty membcer of a training institution is not valued. Fcedback
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obtaincd from the trainces 1s not properly analvzed. and this Icads to perpetuation
of incffective traiming programmes.  Whale adividual training divisions for
imparting specific traiming have been created in some large ministrics/departments.
these do not cxist in smaller departments.

! RECOMMENDATIONS MADE IN CONSULTANCY REPORTS

20.10 In the sponsored study on 'Restructuring the Government office’.
Indian Institutc of Technology (1IT), Delhi as well as Tata Consultancy Services
(TCS) have madc certain observations on this subject 1T has observed that the
present level of skills among the staff of government offices 1s very moderate.
thereby indicating a need for better training. The training necds of staff arc seldom
identificd and there is a growing need for adcquate training mechanisms. for multi-
skilling and redeployment of staff. TCS has proposed sctting up of a training
division in cach department, which should compile an inventory of knowledge.
skills and attitudes required for-performing different jobs so as to rectify any gaps
by proper training in a planncd manncr. The need for cstablishing a system for
proper feed-back and periodical asscssment of the impact of training being given
to thc emplovees, as well as linking training with other HRD functions hke
performance appraisal, promotions, recruitment, etc. has been cmphasized.

DEVELOPING A NEW’ SYSTEM FOR TRAINING AND
DEVELOPMENT

20.11 In the liberalised scenario where the government has to reducc its
sizc while simultancously increasing the productivity, the thrust of traiming for
group 'C' and ‘D’ cmplovees. which form a bulk of the work-force, will have to be
towards multi skilling. All group "D’ staff should 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' office
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
recommendations on different aspects of training and equipment follow.

20.12 An adequately equipped training group for analyzing regular
training needs as well as for arranging department-specific, post-specific and
individual- specific training should be created in every department as part 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.

20.13 DOP&T has already identified a number of institutes for

running general training programmes funded by it. These institutes should
run common courses for different services/departments so as to bring about
a better interaction and commonality of approach between them.
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20.14  Presentiv LBSNAA. SVPNPA and NADT conduct foundational courses
for all dircet recnuits to the All India and non-technical Central Group “A’ services
Latch 1AS recnuts arc only sent to LBSNAA for the foundational coursc and only
the recruits of the other All India and Central Group 'A* scrvices are sent to the
other two acadecmics. This defcats the veny purposc of the foundational course.
We recommend that all probationers, irrespective of their service, may be
distributed equally amongst these three academies. Further, direct recruits
to Central Group 'A’ technical services may also be sent for these
foundational courses. ‘

20.13 There is a crying nced for exposing government cmployees to the
work proccsses. mode of functioning and pressurcs cxisting in private scctor 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. Duiing this attachment,
the probationers should be asked to perform some specific tasks which should
be assessed for incorporation in their appraisal sheets. Short duration
workshops and seminars with top ranking managers of private sector should
also be organised for senior executives of the government in order to
facilitate exchange of ideas and experience.

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

2017 There has 1o be a dircct relationship between the career plan of an
cmplovee and the training imparted to him.  Although the present performance
appraisal form has a column for training undergonce and futurc training nccds, not
much importance is attached toit. We recommend that various training coursgs
undergone by an employee should be counted for assigning proper gradings
at the time of promotion and deputation to posts should be linked to the
officer having successfully completed training in a related field. Besides,
refresher training courses tailormade for honing the skills 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
after 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 There 1s a clamour amongst government offictals to rush for any
kind of forcign training. irrespective of the fact whether it 1s related to their work
or not. This tendency needs to be 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 can be used for developing their skills

further.

20,19 In view of changes envisaged in the functioning of the government
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20.i9 In view of changes envisaged in the functioning of ‘¢ govermnent,
there will be need for carrying out refresher courses for executivzs at all levels,
for effecting attitudinal changes to prepare them for taking up the role of
"facilitators" instead of being mere regulators.

20.20 In the case of professional scrvices like medical and engnecring,
there 1s 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 a
need to re-orient them towards broad sectoral specialisations at a tertain
stage in their careers.

20.21 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 from participants. Based on such feed back. the training divisions'should
develop mechanisms for pinpointing any lacunae in their training programmc and
institute immediate remedial action.
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211 Performance Appraisal covers a broad ground and could be
dcfined as the overall methodology by which an oxganisation is cntitled to asscss
the performance and capability of an individual cmplovec. Such appraisal 1s made
cvery dav. every hour, every minute by the supceriors, collcagues, subordinates,
clients. the courts, the media, members of the public. Organisations have periodic
review mieetings or are monitoring performance through which the performance of
mdividual officers can be adjudged. But the chicf, most commonly used. weapon
1s the Annual Confidential Report.

212 Annual Confidential Reports on the performance of government
servants provide the basic inputs for assessing their suitability for being confirmed
in service. crossing cfficiency bars for drawal of further increments, promotion,
deputation and other special assignments. Aimed primarily at improving the
performance of emplovees, the main focus of the report i1s envisaged as being
developmental rather than merely judgmental. 1t is intended to be true indicator of
Tthe strengths and weaknésses as well as achicvements and shortcomings of an
individual government servant and is thus an cssential tool for proper personnel
management. The system of writing annual confidential reports, therefore, has two
principal objectives, which a Reporting Officer should be clearly awarc of. The
farst is to improve the performance of the subordinatc reported upon in his present
job and the second is to assess his potential and prepare him, through appropriate
fcedback and guidance, for further advanccment.

213 Major changes werc introduced: in the system of wnting the
confidential reports on three occasions in the past in 1975, 1978 and 1986. The
format of thc Report currently in force was introduced in 1986 after detailed
dchberations in a workshop orgamised in the context of certain demands from the
Staff Side in the National Council of the Joint Consultative Machinery that there
should be greater openness in the system, asscssment of the fitness of lower level
funcuionanes for promotion should be dispenscd with, ctc. This format is based on
the concept of “management by objectives' in government and is the cutcome of an
attempt to make the system more objective and achicvement-oricnted. It envisages
the cvolution of new work culture based on performance and results and the
asscssment is. therefore. both quantitative and qualitative. instructions currently
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in force also provide that the rcports on Group ‘D' employees need-not be
maintained if they are not emploved on sensitive jobs

ABOLITION OF CONFIDENTIAL REPORTS

214 We have received a number of suggestions that the Annual
Confidental Reports should be discontinucd. This has been justified on the ground
that the system is defective and causcs a great deal of dissatisfaction to the
cmplovees and that, instead of achieving the primary objective of improving
cmployvees in a positive manner, it has become an instrument of harassment and
vicumisation. Other suggestions in this regard are that (a) the reports should be
written only during the initial ten vears of service of an employee and discontinued
thercafier: (b) the system may be retained only in respect of employees in Groups
A' and 'B' and such of those Group 'C' employees as are eligible for promotion to
Group "B’ posts; and (c) the reports should be discontinued in respect of posts to
which promotions are made entirely on the basis of seniority-cum-fitness, i.c. by
the non-selection method: ’

2135 Quite obviously, in the absence of other effective methods of
performance appraisal, it would not be desirable to restrict the writing of the
Annual Confidential Reports only during the initial years of an employee's
service. We understand that reports in respect of Group "C' personnel emploved
in some of the State Governments are required to be maintained only if they are
cligible for promotion to Group ‘B posts. We also recognise that the Annual
Confidential Reports are only of limited utility in determining the suitability of
personnel for appointment to posts to which promotions are made on the basis of
seniority-cum-fitness alone. Though these factors might justify a review of the
necessity for the continuance of the system in certain specified circumstances, the
benefits under the Assured Carcer Progression Scheme separately: recommended
by us would be available only to those whose performance conforms to the
prescribed standards and who fulfil all other prescribed criteria for regular
functional promotion to posts in the relevant higher scales of pay. Besides. we
have also recommended elsewhere in the report introduction of Performance
Related Increments for all employecs, including the Group ‘D' personnel, purely on
the basis of their performance during the year. An appropriate mechanism for the
purpose will be necessary and the Confidential Reports would form 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 Annual Confideniial Reports. In fact, in the context of our
recommendations aimed at improving employees' productivity and relating
increase in compensation to performance, this should be reintroduced even
in respect of Group "D’ personnel.

REFORMS PROPOSED

21.6 There is 2 widesprcad demand ,for greater openness and
transparency in performance appraisal so as to clifrinate, as far as possible, any
subjectivity in reporting. Some of the suggestions received by us in this connection
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are: (a) the contents of the reports should be disclosed to the employee concerned
so that he is aware of his capabilities and shortcomings and can strive to improve
his performance; (b) the performance of an entire tcam should be assessed
whenever necessary; (c) employees should be assessed not only by their superniors
but also by their colleagues and subordinates; and (d) additional monetary benefits
should be provided for employces 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 performance during the year.

217 The Department of Personnel and Training appears to be averse
to the communication of an avcrage report to an employee on the ground that
"average" performance is not considered to be adverse though it 1s 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 open svstem was not favoured. Instead, the present system which
provides for a self appraisal by the employees themselves and assessment at two
levels by the Reporting and Reviewing Officers was considered to be suitable for
our conditions. According to the Department, this has been working reasonably
well.

218 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 observations on their fitness for
promotion. Openness of varying degree has been introduced by the State
Governments of Kerala, Tamil Nadu and West Bengal. Some of the public
cnterprises have also introduced a participative system of performance appraisal
for their Exccutives. The trend internationally is also to place a greater emphasis
on detailed job assessment of every employee and understanding between a
manager and his subordinates about their duties and responsibilities, the appraisal
of an employee's performance and contribution now takes place on parameters
krown and agreed upon by the employee. This enables the manager to be more
responsive to the organisational dzinands and is understood to result in a more
satisfied and productive work force. The traditional approach to performance
appraisal, which is primarily concerned with the past and usually leads to salary
review or promotion, is being replaced by a new approach, a forward looking
process known as Self Development Review, having its primary emphasis on the
futurc of thc employees and the organisation.

219 In order to keep pace with the significant changes taking place
globally, and in the context of our emphasis on increasing employecs' 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
recommendations on the reforms necessary are contained in the succeeding
paragraphs.

21.10 Under the present system of grading employces as "Outstanding”,
"Very Good". "Good". "Average”, or "Poor”. the finer and morce subtle distinctions
between different emplovecs arc not readily discernible. For instance;'an cmplovee
may not qualify to be graded outstanding, but his performance may well have been
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shades better than merely very good, which would rightly justify -his being
considered supcrior to another employec who miay have caed only a very good
grading Finer distinctions in grading would be of considerable utility in ensuring
that the most descrving among different emplovees arc elevated tc posts,
promotions to which are based on selection and merit. These would be of
particular relevance in the case of appointments to executive and senior duty posts.

A more exhaustive and comprehensnvc asscssment of personnel based on a point-
rating system is already in voguc in the Central Police Organisations and the
Armed Forces, and cven individual traits and attributes arc measured against a tcn-

‘point scale. The grading svstem followed in respect of civilians employecs is,

however, somewhat restricted in its scope and ambit.

AW In order to remedy this deficiency in the present system, grading

of officers on a ten-point scale could be introduced for the Executive cadres.
This need not, however, be as comprehensive as in the Armed Forces or the

‘Central Police Organisations but could be confinied oniy to the final, overall

gradihg. Fhe present system may, however, be retained without any change
in respect of all other employees below the level of Execiitives.

21:12° A ratimg of six and below on the ten-point scale, which would

‘have adverse implications for promotions based on selection for which

benchimarks are prescribed, should be-treated.as being not good enough and
communicated to the executive concerned. This would enable him to represent
against the grading, should he feel aggrieved for any reason.’

21.13 - In the context of our proposal to relaie increments to pegformance
and to facilitate the extension of financial benefits under the Assured Career
Ptogression Schemse as well as promotions based on selection, Reposting and

“Reviewing Officers may be specifically required tc assess and indicate the

suitability of all categories of empioyees to (i) draw one or more increments,
(i1) derive the benefits of the Assured Career Progression.Scheme, and (iii) for
promotion to higher posts, appropriate columns being included in the report
form for the purpose.

2114 - In order to ensure transparency in reporting and to serve the
‘intended ‘objective of providing a feedback to employees to improve their

pcrfom:mce partial openness may be desirable. For this purpose, the final
grading of employees, as recorded in the confidential reports, should be
conveyed to them. Besides, grading of an emplovee as "Average" is as harmful
as adverse entries in the reports. This is sometimes resorted to by Reporting

- Officers 1n order to overcome the associated problem oi' communicating an adverse
" grading to the employee concerned and having to justify such grading. In the

process, the employee reported upon is denied the opportunity to be aware of the
quality of his perfonnance and contribution, so as to enable him to improve or even
to represent against the grading. In the circumstances, we are of the viéw that

. grading of an employee as an average performer should be treated 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 to the employee concerned
so as to afford him an opportunity to represent against an assessment that
may adversely affect his career advancement. While receiving the
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communication regarding an adverse entxy or grading, the cmployee should also
have access to the confidential report in its entirety.

21.15 With a view to securing grcater 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.

21.16 To be realistic and objective, performance appraisal should
not also confine itself,merely to an assessment of the traits and attributes of
an individual employee. It has to be recognised 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 endeavour 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
office/department with reference to his own functional responsibilities.

21.17 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 penods are also similarly adverse, the earlier report
should not be ignored.

21.18 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 vears is considered to be
absolutely essential.

2119 At present, an exclusive rcliance is placed on the Annual
Confidential Reports for assessing the personality traits and performance of
individual employees. For obvious reasons, the reports may not always reflect fully
all the achicvements and contribution of an employce or aspects of his functioning
that may not be entirely complimentary or praiscworthy. We are, therefore, of the
view that it would also be desirable 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 executives
concerned L present their achievements before the group and to dwell upon the
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constraints under which theyv have had to function, such occasions should also be
utilised to apprise them of any adverse reports on their functioning as may have
been reflected in media reports, anonymous complaints, etc. and to ascertain their
versions on such reports. In our opinion, the quinquennial review would reveal
varnous facts of an exccutive's personality that are gencrally not discernible from
the confidential report, howsocver objectively these may have been written. This
would also be useful in determining whether the executives concerned are fit for
further retention in service or whether they should be compulsorily retired by
invoking the provisions of Fundamental Rule 56 (j). The group of officers to be
associated with the review should be senior to the executives concened and should
have ‘been closely associated with the departments or divisions ir which the
exccutives had worked during the period to which it relates.

2120 Counselling of employees, which would be of particular
significance in the case of employees adversely reported upon, should aiso
form an integral part of performance appraisal. This could be donc by a group
of officers intimately acquainted with the work of the concermed cmplovee,
including the Reporting and Reviewing Officers. The counselling would serve the
twin“objectives of providing the necessary feedback to the emplovees and

_improving their future performance.

DELAYS IN SUBMISSION OF REPORTS

21.21 A major problem brought to our notice is that meetings of
Departmental Promotion Committces are not held in many cases because of the
non-availability of the Annual Confidential Reports attritutable to their non-
submission by the Reporting or Reviewing Officers, which results in promotions
being deferred, causing avoidable hardship to the employees concerned. We are of
the firm view that employvees should not suffer because of the failure of the
Reporting 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 confidentia)
reports is 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 efforis 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 would greatly facilitate proper monitoring and
follow-up action. For this purpose, every office should cstablish a Confidential
Cell as has already been done by certain organisations like the Border Sccurity
Force, which has set up a computerised Personnel Management Information
System.
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INTRODUCTION

22.1 The problem of ensuring adequate carecr progression of the
employees in govemnment service is a perennial one that every Pav Commission has
considered. Reasonable promotion opportunities ranging from 2 to 4 promotions
in one'stareer havc gencrally been accepted as a2 norm.  Simularly. the principle that
the more competcnt amongst the employecs should get faster promotion has also
become an accepted principle and is reflected in the adoption of the Limited
Departmental Competitive Examination (LDCE) as a method of promotion by
different departments. Also, it is precisely on this consideration that a concept of
“selection’ in promotion has been introduced as against the predommant method of
promotion by seniority subject to rejection of unfit, which is xnown as a "Non-
Selection' method of promotion. A concept of bench-mark for grading of Annual
Confidential Reports for promotion purposes has also been introduced with a view

to ensuring that merit is given due consideration in promotion. However, iz respect

of a majonty of Government servants, promotion is enurcly depeudent on
availability of vacancies in the higher grades. In spite of the formulation of detailed
principles to sift the brighter amongst the emplovees for providing faster
promotions, promotions arc made generally on seniority basis, as even in case of
selection, most of the employees are able to obtain the required bench-mark in the
Confidential Report.

VIEWS OF PREVIOUS PAY COMMISSIONS

222 In view of the general practice that the promotions arc based on
vacancics in higher gradcs, disparities in promotion prospects have developed in
different departments. This, coupled with a large scalc stagnation n different
Services/Departments, has resulted in a gencral demoralisation in government
employces who have demanded that their carcer prospects should be improved.
The Second Pay Commission found the reasons for such stagnation in the principle
that gradc structurc of a service and thetr number were determined on the basis of
the work to be donc in the organisation. The extent of opportunity for promotion
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was further regulated by prescribing quotas for direct recruitment and promotion
determined in the best interest of cfficiency of the public service. The Second Pay
Comnussion. therefore, gave precedence to the functional requirement of public
service over the career prospects of government servants for determining cadrc
structurc of services.

223 The Third Pay Commission was faced with the demand of
restructuring cadres so as to cnsurc at least two promotions in onc's career. ft
considered the position of Group "C’ and "D’ cadrcs as acute and madc specific
recommendations for improvement in their promotion prospects, €.g. extension of
study leave to Group "C' and ‘D' employees. age relaxation, creation of posts of
Record Keepers, review of the need for direct recruitment at certain intcrmediate
levels in Group “C', introduction of departmental cxaminations and increase in
cxisting promotion quotas. The Commission was, however, convinced that
additional posts should be justified on the basis of functional needs and should not
be created as an easy way of improving promotion prospects and for rclieving
stagnation. Standard of recruitment was not recommended to be diluted merely to
opcn up promotion avenues.

224 For the problem of stagnation and inadequate promotion
opportunities,the Fourth Central Pay Commission suggested provision of a rational
cadre structure and elongated pay scales as solutions. Simultaneously, the
Commission also felt that the svstem of career progression should be consistent
with the functional needs and requirements of the organisation. It, therefore,
refrained from laying down any nigid formulation about the number of promotions
that an employee should get in his career and the length of service that should
qualify for ime-bound promotions. Cadre reviews were, therefore, recommended
after regular intervals with a view to identifying the grades/posts which could be
upgraded taking into account their duties and responsibilities, consistent with the
nced to promote cfficiency in administration.

2 As part of implemcntation of the recoramendations of the Fourth
CPC detaiicd gudelines were issucd by Government for conducting cadre revicws
of different services/cadres/organisations. The main thrust of the guidclines was
that crcation of posts in a cadre should not be solely for the purpose of improving
promotion opportunitics but should also be consistent with the functional
requircment of these posts and improvement in the cfficiency of the organisation.
Review of the necessity for the continuance of a post in a changed situation with
a view to abolishing all posts the continuance of which was no longer justificd. and
provision of matching savings for mecting the additioral liability on account of a
change i the cadre structure were some of the other broad principles that were to
be followed for cadre reviews. Based on these guidelines, cadre reviews in difterent
organusations, particularly in respect of posts in Groups "B’, "C' and "D’ were to be
conducted by the respective administrative ministries. Initiatives were taken in
conducting such cadre reviews by diffcrent ministries but the general experience
in this regard as reported to the Commussion has not been very satisfacton:

Wherever the cadre review cxercisc was imtiated, it took a long period and
remained inconclusive. In a large number of organisations, no cadre reviews’
whatsoever were conducted.  Conscquently. promotion prospecis vi a large
number of employees were not improved by the scheme of cadre reviews
recommended by the Fourth CPC.

2
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Central Scrvices, because the Department of Personnel & Training, which is the
nodal agency for personncl management policies, accepted the responsibility for
the periodic review of their cadre structure. The Department issued detailed
guidelines on various aspects of cadrc review of Group “A' Services. However, the
position about cadre reviews i< act uniform cven in these Services. Whereas 3-4
cadre revicws had been conducted in a number of Group A’ Central Services by
1992, only one or two cadre reviews had been conducted in the comparatively
larger number of other Group ‘A’ services.

227 Inadequatc implementation of the recommendations of the Fourth
CPC relating to the rauonahsauon of the cadre structure of different
organisations/cadres has resulted in a situation where stagnation exists in different
cadres in large number of organisations. The situation has become comparatuvely
worsc in respect of small cadres and isolated posts. Differences in the promotion
prospects in various cadres and in different organisations and somctimes in

.different posts/cadres in thc same organisation has led to a large number of

demands about amelioration of the situation and in most of the cases. a demand has
been made for the introduction of time-bound promotion schemes. Availability of
time-bound schemes in diffcrent organisations, such as the P&T, Railways. Health,
Scientific Departments and certain State Governments has given strength to this
demand. A review of the existing promotion schemes in the State Governments
and in different departments of Central Government is being presented here to
appreciate the background of the demand made by a large number of emplovecs for
providing adequate promotions to them on a time bound basis.

A REVIEW OF EXISTING PROMOTION SCHEMES

228 In a good number of States like Arunachal Pradesh, Kerala,
Rajasthan, Karnataka, Punjab, Haryana and Himachal Pradesh. time-bound
promotion schemes have been introduced. In Arunachal Pradesh, all cmplovecs are
placed in the next higher grade after completion of 13 years of service in a lower
grade. After another 7 years of service or a total of 20 vears service they are
entitled to the next higher grade. Similarly, in Karnataka, three 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 are cnsured
aficr completion of 8 years and 15 vears of service in the lower grades

229 The Government of Rajasthan introduced a scheme of time-bound
promotion in January, 1992, pcrmitting three selection grades to ns Class 1V,
munistenal and subordinate service employees and those holding isolaied posts on
completion of 9, 18 and 27 vcars of service. For eligibility under the scheme,
restnctions were imposed on its applicabiity to posts. the maximum of the scale of
which was Rs 3200 as in 1989. The third selection grade is given onlv if the first
two sclection grades were in scalcs of pay below the scale of Rs 2200-400¢

Sclection grades are giver: only to those employces whose service record s
“satisfactory’. The grant of sclection grade docs not affect the senionty 1 the cadre
nor the sanctioned strength of cach category of posts in the cadre

2210 The Government of West Bengal introduced a schemie for
improvement of career prospects of its emplovees in 1994 Under this scheme,
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Government employees were allowed to move to the next two higher grades on
completion of 10 years and 20 years of satisfactory and continuous service.
However, when an employee becomes due for promotion in the normal course in
the first higher scale withreference to the current promotion policy and quotas, he
will not be eligible for any fixation benefit for the second time.

22.11 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 was applicable to all posts having pay scales, the maximum of
which did not cxceed Rs.3500. Higher grades were to be given after completion
of 9, 18 and 27 vears of service. The next higher grade was specified for each
grade for this purpose. In cases where the promotion posts were in more than one
pay scale, the lowest of such scale was taken into account for permitting
promotions under the scheme. The applicable higher pay scale 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 promotion 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 promoiion on the basis of his overall
performance, 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 promotion 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 strength 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.

22.12 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 after
completion of 10, 20 and 25 years of service are well defined. This scheme applies
to Group "D’ posts. However, those initially appointed to posts in pay scales
ranging from Rs.950-1500 to Rs.2375-3500 are granted only two 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 vears 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 arc 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 higher 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 rcgular post
is fixed with reference to the basic pay notionally arrived at in the lower post.
Army service is reckoned for computing the qualifying service for the grant of the
first higher gradc. However, civilian service in the Army is not counted.

2213 ~ 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, Engincers India Limited ctc. Certain Public Sector Undertakings
(Hindustan Acronautics Ltd. and Mazagaon Dock) have 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 Fertilizers Limited has introduced a five year promotion
scheme for workers who are allowed the next higher scale on completion of 5 years
of service in the existing scale, if they are not promoted in the normal course for
want of a vacancy. The facility is allowed only once during the entire service.
Employees up to the level of Additional Managers arc divided into two groups.
The promotions within the group arc not related to vacancics but promotions from
one group to another arec made on the occurrence of vacancics. In Rashtriya Ispat
Nigam, the time-bound scheme covers employees at junior level and 75% of the
incumbents in a grade are provided the next higher grades on meritorious
completion of three vears of service. Promotions to scnior/top level posts are
vacancy based.

22.14 In the Department of Posts, a "Time.Bound One Promotion”
Scheme (TBOP) was introduced in the vear 1983 for cmplovees in the basic
operative cadres, and they were placed in-the next higher gradc after completion of
16 years of service subject to their being found fit by a DPC. The officials so
promoted continued to perform their earlier duties till such time as they were placed
in regular supervisory posts in their turn. The scheme was subscquently extended
to the staff of administrative offices and regional offices in the ficld in 1993 and.
practically all operative Group 'C' and 'D' employecs of the department, excluding
officials of Inspectorial Cadre, Stenographers, some isolated post holders having
analogous posts in other Departments/Ministries of the Government and Group 'D’
staff of administrative offices, were covered under the Scheme. The Department
of Posts introduced another scheme of promotion called " Biennial 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 the scheme is to provide
promotion opportunities for the staff on the basis of functional justification. The
required number of posts needed for such promotion are released in half yearly
instalments on st January and st 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 progression of Group "C' and 'D' staff and introduced a new
dyvnamics in personnel management and field operations. Hitherto. the promotion
was linked to the post and with promotion the official was assuming higher
responsibility alongwith availing himself of a higher scalc of pav. There was clear
distinction between operative and supervisory posts which was conducive for
command and control in ficld managmeent. However, since the number of
supervisory posts were very few, nearly 92.5% of the emplovees in Group 'C’ used
toretire in the entry scalc of service. The promotion schemes have remedied this
unsatisfactory situation 10 a great extent so that a Postal Assistant recruited in the
scale of pay of Rs.975-1660 is assured of getting promotion to next higher scales
of Rs.1400-2300 and Rs.1600-2660 after 16 and 26 vears of service respectively.

22.16 The department has, however, noted certain anomalics and
functionai problems in the implementation of the scheme. While anomalics were
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of a transient nature, the functional problems are causing concern to the
department.  After introduction of BCR scheme, the supervisory allowance
attached to supervisory posts was also discontinued, leaving no difference between
supervisory and operative officials. This resulted in a situation where scniors were
reluctant to assume supervisory posts. This situation has. therefore. compromised
the system of closc and purposcful supervision.

22.17 Introduction of TBOP and BCR schemes in the department has
had a mixed effect. While it ensured reasonable career progression for cmplovees,
it also brought certain opcrational problems. The Department 1s trying to
overcome these problems by modemising services, inducting technology. upgrading
skills, etc. The department is also trying to build in a distinct supervisory cadre to
man supervisory posts by a merit-based fast track promotion to meritorious
officials. who upgrade their skills and acquire new skaills.

22.18 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 the 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 vears.
Promotion to the level of Senior Medical Officer is ensured in four years, while
another 6 years are needed for promotion to Chief Medical Officer (Rs.3700-5000)
level. An altemative of a combined service of 10 years of which at least 2 vears
should be as Senior Medical Officer is also provided. Promotions to next 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-cum-fitness 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.c. 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 "A' Services. '

22,19  In cases of other specialist sub-cadres, where induction is directly

at the level of Rs.3000-5000, 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 1l officers is made in the pay scale of
Rs.3000-5000 with a postgraduate qualification in Medicinc and an additional
three vears' experience after obtaining the postgraduate degree. All Specialist
Grade II Officers recruited in the pay scale of Rs.3000-5000 arc promoted to the
scale of Rs.3700-5000 on completion of 2 years of service, subject to seniority-
cum-fitness. The next higher grade of Rs.4500-5700 is given to them on
completion of 8 ycars of service as Specialist Grade II. Promotion to this level is
made without any consideration about availability of vacancics.

2220 The Supreme Court in Writ Petition (Civil) No. 1018 of 1989,
Dr. Ms. O.Z. Hussain versus Union of India gave a dircction for provision of
promotion avenues on similar lines to Group "A' Gazetted Non-Medical Scicntists
working in different organisations under the Ministry of Health and Family
Welfare. Thc Ministry of Icalth and Family Welfare, theretore, formulated the
Department of Health (Group "A' - Gazetted Non-Medical Scieritific and Techmical
Posts) In-situ Promotion Rules, 1990. The scheme organised all Group "A'
Scicntists and Technical Officers who were working on regular basis on the date
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of commencement of the scheme into a cadre and divided them 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 them.

2221 The schemic piovides for m-siiu 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 1s prescribed for
promotion from onc level to another. 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
promotion to these posts. Wherever an Officer is promoted under these rules, the
grade of the post immediately held by him is upgraded to the next higher level to
which he has been promoted. The post, however, reverts to the original level on its
vacation by the officer holding it. In cases where an officer continues to get
promoted to higher 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

22.22 There is a practice of drawing up a suitability list (known as
panel) of eligible officers from the All India Services and Group ‘A’ Services
participating in the Central Staffing Scheme. This exercise is normallyv conducted
on an annual basis, by considening officers with the same vear of allotment together
as one group. At the level of posts of Joint Secretary and equivalent, the Civil
Services Board (CSB) finalises the panel for submission to the Appointments
Committee of the Cabinet (ACC). In this work, the CSB is assisted by a Screening
Committee of Secretaries. The 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 confer any right 10 such appointment
under 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 after a further period of two ycars. A special review
can also be made in the case of any officer whose Confidential Report undergoes
a material change as a result of representation being accepted against recording of
adverse comments in his Confidential Report. The cadre controlling authorities are
informed about the names of Officers under their admimstrative control, as and
when they are included in the panel. Stringent criteria of selection are applied to
members of all the services.

22.23 Selection for inclusion on the panel of officers adjudged suitable
for appointment to the posts of Additional Secretary or Special Scerctarv/Secretary
to the Government of India and posts equivalent thereto is approved by the ACC
on the basis of proposals submittcd by the Cabinet Secrctann. The Cabinet
Sccretary 1s assisted by a Special Committee of Secrctarics for drawing up
proposals for consideration of the ACC. Pancls of suitable officers arc drawn up
on an annual basis, considering all officers of a particular year of allotment from
one service together as a group. Inclusion in such pancls 1s donc through the
process of strict sclection and cvaluation of such qualitics as merit. competence
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lcadership and a flair for participating in the policy-making process.

2224 For manning the posts of Under Secretary, Deputy Secretary,
Director and Joint Secretary, the cligibility of officers for holding these posts starts
when they have completed 5 vears, 9 vears, 14 years and 17 vears of service in
group ‘A’, irrespective of the service to which they belong.

IN SITU PROMOTION

22.25 A scheme of in-situ promotion for Groups'C' and “D' employees
was introduced in 1991 to provide at least one promotion grade to those who are
directly recruited to a Group “C' or ‘D' post and who could not get a promotion
cven after reaching the maximum of the scale. Such persons are placed in the next
higher grade available in their normal line of promotion after following due process
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 get
promoted in case a person junior to him is promoted to a higher scale under the
scheme. The scheme is also extended to industrial workers. This is in fact a
scheme for removal of stagnation and can hardly be regarded as a career
advancement or promotion scheme.

FLEXIBLE COMPLEMENTING SCHEME

22.26 A Flexible Complementing Scheme (FCS) was introduced in 1983
on the recommendation of the Third Central Pay Commission to ensure that
promotion of an officer in a Scientific Service from one grade to the next higher
grade took place after a prescnibed period of service on the basis of merit and
ability trrespective of the availability of a vacancy in the higher grade. The scheme
is available now ir many of the scientific departments,organisations and
institutions under the Government of India. The Scheme was oniginally made
applicable to personnel in three critical scales ( Junior Time Scale, Senior Time
Scale, and Junior Administrative Grade in Group "A" services/cadres). In
exceptional cases, it was also extended up to personnel in the non-functional
Sclection Grade (Rs.4500-5700). The cadre strength of the entire cadre was fixed
on the basis of functional grounds and there was complete interchangeability of
posts between JTS and STS provided number of incumbents in the two grades put
together did not exceed the combined strength of twe grades. The upward
movenxent to JAG was also without any reference 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 cadre upto JAG level. In case the
Scheme was cxtended to NFSG level, the total number of posts that could be filled
in the grade was again 30% of the combined strength of JAG and NFSG put
together.

22.27 Promotion under the Scheme was made on the basis of 5 yearly
assessment of ciigible Otficers by a Board, which assessed the technical
performance on the basis of quantity and quality of research and even conducted
an interview for the purpose. Promotion was made in situ and was personal to the
concemed officer and did not result in any vacancy in the lower grade. The post,
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however, reverted to the original level once it was vacated at higher level.

2228 The Schcme was further modified by many departments later to
provide full flexibility by removing restriction on the number of posts and now
provides career progression from the grade of Rs. 2200-4000 upio the level of Rs.
5900-7300, covenng S-7 scales in diffcrent ¢ ganisaiions. 1u certam departments
hke Space, Atomic Encrgy and DRDO, the scheme had been extended at levels
other than Group "A' also. However, only a limited flexibility is allowed in other
grades as against full flexibility in Group "A' Services. The scheme, therefore,
suffers from drawbacks hike non-uniform application, differcnces in level of
appiication, variation in the period of review (residency period), extension of
scheme to directly recruited scientists in the Sceretariat organisations. etc.

OUR RECOMMENDATIONS

22.29 It is clear from the foregoing paragraphs that at present there 1s
a proliferation of different types of promotion schemes in different departments.
The basic trend of thesc schemes is, however, to provide an assurcd progression or
in-situ promotion on personal basis to all the employees who have rendered a
specified period of service. This trend is seen for all categorics of posts. but in
some Ministnies like Ministry of Health, m-situ promotion scheme has been
formulated only for Group A’ Scientists whereas in some other Ministries like
Depargment of Posts, a promotion scheme has been formulated only for Group "C'
operational staff. Existence of such promotional schmes only for certain section
of employees in certain sclected Department has gencrated a fecling of
discontentment in the Central Government employees at large. Moreover,
existence of time bound promotion schemes in different State Governments has
also added to the feeling of discontentment in Central Government employees.
We, therefore, strongly feel that Government should formulate a promotion
scheme which should cater to the promotion aspirations of Central
Government employees in general belonging to different categories across the
Ministries and Department.

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

2231 For all other Central Government employees, we recommend that
a comprehensive and cohcrent promotion scheme should be evolved which could
assure adequate carcer progression in a reasonable time frame to all catcgories of
cmployees. The basic features of this Assured Career Progression (ACP) Scheme
have been worked out by us and are contained in the Annexe 22.1. The
rccommended ACP Scheme aims at providing 2 minimum of two promotions to
cach Group 'B’, 'C' and "D’ employce and three promotions to cach Group “A'
cmployee, in their entirc carcer span, after appointment in a gradc on direct
recruitment basis. The proposcd promotion urider the scheme shall. however, be
restricted to financial upgradation in the pay scale alone and shall not be linked to
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the availability of a post in a higher grade on functional basis. The scheme will

provide reasonablc opportunity to all employees to move to higher grades, within
a stipulated time frame.

2232 Introduction of the Assured Career Progression Scheme (ACP)
shall howcver not end the need for adcquate promotion avenues in onc's cadre.
bascd on availability of highcr posts in the hicrarchy. The need for regular cadre
reviews of each service/department, as recommended by the Fourth CPC shall
continue 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 years,
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 gspirations of its members.
Demands have been made to the Commission for periodical and speedier cadre
reviews for all Services/Departments 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 of all
Group "A’ Central Services.

2233 The guidelines issued by the DOP&T for cadre review of Group
*A' Central Services are very elaborate and contain specific directions for ensuring
the pyrarmdal structure of the cadre, appropriate structural ratios of different
grades to provide adequate career prospects, threshold analysis to make an
assessment of the future promotion propects, provision of Probation Reserve,
Leave Reserve, Training Reserve, Deputation Reserve etc. In comparison to these
guidelines, the orders issued for cadre reviews of Groups ‘B', ‘C' and ‘D' posts are
very inadequate and prescribe only broad principles with an added emphasis on
provision of matching savings. This results in a situation where adequate cadre
reviews are not being conducted by ministries and departments and wherever cadre
reviews are undertaken, they take comparatively a very long time and in many cases
cadre review proposals are not evén approved finally. Creation of posts as part of
cadre reviews are brought within the purview of the ban on creation of posts and
these proposals 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 sub)ected to routine examination at
different levels in the Mlmstry, once the review is conducted in accordance

with the guidelines and by a committee having a representative of the
Integrated Finance Division.

2234 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 reduction of 30% of the existing manpower 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.

2235 The DOP&T Training should also assume the responsibility for
monitoring the progress of cadre reviews of different offices and different cadres
under the Ministries so as to ensure that these arc conducted every 5 vears. In
respect of those Group "B’ and "C cadres, which are spread over in different
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ministries/departments and whose higher posts are ultimately centralised and
recruitment to them is made through a  common
selection/examination/Limited 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.

2237 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 a moderating mechanism
through which disparities in promotion prospects availablé in comparable grades
were removed. The Fourth CPC. however, 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 the
context of the Assured Career Progression (ACP) scheme recommended by us.
However, in cértain services the nomenclature of Selection Grade is uscd ordinarily
to represent a tier of the organised cadre/structure, ¢.g. Non-Functional Selection
Grade, Selection Grade in CSS (Rs.3700-5000) or Commandant (Selection Grade)
in Central Police Organisations, etc. Selection Grades in such form may
continue for the present 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 altogcther.

22.39 Rationalisation of pay scales and the’Assured Career Progression
Scheme, recommended by us would considerably reduce the need for stagnation
increments. However, in certain cascs, stagnation at the maximum of the pay scale
may still occur. As such, after considering thec demands made for liberalising the
provsion for sanction of stagnation increments, 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 acutc stagnation at various levels, a demand has
been made to the Commussion to increasc the promotion quotas in different grades.
particularly those in the higher grades. Demand has also been made that vacancics
under direct recruitment quota being not filled duc to ban on recruitment should be
diverted to promotion quota. In this regard, we feel that it is not possible to make
any general recommendation to increase the promotion quota, as proportion of
promotion and direct recruitment in any post/grade is dependent upon the strength
of feeder grade. However, a fresh look can be given to the proportion of promotion
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at various grades in different scrvices and it may be revised depending on the
situation of the cadre and in the overall context of maintaming cfficicncy. It 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 cadre/organisation.

241 Promotion opportunities to those holding isolated posts are almost
non-txistent. Since such isolated posts are filled by direct recruitment. incumbents
of these posts generally retire in the same post to which they were recruited.
Repmmtahms have been received by the Commission that in many cases, isolated
posts are created even when the nature of duties assigned to the post are similar to
those of a cadre post. We, thercfore, fecl that as a matter of policy, no isolated
post should be created/ sanctioned in future in Government. Posts sanctioned
by Ministries/Departments should always be a part of some organised cadre.
If creation of a single post is indispensable, and it cannot be part of an
organised cadre in the Ministry, efforts should be made to encadre such a
post in an organised cadre existing in some other Department/Ministry. Such
an attempt needs to be made even now and Ministries/Departments should
review the isolated posts with a view to encadre them in an organised cadre
in the Ministry/Department 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 Career Prgression scheme should be indicated in
the orders for creation of the post itself.

2242 In the Assured Career ngmsion Scheme (ACP), we have made
a provision for financial upgradation to higher scale, even when there is no defined
hierarchy and we have termed it as dvnamic ACP. The dynamic Assured Career
Progression Scheme shall apply to isolated posts. We have tried to identify two

higher pay scales for each isolated post wherever feasible and whercver a demand

for improvement in promotion prospects has been made to the Commission.
Specific designations in terms of grades have also been indicated for such higher
scales. However, if in ccrtain cases, it has not been possible. the
Mimstrv/Department concerned shall identify such scales on the basis of similar
posts in other departments for which we have identified the higher scales. While
dotng so, the different patterns approved for Secretariat and subordinate offices
should be kept in view. In case of Group '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).

22.43 Demands have been received by the Commission that financial
benefits on promotion afc very nominal and they ought to be revised; a minimum
of 10% addition in the basic pay should be ensured in casc of a promotion. We are
of the view that thc mimimum financial benefit on promotion should be around 3%
of the basic pay of the cmplovec. The rule for fixation of pay on promotion may
be amendcd to provide an addition of 3% of basic pay in the lower grade or onc
increment in the lower grade  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.
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Annexe 22.1
(Refer Para 22.3

Basic Features _of Assured Career Progression (ACP) Scheme
recommended for Central Government employees

(1) Every employee, recruited in a particular grade/scale 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, subject to fulfilment of usual norms of
promotion. If this involves passing of a trade or departmental
test or acquisition-of a higher qualifications, that pre-requisite
would have to be fulfilled before the benefit of ACP is given

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

(ui) Placement in the higher grade will entail only the financial
benefit of the higher pay scale and associated entitlements
like HBA, allotment of government accommodation,
advances, etc. Other entiticments like invitation to ceremoinal
functions, deputation to higher posts, etc. which arc gencrally
dependent on the status of thc employee shall continuc to be
determined with refcrence to his lower/substantive post/pay scalc

(v) 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 of executives, the number will be three.

(v) The highest pay scale up to which the proposed financial
upgradation shall be available will be Rs.4500-5700, i.c up o
the present ‘Non-Functional Sclection grade' in orgamsed Group
"A' Services. Bevond this level, there shall be no financial
upgradation and higher posts shall be filled strictly on vacancy
basis.

(v1) The employees recruited at junior and middle Exccutive levels in
the junior time scale (Rs.2200-4000) will get the senior time scale
in a period of 4 vears. The Junior Administratve Grade
(Rs.3700-5000) will be availablc to thcm in another five vears
ume. The next higher grade of Rs.4500-3700 will be provided :n
another period of 5 vcars. As such, a person recruited in the
junior time scale will be able to attain the level of Senior
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Time Scale in the Sth year, Junior Administrative Grade in
the 9th year and NFS Grade (Rs.4500-5700) in the 14th year.
This will be applicable uniformly to all organised Group “A’
Services and Group "A' posts for which direct recruitment is
made 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
12th year of service respectively, provided the employee fulfils
all the conditions for promotion to the higher grade and the
cmployee has not got the 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 12 years
respectively.

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
cadre/category 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 known as Dynamic Assured Career
Progression Scheme. In case of common category posts, the
two higher grades should be defined for all the departments
under Central Government. Dynamic ACP will also apply in
cases where an intermediate scalc has been introduced without
there being any redistribution of posts into that scale. This
should be an interim measurc, so that upgradation takes place
with that scale without a post being available, but the attempt
should be to mcanwhile upgrade some posts to the newly
introduced scale, so that it can become a normal scale to which a
normal ACP on functional promotion can apply.

The number of financial upgradations to be given shall be
countcd from the grade where an cmplovec was inducted on direct
recruitment basis. The number of financial upgradations shall be
strictly adhered to and therc shall no additional financial
upgradation for a senior employce on the ground that a junior
direct recruit in the grade got higher scalc under 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 occurrence of a vacancy, no further financial benefit shall
accrue.

The 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
employec shall be reverted to the lower pay scale. As such, while
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 '

In case of an employee declared surplus in his orgamisation and in
case of transfers including unilateral transfer on request, the
services rendered by him in the department shall be counted along
with his service in his new department for the purpose of giving
financial upgradation under the Scheme.

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
functional 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, onc of the brief objectives of cadre reviews should be to
ensurc that financial promotions arc available within the
residency periods prescribed under this Scheme for the purpose
of grant of higher scale, wherever this is fcasible without
disturbing the administrative hierarchy of the department.
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INTRODUCTION

231 Motivation is the inner urge to put in onc's best. It is the real
catalyst of action.

232 Motivation levels can be improved by external props hike salary
levels, cash incentives, promotion policy, work environment and so on. Thesc have
been touched upon in the vanious chapters.

233 There 1s an area of non-financial and non-cxternal props for
motivation. It s these that we will try 1o explore in this chapter.

WHY CHOOSE GOVERNMENT SERVICE AS A CAREER

234 If one probes the question of why people choose Government
service as a career, one would 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.

235 A number of people join the Government becausc it represents
power, authority, status, thc majesty of the law, rulership, being a part of the
governing class. There are those who are in the Governmant because they are
preparcd to serve an anonymous employer called the State but not an individual
called Lala Kanshi Ram. Others are in Government service because it is the only
way they can serve the nation, the country, the poor, the illiterate. the starving
millions. Some have a predilection for carcers that exist only in the Government.
They want to don the uniform of a soldicr or a policeman, fly a fighter aircraft or
be an admural of the flect.

236 It is necessary to appreciate all this, with a view to certain points
for action mentioned hercaflter.
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237 We should target people at vounger ages, when they are sull fresh
irom collcge. they have not lost their idcalism. they arc not ovenvhelmed with the

carcs of familv.

238 In our target audicace for carcer counscliing. we must go for
voung people who want to come into Government scrvice as the best method of
putting in public servicc. That is why Government scrvice should never pay a
luxurious salary that may attrac: thc wrong type of person.

239 Once a person is recruited, there should be a clear policy to subject
him to certain academic and practical tests during his probation period, so that any
wrongly motivated persons who might have been able to smuggle themselves in can
be got nid of with comparative case.

23.10 The non-monctary symbols of authority that cstablish the position
of an executive in the Governiment as a member of a ruling elite should not be
jettisoned. It is these outer cmblems that crcate prestige and honour for
Governmgnt assignments. Government officials should be treated with courtesy
and digmity, and not be subjected to public ndicule. That is why it is necessary not
to allow politicians to transfer senior officials prematurely without sufficient
reason. That is why there should be no senior posts in Government that have just
the pay and nothing elsc.

2311 For civilian services too, there should be a mechanism of non-
monetary rewards, as is prevalent in the military and police services. Fulsome
praise in public does not cost anything, but it can be a very strong motivational
factor. All supervisors should be trained in the use of praisc. There should also be
Dustinguished Service Awards and Extraordinary Service Awards for civilians, so
that thev feel honoured for a life-time of devoted scrvice as also for any highly
mnovative and extraordinary act of theirs.

23.12 It has been seen that leaders who are positive, dynamic, forthnight,
innovative, adaptable, enthusiast:c, optimistic and willing to learn 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,
tactful, status quoist, ngid, sedate, pessimistic and pretending to be know-alls who
survive and reach the top. If we want the first variety of motivated people to be the
leaders, we have to hunt for them, choosc them, protect them, encourage them and
lct them go ahead to do their own thing,

OUR RECOMMENDATIONS

23.13 Our recommendations with regard to motivation levels are
contained in the succeeding paragraphs.

2314 The age of entry to the Civil Services Examination should be
kept between 21 and 24 years, as it used to be in the past. Mcmbers of SCs,
STs OBCs ctc. should, however, continue to be cligible for the age relaxations as
at present, with reference to the proposed ages of entry. Similar attempts to lower
the age of entry should be made for all scrvices, especially at the executive level.

1204



Peg salaries ar

lower levels

Psvchological
tests

Transfer policy

Institution of
Awards

Emergence of
Administrative
Entrepreneurs

2315 We have alrcady pegged tise salaries at a level lower than the
private sector so as to cncourage only public-spirited persons to choosc
Government service as a carcer

23116 Psychological tests arc bemg used n the defencee services, but not
on the civilian side.  Thesc should be introduced, both at the time of initial
selection as also later during the training and probation period. Acts of omission
and commission during the probation period should be taken serious notice of.

2317 We have suggested that premature transfers of officers should
not be allowed, cxcept in accordance with the recommendations of a Civil Services
Board. We have also suggested the abolition of certain posts of Sccretanes which
arc more in the nature of sinecurcs than proper postings. We belicve that posts like
that of Sccretary, Minoritics Commuission, Secrctary, Inter-Statc Council or
Sccretary, Official Language do not carry cven fificen minutes’ work. Such
cxamples can be multiplicd at all levels of Government. So long as such jobs are
allewed to continue in Government, 1t 1s casy for anyone to demoralize an upright
officer. by posting him to onc of thesc pleasant sinccures. Such posts should be
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 be
a mechanism so that pcople at all levels have some Award or the other to look
forward to. These Awards should be conferred after due deliberation. so that only
the deserving get them. These should be prescnted to the recipients in public
functions by high digmtarics.

2319 We must change our entire way of looking at Government
officers. Their chief quality should be that they can get things done, in the shortest
possible time with the minimum inputs. Everything in the system whether it is
recruitment policy or transfer policy, performance appraisal or prometion,
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.

CONCLUSION

2320 It is a mix of external props and internal props that can really
motivate the right people to enter Government service and remain there. We have
only suggested a few important arcas of action, and thesc can be built upon in the
light of expcrience gathered in implementation.
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INTRODUCTION

241 Accountability in Government implies the subjection of the
discrctionary powers and authority vested in Government cmployces to outside
scrutiny by vanious organs of the society. Whilc it is indisputable that cvery public
functionary has to be accountable for his acts and deeds, more so a Government
employee who exercises sovereign powers vested in him. It is often said that
Government servants in India are accountable to noone. In theory, this proposition
is totally unsustainable. In practice, it 1s largely true. We wall try to explore the
reasons for such a vast gap between theory and practice, and suggcst appropnatc
measwies.

242 The accountability of a Government cmployec should .cxist,
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 completion of projects, programmes, schemes.
facilitics and services and fulfilling them within the stated time-

frame;
- Setting standards of performancc and sticking to them;

- Keeping discretion to the minimum and, where 1t 1s absolutcly
necessary, exercise thc power 1n a fair. just and transparent
manncr; and

- Maintaining an open Government where any citizen may have the

night to inspect any official papers to scc how the decisions have
been arrived at.

0206



Comduct Rules

Accountabihny
10 whom

243

Currently, Government ecmplovees in the Central Government

have certain duties and responsibihtics under the Conduct Rules.  These have to be
completely re-wnitten so as to be in accord with modem notions of accountability

244

Even today emplovecs arc accountablc to a number of institutions.

which may be categorised thus:

- Accountability to the clected representatives of the people
- Accountability to audit

- Accountability to vigilance

- Accountability to the customers

- Accountability to the judiciary

- Accountability to the media

- Accountability to God and onc's own conscience

ACCOUNTABILITY TO ELECTED REPRESENTATIVES OF THE
PEOPLE

245

All actions of Govemment employees can be discussed in

Parliament. Elected representatives ask questions in Parliament and try to
embarrass the Ministers when they are on a weak wicket. There are Committees
of the House hke the PAC, Estimates Commuttee, Standing Committee etc. where
matters of policy and implementation are discussed.

246

This control can be made more effective than it is at present, if the

following steps are taken:

(a)

(b

(c)

(@

Questions asked in Parliament should be based on better information
backup.

Both Ministers and burcaucrats should be required to appear before
Parliamentary Committecs. Those burcaucrats who actually took the
decisions now being questioned by audit should be made to personally
appear before these Committees.

The Committecs should also hear intcrest groups, cxperts outside the
Government, commentators in the media. so that they get a rounded
picture of a problem.

Discussions should be issuc-oricnted. The Committees should take up
impontant issues and summon all the concemed Ministers and burcaucrats,
belonging to different Ministrics, who have a role to play in the decision-
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making proccss.

(c) Discussions should lcad to well-draficd plans of action, stating clcarly
what changes in policy. law. rules, implcmentation strategy ctc. arc being
rccommended. There should be annual review meetings to cnsure that
previous reports are acted upon.

24.7 At the same time, interference by elected representatives in
day-to-day administration must cease. They should themselves desist from
writing letters about postings and transfers of employees, promotions, vigilance
cases and so on. In casc any such Ictter trying to unduly influence the decisions on
these matters is received, it should not only not be acted upon but should lead to
administrative action against the concemned employec.

ACCOUNTABILITY TO AUDIT

248 Audit can be a most potent tool for ensunng accountability. It has
often unearthed major scandals and provided the neccssary ammunition to other
sections of the polity. There are, however, certain areas which need improvement.

249 The following suggestions ar¢ madc:

(a) 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
individuals ofien break rules to achieve the target. If actions arc performed
bona fide, in public interest, without any ulterior motive, audit should laud
those actions rather than being critical.

(b) Audit should try to be as concurrent as possible. Scandals and scams
are known even 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 when the paticnt 1s dead. It is better to cure the patient and try
to keep him alive.

{c) Audit should constantly look at systenuc faults, areas of undue
discretion, blatant exercise of arbitrary powers etc. and point them
out at once, without waiting for a report from the Government.

(d) Where major individual lapses are noticed, audit should ensurc that the
delinquent officials are also required to present themsclves before the
Public Accounts Committec. There should be adequate follow-up to
ensure that disciplinary action is taken against those found guilty.

(e) Government departments have also to develop a high degree of

sensitivity to comments by the audit. The approach should not be to
closc ranks and rush to the defence of-the delinquent official.  The
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svstemic defects should be removed at once and individual lapses pumshed
with the utmost expedition

ACCOUNTABILITY TO VIGILANCE

24.10 Corruption is a major problem in Government today. The
im;ression is that no work in Govemment can be got donc without someone's palm
.being greased. This is unfortunate, as corruption is a canker that can destroy an
entire society, howsoever modern and progressive it may otherwise be.

2411 There is an existing machincry of vigilance, headed by the Chicf
Vigilance Commissioner, who is a Constitutional authority. Despitc it, corruption
thrives. Reccntly, the CBI has been galvanized into action, mainly prodded by the
higher judiciary. This may, however, be a passing phasc. What we need to build
is a system which is not dependent on the action of a few individuals.

24.12 Corruption sprcads from the top. ‘As is the ruler, so is the
citizenry', thus goes an ancient adage. We have to stem the tide at all levels starting
from the highest echelons of Government. The following suggestions are offered
in this context:

(a) As the corruption at the political level is the fountainhead of bureaucratic
‘corruption, effective steps should be taken to eradicate such corruption or
reduce it to the minimum. To this cnd we must

- enact a new legislation which would eradicate
corrupt electoral practices

- 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 Bill at the earliest, covering both the
political 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 strengthened further this
could be done by

- hiving off the Anti-corruption part of the Central
Bureau of Investigation, 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
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() There is a need for a 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.

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

(c) Suspension should be resorted to only in serious cases where a prima
facie case is made out. Once a person is suspended, he should not be
reinstated till the enquiry is completed. Inquiry Officers should
mandatorily be asked to complete the enquiiries 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 or 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 six months need not be made operative in cases of this

type.

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

(h) Reporting Officers should be permitted to record their views on the
integrity of the official reported upon, even if it is based on his
general reputation. Adverse reports on integrity received from three
separate officers should be considered sufficient for initiating action
under FR 56(J) for compulsory retirement.

ACCOUNTABILITY TO CUSTOMERS

2413 All Government departments have cusioiners whom they are
supposed to scrve. These are members of the public in gencral or some segment
of the people in particular. A democracy does implicitly demand accountability of
the Government to the customer, but this 1s through a circuitous route passing
through the voter, the elected representative, the political executive and higher
bureaucracy. What has been recognised recently is the need for a clear-cut
accountability directly to the customer at the cutting edge level.

This 1s the genesis of the Citizens' Charter in the U K. and the
Clients’ Charter in Malaysia.

2414 In India, a beginning has been made by the Consumer
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Coordination Council which has recently drafted a Citizens' Charter for this
country. The main themes of the Charter are quality, choice, standards. + aiuc.
accountabihty and transparcncy. Under the head 'standards’, cach citizen wall he
cntitled to expect the following:

(a) Explicit standards will be evolved, adopted and published and also
prominently displaycd at the point of delivery. Thesc should include
courtesy and helpfulness fram staff, accuracy in accordance with statutory
requirements, and commitment to prompt action.

(b) The reasonable minimum and maximum response time, or frequency
of providing services will be indicated, as far as possiblc in consultation
with the uscrs of the service 1o suit their convenience.

(c) Standards should be scrupulously adhered to and the official
concerned held responsible for ensuring such standards.

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

(e) If services are not satisfactory or standards are not adhered to, there
should be a duly notified grievance redressal procedure, indicating
clearly theresponse 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.

(g) 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.

24.15 A vigilant public can be created if there is full dissemination of
information. Some State Governments have started publishing lists of all
development projects sanctioned, area-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 agencies too.

24.16 We recommend that the Central Government should draft a
suitable Citizens’ 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

24.17 Under the Indian system of law, the judiciary is the supreme
interpreter and protector of citizens' rights vis a vis the Government.  The judiciary
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has cxpanded its traditional role by adding the concept of public interest hitigation
Somc of the recent trends in judicial intervention arc as under:

(a)

(b)

(¢

(@)

2418

The judiciary is taking stringent action aganst scmor officers for
disobcying or not fully complying with its orders. This goces to the extent
of awarding extended terms of imprisonment.  While it is cxtremely
important that all judicial ordcrs should bc immediately and scrupulously
obeyed, there may be some scope for modcrating the law of contempt.

A number of orders arc being passed by judicial officers at vanious levels,
exhorting the cxecutive to take action in ficlds which are relatively
ncglected. These may be the areas of environmental pollution, slum
clearance, sanitation, housing for the poor, construction of roads or other
amenitics etc. Some of thesc may have reccived inadcquatc attention due
to lack of funds or pressurc 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 arcas of work.

In matters of maifeasance or arbitrary, discriminatory, mala fide or illegal
acts, the Courts have started awarding cxemplary damages to the public
exchequer, not even sparing the Union Cabinet Ministers. Thus there 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 be necessary to extend it further to cover all
kinds of torts, negligence, inaction, delayed action, discourtesy,
unresponsiveness etc. on the part of public agencies, with a summary
procedure for award of relief or compensation, possibly thrdugh suitably
empowered Consumer Tribunals.

The Courts have also pushed the Central Government into filing criminal
cases and investigating them through designated agencies in a time-bound
manner, by exercising direct and continuing supervision over the very
process of investigation. This is somewhat unusual, but it has shown
results in some highly publicised cases. Whilc the "victims" are shouting
themselves hoarse against what they label as ‘judicial activism', they could
possibly have invited the wrath of the judiciary by their inaction or
motivated action over prolonged periods.

On the wholc, the trends are to be welcomed. It is to be hoped that

the exccutive will outgrow its initial reaction of being rescntful 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 unnecessary.

ACCOUNTABILITY TO THE MEDIA

24.19

The print media in India have always been fierccly independent.

The strength of the fourth estatc has been enhanced manifold by the entry of the
clectronic media. Today, it is a common sight to scc a public scrvant being
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confronted with a camera and a ke at any odd place. be it outside thg court room,
Ins officc. residence. even ina lift. This has madc accountabihity to the rev.smicn,
and through them, a wider audicnee somcthing of a minutc-to-minute exercise
Somc of the points that arisc m this conncction arc:

(a) “Man cats dog' is news. Ncwspersons arc gencrally looking for scnsational
copy, an off-the-cuff comment that might spark a controversy or
something that smells of a scandal or scam. We have to restore the
balance to the news-generating machinery, so that humdrum facts about
development arc also reporied upon.

(b) Most of the ime, we have one-sided storics, without there being a genuine
aticmpt to find out whether the allegations being made are based on facts,
or trying to get the version of the opposite party. This makes for lop-sided
or motivated reporting.

(c) What we necd is a reporter who is well-versed in his subject, who has donc
his homework and assembled all the facts, who is awarc of all the
controversies, and who can draw out the intervicwee by sympathetic
questioning.

(d) We also require media personne! who are so well paid by the industry that
they are not susceptible to the varied blandishments that can be offered by
various interested partics to punvey distorted stories in order to malign or
scandalize.

(e) 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. The media should,
therefore, deliberately, as a matter of policy, report on positive events,
millions of which are taking place in our country every day. If Surat saw
plague, it also turned into one of the cleancst cities of the country within
an year. Yet, as against the daily hcadlines about the plague, how many
articles have we read about the clcan up?

o 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 overall watchdog role. Such internal
"censorship" is to be welcomed.

ACCOUNTABILITY TO GOD & ONE’S OWN CONSCIENCE

24.20 In a modem society where atheism is fashionable and "conscience™
has capitulated to "convenicnce”, it may secm anachronistic to talk of God and
one's own conscience. Yet, millions of people still belicve that God is our true Self
and if onc listens hard enough onc can hcar the still small voice of our conscience.

2421 In the final analysis, the only controls that can work
effectively are internal ones. It is when human beings hold ideals that they
cherish, when they have rolc modcls they live upto, when there are virtues of truth,
honesty, integrity, devotion to duty, patriotism, love of one's fellow-beings, non-
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violence, peace and brotherhood that they tn to imbibe that a socicty can progress
and be truly eivihised.

2422 But this can happen if the keaders of socicty, be they intclicctuals,
burcaucrats. poliicians. traders, farmers or workers. cschew the cult of violence.
sclfishness and hypocnsy when the older gencration. by its conduct. becomes a
rolc mode! for thc vounger gencration: when there arc people of vision,
farsightedness and statesmanship who arc chosen by the people to rulc over them:
and when the thieves, dacoits, forgers and smugglers are kept firmly behind lock
and kev

2423 In cvery scrviee, there are good people. In fact, they constitute the
silent majority. It is timc that there is an intcmal revolution of the psyche.
Recently, the State Association of a premicr Service threatencd to hold a sceret
ballot to votc the “threc most corrupt persons in the cadre.” The move was scuttled
under pressure. Such self-regenerating movements within the burcaucracy should
be encouraged. There should be open dialogucs and debates on what the country
has been reduced to. All good men should speak up and unitc.

CONCLUSION

2424 It will thus be scen that there is no lack of agencics that can hold
a Government employee accountable. What 1s needed 1s to activate, refurbish and
galvanize these agencics.
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PRESENT POSITION

251 The Department of Personnel & Training has issucd certain

* instructions in the nature of guidelines from time to ime on various issucs related

to transfer. These relate to posting of physically handicapped candidates, husband
and wife at the same station, staff working in sensitive posts. etc. The guidelines
are not exhaustive and do not provide instructions for all situations. Thesc policy
guidehines are also not mandatory in nature but provide only policy options within

overall constraints of admimistrative convenience.

252 Various ministrics of the Government of India have formulated
detailed policy guidclines which lcad to follow the instructions issucd by the
Department of Personnel and Traiming and also take into account the specific
requirements of individual Ministries. The transfer policy of the Railways. for
example, discourages frequent transfers and insists on a fixed tenure for cach
posting in order to ensurc administrative continuity and stabality to the incumbent.
The transfers for lower categorics of cmployees arc confined to their zonc.
Transfcr rcquests across zones to mitigate mdividual cascs of hardship arc
cntertained. giving duc consideration to the fact that such transfers do not affect the
scniority of existing cmplovecs. The transfer policy of the Ordnance Factorics
Board undcr thc Ministrv of Defence has four bound obhgations: functional

to
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Central Police

Organisations

requirements. carcer development of ofYicers through wider exposurc. rotation from

sensitive posts and accommodation of requcsts on compassionatc grounds.

253 In the Central Police Orgamisations, the guidclines issucd by the
Dcpartment of Personnel arc the man basis of the transfer policy. Since their
personncl hav: the liability to serve anywhere in India, there 1s an exercise for
change of personnc! from difficult arcas to normal arcas and vice-versa. In static
units, a normal period of siay of three vears has been prescribed, while a tenure of

two vcars has been prescribed for difficult arcas.

DEMANDS

254 Inspitc of the existence of policy guidelines on transfers. there 1s
a definite feeling that the instrument of transfer 1s widely misused in the country,
particularly by politicians in power, 10 subjugate thc government emplovees.
Transfer 1s also used as an instrument of punishment. While the Conduct Rules
provide for other contingencics such as suspension. demotion, withholding of
ncrements and dismissal. these do not provide any safcguards against unjustificd
transfers. Demands have, thercfore. been made that any transfer before the expiry
of three vears in a post. should be madc appcalablc, particularly if it has been made
at the behest of politicians. Other demands arc for the prescription of a minimum
tenure for a posting, restricting the transfer to one's home town or home state, for
groups "C' and ‘D' employees not to be subjccied to transfer, for transfers not to be
made in mid academic.session and if made, 10 be compensated for in monctary

terms, and so on.

OUR RECOMMENDATIONS

255 We have considered these demands and fecl that many of the
grievances of the employees can be met if their departments formulate detailed,
clcar and transparent transfer policics. There cannot be a uniform transfcr policy
for all the Central Government Departments/Organisations, as their administrative
requircments differ.  Dcpartments whosc personnel have a liability 10 serve
anywhere in India have alrcady formulated transfer policics based on the guidelines
1ssucd by the Department of Personncl and Traiming and cascs are stated to be dealt

with in the manner according to such guidclines. Departments which have not
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cvolved any giidelines/policics on transfer should do so at the carhicst so as to
climinatc any possibihty of arbitrarincss m cifecting traizsfers. The propositions
contained in the succeeding paragraphs may be uscd as general guwidelines for
incluston n the transfer policy to be formulated by different departments.

25.6 Detailed guidelines should be formulated and publicised by
each department as part of a comprehensive transfer policy so as to ensure
that arbitrariness in transfers is altogether eliminated and transfers are
effected in as transparent a manner as possible. The guidclines so formulated
should take into account various instructions issucd by the Department of
Personnel and Training from umc.to time, particularly thosc related to

- transfer/posting of marricd couples at the same station, posting of physically

handicapped employecs. posting of employecs having mentally retarded children,

rotation of staff working 1n scnsitive posts, cte.

25.7 To ensure administrative continuity and stability to
incumbents, frequent transfers should 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 wherc longer tenurcs are justified on functional
requirements like continued availability of certain specialised skills. In the case of
sensitive posts, where opportunitics extst for developing vested interests, the tenure
of posting should be defined for a shorter peniod, which may be 2 to 3 years.

258 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. Whercver transfers arc made in mid-session, facility to retain
Government accommodation up to the end of the academic session should be

extended, if the Government employcc has a child studying in that station.

259 '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 The transfer order must, therefore, contain
detailed rcasons for the transfer. Officers should be given a right to appeal against
such orders, if they fee! aggneved and a provision for a summary procedure to deal
with such situations should bc madc within cach department. In casc of emergency,
when such orders arc made in the exigencies of public interest and have to be
implcmented at once. represcntations against a transfer order should be disposed
of by an authority supcrior to the officer ordenng the transfer after pcrsbnal

discussion. if possiblc on the same dav.
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2510 The instrument of transfer should not be allowed to be
misused either by the bureaucrats themselves or by politicians in power. It
should not bc uscd as a mcans of pumishment by circumventing the procedurc laid
down for disciphnany proceedings.

2511 While ihe right of 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 whilc every new Pnme
Minister/Chief Minister may take dccisions on appointments to certain key
positions, decisions on transfer or removal of the concerned officers when
there has been no change in the incumbency of the Prime Minister/Chief
Minister should be taken only after the same has been examined by a high-
powered Civil Services Board, comprising at least three persons. The Central
Government and cvery Statc. Government  should constitute such Boards.
consultation with whom sﬁould be made compulsory before ordenng any premature
transfer. In casc of the Central-Government, this Board may have the following

composution -
1) A retired Judge of the Supreme Court/High Court:

2) A promincnt person in public lifc including a retired sentor burcaucrat:

3) Cabinet Secretary’

25.12 The first two members should be choscn jointly by the Prime
Minister and the Leader of the Opposition in the Lok Sabha. At the State level, the
composition should include persons at SI. No. 1 and 2 above who shall be selccted
jomntly by the concerned Chief Minister and Leader of the opposition in the State
Vidhan Sabha. Instcad of Cabinet Sccretary, the Chief Scerctary of the Statc shall
be the third member. The scnior positions that should be brought under the
purview of this Board shonld be the following:

In the Central Government

I Cabinct Sccretary {if his casc is being considered, he will not be a member
of the CSB).

2. Sccretarics o the Government of India and their equivalent

3. Additional Secrctancs to the Government of India and their cquivalent
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4 All heads of orgamsations hke Directors General of CPOs . DGHS |

DG CPWD of the rank of Jomnt Sceretaries and above.

in the State Government

1 Chuef Sccretary (If his casc is being considered. he will not be a member
of the CSB).
2 Sccrctaries to the State Government and their equivalent

‘9l

All Heads of departments in Semior Admmstrative Grade ana above
4. AlLIPS officers of the rank of Additional DGP and above

AIllIFS officers of the rank of CCF and above

N

6. All District Magistratcs and District Superintendents of Police

2513 Wherever the prematurc transfer of anv of the above officers is
required to be made. the Secretary (Personncl) will have to submit a written
memorandum before the Civil Scrvices Board. giving reasons for the transfer. The
concerned officer will have the right to appear before the Board and make his

submission.

2514 The report of the Civil Scrvices Board on the proposal of
premature transfer will normally be accepted by the Government. Wherever it is
rejccted, the proceedings in full will have to be placed on the Table of the
House at its next session. Copics of all documents would also have to be supplicd

to the officer so that he may have recourse to the courts. if necessary.

25105 It 1s the considered view of thc Commission that unless the
backbone is restored to the higher burcaucracy by recognising that they have a
constitutional rolc to play in the system of governance, India can never have an
administrative svstem of which it can be proud.

25106 Every Department should also have a high powered Board
to review the cases of all premature transfers of Group "A' officers and should
serve as an appellate body for all such transfers which mav be regarded as malatide

by aiv enplovee
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2517 An additional month's pay over and above the existing
transfer allowance should be paid by the transferring department if an
employec is transferred prematurely within a péried of one year of his earlier
transfer. In spitc of this. if an cmployee complics with the orders and then
represents that the transfer was malafidc, the amount shall be recovered from the
salary of thc supcrior officer if 1t is subscquently proved that the transfer was, in
fact, cffected with malafide intent, under political pressurc or for any other

extrancous consideration.

25.18 In the case of employees in groups "C* and "D' recruited on
a regional basis, postings should be given in the home town/home district,
wherever feasible, and transfcrs restricted within the region and zonc. Al
rcasonable opportunity should be given to volunteers for posting/ transfer to
difficult/unpopular places. However, 1f cnough voluntcers arc not avatilable.
postings should be made for a short penod to thesc stations on compulsory basis
with a clear assurance of change in posting after completion of the tenurc. Posting
of choice should be given, as far as possible, to thosc who accept unpopular

compulsory postings.

2519

another should normally be resorted to except in very special circumstances

No transfer of Group ‘D' employees from one station to

hke adjustment of surplus and deficiency, promotion, exigencies of service, mutual

transfers etc.

25.20
servant has attained an age three years leas than the age of his

Generally, transfers should not be made after a Government

superannuation and wherever possible a retiring Government scrvant should be

transferred to a station of his choice, three years prior to his superannuation.

2521

political or other extraneous pressure to bear on the Government or on the

Government employees should not be permitted to bring

transferring authorities in the matter of transfers. Any Government employee
who bnings such pressures should be procecded against under the Conduct Rules.
The present practice of taking action on letters received from outside agencics
mncluding Mmisters, MPs, Burcaucrats and other members of the public has to be
stopped forthwith. All such references may be used only for the purposc of taking
departmental action against the Government cmployees for whose benefit such

letters have been written.
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INTRODUCTION: SOURCES OF STATISTICS

26.1 The size of Government machinery is critical for the success of any

drive for efficiency and economy in Government, where value for money must be

delivered to the tax payer. In fact any effort to optimize the size of Government
machinery would come to a complete naught in the absence of a robust statistical
information base on subject. Our terms of reference also require us to study the
financial implications of the various alternatives before making our recommendations.
This’ exercisc invariably requires the size of Government employees in various
categorics to be available as a pre-requisite.

26.2 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 Ministry of Labour, the Pay
Research Unit in the Ministry of Finance, the Expenditure document of the Budget, the
Economic Survey etc., these sources are often dated, not sufficiently comprehensive.
incognate and yield conflicting results (Sec Appendix for details).

263 The lack of any recent and reliable source ard the pressing need for
this information appears to have led all the previous pay commissions to circulate a
schedule to gather information on the size of civilian component of government
cmployces. We 100 have done the same and have coilected information about the
regular employees within Government and excluded the non-rcgular employees as was
done by the previous Commissions. For the sizc of the Armed Forces, we have relied
on the information furnished by the pay cells sct up in the Ministry of Defence.

SIZE OF EMPLOYMENT IN THE CENTRAL GOVERNMENT

Regular Civilian
Jilled posts

26.4 According to the information collected by us, the total number of
filled civilian posts at the-Centre as on 31 3.94 was of the order of 38.73 lakhs as
against 34 .44 lakhs filled posts reported by the 4th CPC in 1984, An increasc of the
order of 4.29 lakh filled posts is cvident in these 10 vears. (Sec Annexc 26.1).

265 We arc constrained by the non- availability of Ministry wisc. group
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wisc details regardimg “filled posts” in the previous Pay Commission reports and hence
we have contined our analysis of the changing composition of Central Government
Emplovees to "sanctioned posts” on which fairly detailed information was available in
the carlier reports. The ministry-wisc, group-wisc distribution of fitled posts collected
by us as on 31 3.94 is however, given at Annexe 26.7(b) for the benefit of posterity and
we hope that the future Pay Commissions will be able to meaningfully utilize this
information. '

26.6 The strength of sanctioned posts for the regular civilian Central
Governnient ecmplovment (excluding Union Territories) at 41.76 lakhs in 1994, is
observeo to have increased from 17.37 lakhs in 1957 to 29.82 lakhs in 1971 to 37.87
lakhs in 1984 (Scc Anncxe 26.2). During the fourteen vears between 1957 and 1971,
the number of sanctioned posts increased by 71.7%, during the next thirtcen years
between 1971 and 1984 by 27% and during the next ten years between 1984 and 1994
by 10.3%. Viewed on annual basis whilc an annual growth rate of 3.9% is observed
for the period 1957 to 1971, an annual increase of 1.9% is observed for the period 1971
to 1984. The percentage of annual increase is observed to have fallen to a level of
1.0 per cent during the period 1984 and 1994 suggesting thereby a general
deccleration 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 cconomy cuts on present numbers and freezes on further
recruitment. Of the 3.89 lakh additional posts sanctioned during the period 1984 to
1994, 70,000 posts were in the Department of Communications, 41,000 1n Railways
and 3,28.000 in other departments. Amongst the other departments the largest increase
appears to have taken place under the head of police in the Ministry of Home Affairs.
As per the Budget documents, between 1988 and 1995, an increasc in the number of
cmployces of the order 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 civiiian
cmployees during the period 1984-1994, the CPOs under the Ministry of Home grew
at the rate of 5.6% compound annual rate of growth between 1986 and 1994, Taking
cuc from the above trends, we awarded studies for the restructuring of some major user
departments with a view 1o optimizing the size of Government. The chapters which
follow detail the areas where some weight shedding may be possible.

26.7 Union Territory wise information on filled/sanctioned posts is not
available in the carlier reports. 1t is therefore, not possible to comment on UT-wise
increase in numbers  While the total number of sanctioned posts for civilian employ=cs
in Union Territories is available in the previous reports. this figure is not comparable
as the nuniber of Union Territories has been changing with time. The total number of
sanctioned civilian posts in Union Territories, reported at 1.60 lakhs in 1970 and 2.25
lakhs in 1.1.84, by the previous Pay Commissions, is observed to have however falten
to a level of 1.63 lakhs in 1994, The UT wisc distribution of filled and sanctioned
posts, across group A, B, C and D in 1994 is given at Annexc 26.7(a) and 26.7 (b) for
the benefit of future Commissions.

268 As against the total filied posts of 38.73 lakhs, the total number of
sanctioncd posts at the centre in 1994 arc obscrved ic be of the order of 41.76 lakhs
lcaving a gap of around 3.03 lakhs sanctioned posts unfilled at the Centre in 1994,
Similarly, we obscrve that as against a total number of filled 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 large gap between the sanctioned and filled posts may be
cxplained partly by the long procedural delays in sclection, by the lack of suitable
candidatces. rescrvation requirements, etc,

269 The information on defence forces made available to us by the Defence
Forces pay cell shows that as on st January, 1995 the sizc of the defence forces was
11.91 lakbs of which 9.98 lakhs was the sizc of thc Army, 1.41 lakhs the sizc of the
Air force and 0).52 lakhs that of the Navy. Thus, the share of Army in the total defence
forces 1s 83.79%, that of the Air force 11 84% and that of the Navy 4.37%. Itis also
obscrved that the compound annual rate of growth of the defence forces for the
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period 1981-91 at 1.4% is higher than the compound annual rate of growth of
1.2% for the civilian forces during the period 1981-1991 (Scc Annexc 26.4). This
can probably be attnibuted to the fact that unlike the civilian side, there is no ban on
recruitment in the Defence forces and all wastages have gencrally been made up

COMPOSITION OF THE CIVILIAN EMPLOYMENT-
STRUCTURE AND TRENDS

26.10 A look at the distribution of sanctioned posts in Government in 1994
reveals that Railways have the largest coutingent of sanctioned posts at 15.46 lakhs,
followed by 7.54 lakhs posts in Communications and 6.73 lakhs posts in Defence
(Civilians). Around 12.03 lakhs posts arc sprcad over in other departments (See
Annexc 26 2). The relative share of Railways in total sanctioned posts in Central
Government has registered a decline from 57.4% in 1957 to 46.9% in 1971, 39.7%
in 1984 and 37.0% in 1994. On the other hand, the sharc of Communications has
rcgistered a steady increase from 11.4% in 1957 to 13.2% in 1971 to 18.1% in 1984
and then staved at 18.1%.in 1994. The share of the defence civilian employecs in total
sanctioned.posts has varicd and was 15% in 1957, 20% in 1971, 19.1% in 1984 and
16.1% in 1994, The sharc of other departmients in the total posts also increased
steadily from 16.2% in 1957 10 28 8% in 1994,

26.11 The group-wise distribution of sanctioned posts given in Annexc 26.5
reveals that in terms of percentage of total posts in Government, Group A, B and C
posts have shown a substantial increase between the period 1957 and 1994. Group A
posts which were 0.6% of the total posts tn 1957 have risen to 2.2% of the total in
1994. Group B posts have riscn from 1.1% 10 3.3% of the total and Group C have risen
from 42.0% to 66.8% of the total for the samc period. Group D posts have, however,
registered a decline from 56.3% of the total to 27.2% of the total. It is observed
that Group A posts have in fact grown at the highest rate of 6% during 1957 and 1994,
followed by Group B. C and D (@, 5.4%. 3.7% and 0.4% respectively in that order.

26.12 Annexe 26.6 reveals that the total number of Group A posts have risen

from 67.969 in 1984 10 89,663 in 1994, showing thereby an increase of 31.9%. The

largest increase of Group A posts is observed in the Department of Communications

where Group A posts have increased by 4756, and an increase of 131.2% 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.

Railways 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 registered an increase of the order

of 55,406 posts i.e. 69.2% and 5.00,902 posts i.c. 21.9% respectively during the

period 1984 and'1994. The largest increase in percentage terms in Group B posts is

observed in Ministry of Communications at 140.9%, followed by the defence civilians

at 104.8% . While in terms of number of Groups C posts, Railways created the

maximum number of posts during the period under study, the Department of Defence

(civilians) created the largest number of group C posts in terms of percentage increase.

What is remarkable is that Group D posts rcgistered a decline of the arder of 1,91.331:
posts during the period 1984 and 1994, The Railways and Defence Civilians arc

observed to have contributed significantly to this declinc. The decline of Group D posts

may be a result of ban on recruitment imposed in Group D, comparatively higher

retirements in Group D compared to other categories and promotions from Group D to
Group C ’

2613 The percentage increase in the number of group A, B, C and D posts
. 31.9%. 69.2%. 21.9% and -14.4% respectively, between the period 1984 and 1994,
only gocs to cndorse the findings of the carlicr Pay Commissions that the pacc of
crcation of posts at the higher levels, i.c.. Groups A and B is much faster than that at
the lower fevels. This 1s in tine with the general experience in countries abroad where
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officer-onented structures have come 1o stay - Thas appears 1o be a healthy trend and

1s not retrograde at all

20,14 The Ministnv-wise distribution of Group A, B. € and D sanctioned
posts 1s given at annexe 26 7(a). 1t may be noticed that the Mintstry oi Defence leads
 terms of the Group A sanctioned posts at 15,900, followed by Ministry of Ranlways
at 9591, Ministry of Home Affairs at 8943 and Ministry of Communications at 8381
The Ministry of Communications has the largest number of group B sanctioned posts
at 23.772. followed by the Ministry of Defence at 18,116 and the Audit and Accounts
Dcpariment at 13:932. The Ministry of Railways Icads in terms of the Group C posts
at 9.51.112, and is followed by Ministry of Communications at 5.58,552, Ministry of
Home Affairs at 4,83.804 and Mimstry of Defence at 4.11.919. Railways again leads
in the Group D cmployces and is followed by Ministry of Defence and Ministry of
Communications in that order. The Ministry-wisc distribution of Group A. B, C and
D filled posts is given at annexe 26.7(b).

2615 Of the 1otal 89,663 Group A posts, around 57 997 arc cncadred into the
vanous organiscd Group A scrvices excluding the three all India services. There has,
however been an appreciable increase in-the number of Group A services between 1971

and 1995 and the number of Group A services has risen from 30 1 1971 to 49 in 1984

to 39 in 1995. Some of these services are very small in size such as the Indian Supply

Service (167), Indian Naval Armaments Service (94), Indian Inspection Service (121)
and Indian Legal Service (114). In fact, there arc only 34 services with a cadre strength
exceeding 500. While all 18 Engincering Services taken together have a cadre strength-
of 18,225, the Group A Central Services recruited through Civil Services Examinations
account for 12,839 posts.

26.16 The All India Services include the Indian Administrative Service. the
Indian Police Service and the Indian Forest Service. The AIS officers have a
contingent of 11.576 officers with 5336 officers in the IAS. 3519 officers in the IPS

and 2721 in the Indian Forest Service as on 1.1.95. Officers of the AIS are allotied

state cadres and they work both in the States and at the Centre.

26.17 The distribution of 'pcrmancm and tcmporary posts shows that the
number as well as the percentage of temporary posts to the total posts has declined
steadily. This appears to be in tune with Government's policy of decasualization and
increasing permancnt employment. The number of temporary posts dropped from a
level of 7.49 lakhs in 1971 to 7.28 lakhs in 1984 and to 6.83 lakhs in 1994 (Sce
Anncxe 26.9). Temporary posts as a percentage of total posts, dropped from 25.1% in
1971 to 19.2% in 1984 and 16.4% in 1994. Howevcr, while Ministry of Defence
showed the largest reduction of temporary posts, Railways aciually showed an
increase of 1.60 lakh temporary posts between 1984 and 1994

26.18 As per information collected by us. there were 9.39 lakh industrial
workers tn the Central Government as on 31.3.94. Morc than 90 percent of the
Industrial Workers arc cmployed in Railways and Decfence. Tie disuibution of
Industrial Workers amongst the major depaiiz:onts over the vears i« given below:-

(Figures in 004)

Departments 1971 1984 1994
Railways 3.61(50.4) 491 (54.2) 498 (53.00)
P&T 0.06 (00.8) 0.12 (01.3) 0.06 (06G.60)
Defence  3.10 (43.3) 3.51 (38.7) 3.92 (41 .80)

Others 039 (05.5) .52 (05.8) 043 (14 60)
Total 7.16_(100) 9.06_(100) 9.39 (100)

( Figures in parentheses give the percentage 1o the total)

According to the distribution of Industnal Workers, skill wisc (See
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table below). 1t is obsernved that while the percentage of Supervisors. highly skilied and
skilled cmplovees taken together has increased over the vears. that of the senu-skilied
and unskilled employvees has decreased.

1971 1984 1994

Highly Skilled 10% 20% 29.50%
Skilled 39% 6% 25.60%
Scmi Skilled 24% 22% 21.80%
1971 1984 1994
Unskilied 27% 22% 17.40%
Supervisors -- -- 5.70%
and others
Total 100% 100% 100%
26.20 The pay-scale-wise distribution of filled posts at the Centre and the

Union Terntories is given in Annexe 26.10. As may be noticed there arc 62 pay scales
between the Centre and the UTs. The scales of 7000 fixed. 4000 fixed, 2000 fixed arc
found to be unique to the Union Territorics. The Ministry wise distribution of filled
posts in the scale of Rs.5900-6700 and above 1s given at Annexe 26.11.

CONCLUSIONS

26.21 From the statistics it is difficult to come to any definite conclusion
whether the burcaucracy as a whole is "bloated” or not. It would be correct to conclude
that the 71.7% increasc in the number of sanctioned posts between 1957 and 1971 was
probably not justificd. But the fact that this percentage growth rate came down sharply
to 27% between 1971 and 1984, and then to a remarkably low figure of 10.3% between
1984 and 1994 shows that Government has acted to contain its fat. If the extra pounds
have not been shed, at l¢ast the rate of growth has been markedly arrested. Even the
very modest increase of 1% per annum is more due to the jump in the size of the
uniformed forces. The armed forces grew at a compound annual growth rate of 1.4%
between 1981 and 1991 and the Central Police Forces by more than 5% annually
between 1986 and 1994. The Ministries of Communications and Railways sanctioned
70,000 and 41,000 additional posts during 1984-94 and contributed to the increase.

26.22 The lessons we learn from this are clear. If the Government has the
will to reduce manpower, it can do it. Secondly, the uniformed forces arc the most
difficult to handle. I their avoirdupois can be contained, so can that of the rest of
the Government,

2623 There arc 3.03 lakhs unfilled posts on the civitian side. There niay be
somc unfilled posts on the defence side as well. For any major cffort at restructuring
and downsizing thc Government, this large number of vacancies is a challenge
waiting to be met.

26.24 Alrcady. there is a definite shift away from Group IJ posts towards
Group A, Band C. Thus, there is a trend towards officer-oriented. administration,
which needs to be strengthened further.



ANNEXE 26.1

DISTRIBUTION OF FILLED POSTS IN CENTRAL GOVT. BY MAJOR
DEPARTMENTS

Posts Filled Percen-

% age of filled

2. Data compiled by the Fifth Pay Commission
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(Lakhs) tage posts to Total
-------------- increase sanctioned
Ministry 1984 1994 between
1994 & 1984 1994
1984
1 2 3. 4 5. 6.
Railways 1415 1501 6.1 940 975
Communications 637 6381 6.9 . 932 903
Defence (Civilian) 629 599 -48 869 890
Other Departments 764 .1092 430 872 914
Total 34.44 3873 12.4 91.0 93.1
Source: 1. Report of the Fourth Pay Commission.
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No. of regular Posts (1. akhs)

Percent mcrease

DISTRIBUTION OF SANCTIONED POSTS OF CENTRAL GOVT.BY MAJOR DEPARTMENTS

ANNEXE 26.2

Source: Data collected by different Pay Commissiore

1227

Ministry/Deptt.  ceeecccemcscecreemecndaeaieeees cemeeeiesse eeeeescvecemeceeees -
: 1957 1971 1994 Absolute 1971 1984 1994
: over over
1971 1984
1. 2. 3. 4. 7. 8. 9.
Railwavs 997 1399 1505 15.46 041 40.3 7.6 2.7
% 10 Totul 574 469 39.7 370 10.5
Communications 1 98 393 6.84 7.54 0.70 98.5 74.0 10.2
% to Towal - 114 13.2 18.1 18.1 8.0 ’
Defence (Civilian) 2.60 5.97 7.23 6.73 -().50 129.6 21.1 -6.9
7 to Total 15.0 20.0 19.1 16.1 -12.9
Other Departments 2.82 593 8.75 12.03 328 110.3 47.6 375
% to Total 16.2 19.9 23.1 28.8 84.3
Total 17.37 29.82 37.87 41.76 3.89 7.7 27.0 103
100.0 1000 1000 100.0 100.0
Annual compound
CGrrowth Rate (%) Y 1.9 1.0



ANNEXE 26.3

DISTRIBUTION OF SANCTIONED AND FILLED POSTS IN CENTRAL GOVERNMENT AND
UNION TERRITORIES BY GROUPS AS ON 31-3-1994

. (Lakhs)
Sanctioned  Posts Filled Posts
Group '
Central Union  Total Central Union Total
Govern-  Terri- Govern-  Terri--
ment  tories ment  tories
1. 2. 3 4. 5. 6 7.
Group "A’ 090 004 094 0.72 004 076
(7 o Totah) 2.2 24 2.2 1.9 2.7 1.9
Group "B’ 1.36 0.12 1.48 1.19 .11 1.30
(% 1o Tota) 33 74 34 3.1 73 32
Group (7 27.88 1.18 2?.06 2592 1.08  27.00
(% to Total) 66.8 724 67.0 66.9 720 67.1
Group 'D 11.39 029 1 1.68 10.69 027 1096
(% 10 Total) 273 17.8 20.9 27.6 18.0 272
Un-classified 0.23 0.00 0.23 0.21 0.00 0.2]
(% 10 Total) 0.6 0.0 0.5 05 . 00 0.5
Total 41.76 1.63 43.39 38.73 1.50 40.23
1000 1000 1000 .100.0 1000  100.0
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ANNEXE 26.4

TRENDS IN REGULAR EMPLOYMENT IN CENTRAL GOVERNMENT

{lakhs)
Year Civilian Employees @ Defence Forces @@ Total
(as on J1st march) cmme emmmmcmceecmeeeeeees Central
other than Defence Al;m)' Navy Air-Force Total Govt.
Defence Employees
1. 2. 3. 4. 5. 6. 7. K.
1971 2225 474 830 030 Lo 966 360068
1981 28.87 5.20 881 036 120 1037 4444
1991 32.87 5.26 998 0.51 F40 1189 50,02
1995 NA.  NA~ 098 (.52 141 1191 N.A.
Annual compound
growth rate (‘)
1971-81 2.6 0.9 fl.6 1.9 1.2 0.7 1.9
1981-91] 1.3 0.1 1.3 3.5 1.6 1.4 1.2
Source: @ DGE&T.

@ @ Authorized strength as reported by Armed Forces Pay Cell.



ANNEXE 26.5

TRENDS IN DISTRIBUTION OF SANCTIONED POSTS IN CENTRAL

GOVERNMENT BY GROUP OF POST

Group of Post

(Figures in Lakhs)

Y ear - B B LT T T T
A B C b Un-classi- Total
fied

i 2. 3. 4. S. 6. 7.
1957 0.10 0.19 7.29 9.78 N A 17.37
(% 10 Total? (0.6) (1. (42.0h (50.3) {1000
1971 0.34 0.46 1545 13.38 0.19 2982
(% to Total) (LD (1.0 (51.8) (44.9) I {100.0)
1984 .68 ().80 2287 1531 024 A7NT
(% to Total) (1.8) (2.1) (604, (35.1H (1.6} {1000y
1994 ).90 1.36 2788 11.39 (23 41.70
(% to Tota) (2.2) (3.3) (606.8) (27.2) (.5 {1000y
increase in 1994
over 1957
{i) Absolute 0.80 1.17 20059 1.6] 0.23 24.39
(11) Annual compound

growth rate (%) 6.0 54 37 0.4 2.4

Source: 1.

0230

Duata for the years 1957, 1971 and 1984 Report of the Fourth Pay Commussion.

Dhata for the year 1994 is based on data collected by the Fifth Pay Commission.
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ANNEXT 20,7000

MINISTRY/DEPARTMENTWISE SANCTIONED POSTS IN CENTRAL GOVERNAMENT AND UNION [TERRITORIES

GROUPS AS ON 331994

code Ministry/Department By Groups
A B < D
I 2. A 4. s. 6.
1. Central Government
40 Ministry of Agriculture 8587 {239 S1uN T
41 Ministry of Chemicals and Fertilizers 14 211 260 144
42 Ministry of Civil Aviation and Tourism RYA 6 1028 4000
43 Ministry of Civil Sup. Con. Aftairs & Pub, Distnn N 137 226 1613
44 Ministry of Coal R al 246 101
15 Ministry of Commetree 817 159% FURR TN
46 Muimnistry of Communiciations hREY| 23772 S58332 0 162934
45 Mumistry of Environment and Porests 660 572 211 18NN
449 Ministry of External Aftairs S 2076 2520 St
S0 Minisuy of Finance SuNd H796 124618 SNT
Sl Ministry of Food 157 26 708 644
52 Ministry of Food Processing Industries 9y 173 617 13N
hR) Ministry of Health and family Welfare RREN) 1362 13146 N4
5 Minmstry of Home Affairs 8941 11802 483804 42030
55 Ministry of Human Resources and Development 718 1528 REST 7596
56 Ministry of Industry 962 1291 3796 2038
) Min.of 1& 88 4182 10345 32938 11764
SN Ministry of Labour 1618 NG 4185 2341
b Mimistry of Law, Justice and Company atfairs 542 547 1810 H6
60 Ministry of Mines 2792 1181 10946 1124
6] Ministry of Non-Conventional Energy Sources 187 #®4 184 N2
62 Ministry of Parliamentary Affairs 12 44 S6 28
63 Ministry of Personnel. Public Grievences and Pensions® 5347 1213
64 Ministry of Petroleum and Natural Gas a2 105 101 64
65 Ministry of Planming and Progranmune Implcm'cnlalivn 411 692 5471 6]
66 Ministry of Power 600 130 860 265
67 Mimistry of Railways 9591 5664 YSIT112 57933
6% Ministry of Rural Areas and Employment 259 573 869 S6Y
69 Ministry of Science and Technology 1138 2085 12950 9903
70 Ministry of Steel 46 119 263 152
71 Mimistry of Surtace ‘Transport 1333 942 18032 29764
72 Ministey of Textiles 199 35, 4346 1719
73 Ministry of F'rban Affairs and Employment 1450 2035 26721 10571
74 Ministry of Water Resources 1665 1750 8116 4644
75 Ministry of Welfare 143 278 451 248
76 Ministry of Defence 15900 18116 411919 226878
90 Department of Atomic¢ Eneryy 3238 2504 12261 4844
91 Department of Electronics 163 454 S30 259
92 Department of Ocean l)c;wlnpmcnl ' 45 S1 75 40
93 Department of Space 5121 3033 6605 1572
100 Cabinet Secretariat 843 49137 5947 499
101 President’s Secretariat 25 97 108 99
162 Prime Minister's Office R2) 152 161 137
105 1'pPSe 142 525 837 R
16 Central Vigitance Commission 2 6} 65 hY)
107 Plecuon Commission of India 26 X 3] 1

© 232
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ANNEXE 20.7(%)

MINISTRY/DEPARTMENTWISE FILLED POSTS IN CENTRAL GOVERNMENT AND UNION TERRITORIES BY
GROUPS AS ON 31-3-19%4

code Minkstry/Department By Groups
A ! < D Unclass. Tota)
1 2 A O X [ 2 LN
L Central Government
40 Ministry of Agriculture 587 1068 614 N2 - 9751
41 Ministry of Chemicals and Fentilizers 101 198 217 143 - 657
42 Ministry of Civil Aviation and Tourism 263 120 908 Ry - 1868
43 Ministry of Civil Sup. Con. Affairs & Pub. Distri. 63 178 194 18 .- 91
44 Misistry of Coal 3 49 242 9w - 425
45 Ministry of Commerce " 661 1342 4222 1769 2 99
46 Ministry of Communications 5404, 22117 IKTS63 165430 . 680514
448 Ministry of Enviroament and Forests 469 495 199 1837 - 1710
49 Ministry of External Affairs 728 1885 2118 305 2 5558
50 Ministry of Finance 6066 11560 117303 8460 18547 161936
51 Mianisiry of Food 140 302 T00 26 - 1768
52 ~Ministry of Food Processing Industries 72 134 04 125 - 738
Lk Minisury of Health and family Welfare 26006 1069 11327 m 1 2274
54 Ministry of Home Affairs 6714 9378 456121 41949 33 514450
55 Minisury of Human Resources and Development 549 1221 3198 N2 - 12437
56 Ministry of Industry 701 966 063 1884 - 6619
57 Min.of I& B 2862 6997 20107 8449 2012 40427
58 Mnmstry of Labour ) - 1353 742 195 2244 2 8136
59 Ministry of Law, Justice and Company affairs 433 . 502 1702 599 - 32W
60 Ministry of Mines 2286 956 7264 1082 - 11558
61 Ministry of Non-Conventional Enectgy Sources 141 75 152 80 - 449
62 Ministry of Parliamentary Affairs 12 44 56 2% - 140
63 Ministry of Personnel, Public Grievences and Pensions THD 4662 1168 . 7194
64 Ministry of Petroleum and Nawral Gas - 32 105 101 64 - 302
65 Ministry of Planning and Programme Implementation 280 594 4654 97 - 5925
66 Ministry of Power 537 406 758 265 - 1966
67 Ministry of Railways 9112 5470 93914 S47670 42 1501428
68 Ministry of Rural Areas and Employment 192 5N 782 Sy - 1998
69 Ministry of Science and Technology 825 1798 11491 9245 - 23359
70 Ministry of Steel 49 119 262 182 - 582
T Minisury of Surface Transpon 1081 796 17738 29651 - 49266
72 Ministry of Textiles : 166 324 4026 1627 - 6142
7 Ministry of Urban Affairs and Employment 1368 2863 22398 %3851 - 35480
74 Ministry of Water Resources 1351 1564 6945 4387 Co- 14247
75 Ministry of Welfare 117 250 412 23R - 101¥
76 Ministry of Defence 11688 15852 375599 19S508 . s9K647
90 Department of Atomic Encrpy 2937 2257 11203 4083 - U450
9N Department of Electronics 404 408 172 242 - 1526
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2 Departent of Ocean Developawat W 10 53 30 156

code Ministry/Department Ry Groups

A [ < D Uncless’ Totul:
i 2. . 3 4. §. 6. 7. 8.
93.  Depanment of Space 4928 2886 6377 1454 - 15545
100 Cabinct Secretariat 592 4145 4614 465 9416
101 President’s Secretariat 22 L3 97 98 303
102 Prime Minister’s Office 29 38 142 118 - 425
105 UpPsC 130 424 738 450 1739
106 Cenual Vigilancé Commission K} | 58 56 57 - 202
to7 Election Commission of India 25 83 152 n - 6
108  Planning Commission 1272 . 1891 1164 sh - 4898
112 Indian Audit and Accounts Service 2221 12665 49468 -6060 - 70414
n Supreme Court 190 © 619 100 668 1577
114 High Coun of Dethi 101 17 591 - - K09
Total - ] 72565 119050 2591369 1068936 20696 3872616
- Union Territories

12202 Delhi 19037 9904 74708 7567 94079
"12203  -Anddman and Nicobar islands a2 541 13175 9593 23621
12204  Lakshadweep 54 206 2840 1480 4580
12205  Dadsa and Nagar Haveli 86 58 1910 318 2372
12206  Damap and Diu 87 96 1857 647 2687
1 22()7 Pondicherry 1071 592 14006 7436 23108
Total - 11 3513 11397 108493 27041 150444
Grand Total (1+11) 76078 130447 2699862 1095977 20696 4023060

‘Source: Statistical Schedule received from Ministries.
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ANNEXE 26.8

AUTHORISED STRENGTH OF ALL INDIA SERVICES

1.1.96

Service 1971 1984
I 2. 3, 4.
Indian Administrative Service 3203 5047 5067
Indian Police Service 1790 2679 3344
1097 2006 2672

Indiar Forest Service
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DISTRIBUTION OF POSTS BY PERMANENT AND TEMPORARY STATUS

ANNEXE 26.9

AND MAJOR DEPARTMENTS
(Lakhs)
Posts Sanctioned - ;!nc{ease
— : : in Tempo-
197 1984 1994 rary posts
Minustn , - , --- -- baeltyween
Perma- Tempo- Total Perma- Tempo- Total Perma- Tempo- Total 1994 &
nent  rary nent rary nent rary 1984
|3 2 3. 4. s 6 7. 8 9 10. 11.
Railways 1245 154 1399 13.92° 113 1505 1273 273 1546 1.60
(% to Total) 890 110 1000 92.5 7.5 1000 823 17.7 - 1000
Comrnunications 310 083 393 5.11 173  6.84 6.18 136 7.54 -0.37
(% tc Total) 789  21.I' 1000 747 253 1000 820 180 1000
Defence (Civilian) 312 285 597 515 208 7.4 643 030 673 -1.78
(% to Total) 523 477 1000 7.2 288 1000 95.5 45 1000
Other Departments 366 227 593 641 234 875 959 244 1203 0.10
(% to Total) 617 383 -100.0 732 268 1000 797 203 1000
Total 2233 749 2982 3059 728 3787 3493 683 4176 -0.45
(% to Total) 749 251 1000 808 192 1000 836 164 1000
Source: 1 Report of the Fourth Pay Commission

Data compiled by the Fifth Pay Commission.
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ANNEXE 26.10

DISTRIBUTION OF FILLED POSTS IN CENTRAL GOVERNMENT AND
UNION TERRITORIES IN DIFFERENT SCALES OF PAY * AS ON 31.3.1994

\ (Numbers) S
Pay Scales Central Union Total
L Government _Territories
1. 2. 3. 4.
! 9000 (Fixed) ] 0 11
2 8000 (Fixed) 167 3 170
3 7600-100-8000 7 0 7
4 7600 (Fixed) 21 0 21
5 7300-200-7500-250-8000. 51 0 51
6 7300-100-7600 456 10 466
7 7000 (Fixed) 0 | 1
8 5900-200-7300 130 1 131
9 5900-200-6700 3087 54 3141
10 5100-150-6300-200-6700 16 0 16
11 5100-150-5700-200-6300 839 0 839
12 5100-150-6150 252 3 255
13 5100-150-5700 41 0 41
14 4800-150-5700 173 3 176
15 4500-150-5700-200-7300 17 41 58
16 4500-150-5700 5799 31 5830
17 4100-125-4850-150-5300 71 ‘0 m
18 4000 (Fixed) k 0 2 2
19 3950-125-4700-150-5000 211 15 226
20 3700-125-4950-150-5700 452 51 503
21 3700-125-4700-150-5000 10462 355 10817
22 3700-150-4450 18 1 19
23 3640-110-3750-130-4400- 160-5200- 4 0 4
190-6150-230-7300-280-7580
24 3300-120-3900- 150-4800 65 0 65
25 3200-100-3700-125-4700 427 32 459
26 3150-100-3350 ' 800 0 800
27 3110-90-3200-110-3750-100-4400- 8 0 8
160-5200-190-6150-230-6380 -
28 3000-100-3500-125-5000 1036 182 1218
29 3000-100-3500-125-4500 26256 1209 27465
30 3000-125-3625 39 0. 39
31 2525-75-2750-90-3200- 110-3750- ~ 7 0 7
130-4400-160-5200-190-5390
32 3200-75-2800-EB-100-4000 27450 1801 29251
33 2375-75-3200-EB-100-3500 20763 155 20918
34 2000-60-2300-EB-75-3200-100-3500 54620 1760 56380
35 2000-60-2300-EB-75-3200 73728 1572 75300
36 1640-60-2600-EB-75-2900 129334 14044 143378
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(Numbers)
Pay Scales Central Union Total
Government  Territories

1. 2. 3. 4.
7 2630 (Fixed) 236 0 236
38 2630-75-2780 145 90 241
39 2630-75-2705
40 2300-100-2800 L 0 78
4] 2075-60-2375-75-2750-90-3200-110-3750-130-4270 2 0 2
42 2000-60-2120 ’
43 2000 (Fixed) 0 | 1
4 1975-50-2075-60-2375-75-2750-90-3200-1 10-3750-130-4010 6 0 6
45 1810-70-2510-80-3280 ] 0. 1
46 1600-50-2300-EB-60-2660 89242 382 89624
47 1400-40-1600-50-2300-EB-60-2600 89881 29883 119764
48 1400-40-1800-EB-50-2300 230429 4246 234675
49 1350-30-1440-40-1800-EB-50-2200 26468 540 27008
50 1320-30-1560-EB-40-2040 185007 4388 189395
51 1200-30-1560-EB-40-2040 200604 15221 215825
52 1200-30-1440-EB-30-1800 135017 619 135636
53 1150-25-1500 13315 3543 16858
54 1000-25-1320-EB-30-1750 118 0 118
55 975-25-1150-EB-30-1660 312079 795 312874
56 975-25-1150-EB-30-1540 23959 1355 25314
57 950-20-1150-EB-25-1500 436966 8425 445391
58 950-20-1150-EB-25-1400 88992 29743 118735
59 825-15-900-EB-20-1200 547707 3819 551526
60 800-15-1010-20-1150 354607 3561 358168
61 775-12-871-14-1025 233058 3738 236796
62 750-12-870-14-940 547241 18763~ 566004
Total 3872616 150444 4023060

* This includes certain non-standard pay scales.
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ANNEXE 26.11

MINISTRY/DEPARTMENTWISE l-'ll.l%r!g;! POSTS IN CENTRAL GOVERNMENT AND UNION

ORIES BY PAY SCALE
AS ON 31-3-1994

TE

code Ministry/Department Pay Scale (Rs.)
9000 . 8000 7600- 7300- 5900
(Fixed) (Fixed) 8000 7600 6700

A 3. 4. 5. 6 - 1

1. Central Government
40  Ministry of Agriculture 2 1 21
4]  Ministry of Chemicals and Fertilizers 2 2 10
42  Ministry of Civil Aviation and Tourism . 2 1 2 8
43 Ministry of Civil Sup. Con. Affairs & Pub. Distri. 1 . .. s
44  Ministry of Coal - 1 1 3
45 Ministry of Cominerce 3 8 20
46  Ministry of Communications 5 31 342
43 Ministry of Environment and Forests 2 - 4 16
49 Ministry of External Affairs . 23 ' 27 128
S0 Ministry of Finance 1 25 33 532
51 Ministry of Food » 2 h]
52 Ministry of Food Processing Industries - - 2
53 Ministry of Health and family Welfare 3 . 6 85
54  Ministry of Home Affairs 9 -8 11 117
55 Ministry of Human Resources and Development 2 3 11
56  Ministry of Industry S 3 13
57 Mnofl&B 1 -5 46
58  Ministry of Labour 2 2 13
59 Ministry of Law, Justice and Company affairs 3 4 12
60  Ministry of Mines . 3 21
61 Ministry of Non-Conventional Energy Sources 1 I
62  Ministry of Parliamentary Affairs 1 . 1
63 Ministry of Personnel, Public Grievences and Pensions 3 5 17
64 Ministry of Petroleum and Natural Gas 1 . 6
65 Ministry of Planning and Programmeé Implementation 2 1 10
66 Ministry of Power 3 6 40
67  Ministry of Railways 6 1 1321019
68 Ministry of Rural Areas and Employment 1 2 9
69  Ministry of Science and Technology 3 -5 14
70 Ministry of Steel 2 2 13
71 Ministry of Surface Transport 1 5 20
72 Ministry of Textiles ‘ . .. 4
73 Ministry of Urban Affairs and Employment 3 4 46
74 Ministry-of Water Resources 1 5 40)
75 Ministry of Welfare 4 4
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code Ministry/Department Pay Scale (Rs.)
9000 8000 7600-  7300- S900
(Fixed) (Fixed) 8000 7600 6700
| 2. RX 4. S. 6 7.
76 Ministry of Defence 7 b 118
90 Department of Atomic Encrpy 2 - -
91 Deparument of Electronics | 3 82
92  Department of Ocean Development I § 2
93 Department of Space - 1 3 87
100 (Cabinet Secretariat i 7 7 50
101 President's Secretarial . ! 7
102 Prime Minister's Office 3 . .
10 UPSC 1 Y9 4
106 Central Vigilance Commission | - 3
107  Election Commission of India 3 . 1 2
108  Planning Commission 3 1 6
112 Indian Audit and Accounts Service 2 15 97
113 Supreme Court 1 3 4
114 High Court of Delhi ]
Total - 1 11 167 7 456 3087
1I. Union Territories 3 10 54

o] -

HI. Grand Total (I+H1) 1 - 170 7 466 3141

Source: Statistical Schediie received from Ministries.
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Werkforce Scze (Zontrol

Reduction in’
quantum of work

Reduction due 10

organisational
restructuring

INTRODUCTION

271 Optimization of the Govemment machinery. rightsizing of
Government. workforce size control -these arc various facets of the same problem.
It must have been noticed that reduction in the overall size of the bureaucracy is the
underlyving idea behind all the civil service reforms that we have advocated in the
preceding chapters. Here we would like to gather all the threads and describe
the overall strategy in clear-cut terms.

OVERALL STRATEGY
27.2 We would like to divide the overall strategy into four main
sections as under : o
a) Suggestions that will lead to reduction in the quantum of work left
with the Central Government. We have to :
1) Ascertain tasks that need not be done by Government
i) Pass on tasks to State Governments ; )
1i1) Transfer certain tasks to corporate entities in- public
sector ‘
) Contract out tasks to the private sector
v) -Transfer some entities to the cooperative scetor
V1) - Convert some institutions into autonomous ‘bodies
b) Suggestions that will lead to reduction in number of employees
required, because of organisational restructuring. These include:
1) Reduction in number of Ministnes and Departments
i) Introduction of officer-oriented svstem 1in Government
n) Dclayering and level-jumping

iv) Multiskilling
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Reduction due 1o
iriduction of
tevlmology

Rightsizing
Strotegies

Number of vacant
posts -

Our

recommendations

Strategy for
abolition

Abolition based
on functional
considerations ?

The arguments.
are Jaulty

) Suggestions that will reduce the necessity for so many employees due
to induction of technological change in Government. Thcsc include

)] Computcrization

1) Oflicc automation

) Creation of a papcrless office

) Changes in office systems and file management

d) Rightsizing strategies that will enable Government to shed some fat.
These include :

1) Abolition of vacant posts

i) Freeze on recruitment

m) Across the board cut

V) Statutory control on creation of new posts

v) Voluntary retircment
v1) Compulsory retirement
273 The items at (a) Lo (c) have already been covered elsewhere. In

this chapter. we will concentrate on nghtsizing under item (d).

ABOLITION OF VACANT POSTS

274 Currently. there are around 3.5 Jakh posts vacant in Government.
Some of thesc have been vacant for some time and there has possibly been no
detenioration in Government's functioming because of the vacancies. - In fact, certain
areas might have improved because a few posts are vacant. Even today, the
instructions of the Government lay down that if a post has remained vacant for
more than a vear. the post is deemed to have been abolished.

27.5 We recommend that Government abolish these 3.5 lakh posts
at one stroke. unless in some particular case Government feels otherwise. Various
arguments will naturally be brought up against such a course of action. Posts fall
vacant due to various rcasons. They remain vacant due to other. very cogent
reasons. None of these rcasons are possibly the fault of the administrative
department. As such. they should not be made to suffer.

276 It may: also be pleaded that vacancies arise at different levels. If
at all such vacant posts arc to.be abolished. Ministries should be allowed to fill up
the higher posts and only the posts. at the lowest level where fresh direct
recruitment is to take place should be abolished. This would ensure that
promotions to higher posts are not retarded due to abolition of posts.

2717 Another argument could be that abolition. like creation. should be
a conscious decision based on functional considerations and it should be resorted
to only if a surplus is identified after a proper work studv

278 “All these lincs of rcasoning proceed from a central assumption
which is faulty. It is being assumed that more people make ‘an organisation
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No arguments 1o
be allowed

Current status of
[fresh recruitments

Total freeze
suggested at some
levels

Reduction in
intake at other

levels

cflicient. Once we understand that we have 100 many cmployces in Government.
reduction 1in numbers will be scen as an attempt to reducc the crowd. People wll
welcomc it as a step in the right direction  Sccondly. experience has shown that
work studics ofien lead to reccommendations for additional staff duc to the counter-
stratcgices for inflation of workload adopted by the existing staff. 1€ we want for
work studics to identify: surpluses. we may have to wait indefimtch. As far as
promotion prospects arc concerned. we cannot make an omelette without breaking
some eggs. Whenever downsizing initiatives are undertaken. someone will be hurt.
That is why we are introducing the Assured Career Progression Scheme as an
antidote. so that people do not at least suffer financially. .

279 We., therefore, recommend that no arguments should be
allowed against the decision to abolish the existing vacant posts.

FREEZE ON RECRUITMENT

27.10 It would be of no usc abolishing the vacant posts. if further
recruitment goes on merrily. without any brakes being applied. It is reported that
currently around 70.000 posts are filled up every vear. Obviously. most of these
arc at the level of supporting and auxihary staff.

27.11 Our basic thesis is that we are holding too much manpower at the
level of supporting and auxiliary staff and that we should move towards an officer-
oriented organisational 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 executives and supervisory staff. the fresh
recruitment cannot be stopped, as this would result in cadres that are twisted out
of shape. Govemnment has already brought down the fresh intake into the IAS. IRS
and other services. The reduction in intake has to be applied in all services that
operate at the level of executives and supervisory staff.

| ACROSS THE BOARD CUT

27.13 The next step is to frame a ten-vear manpt_)wcr plan. If we have
to plan for a 30% cut across-the-board within a time frame of ten years, it

‘would amount to 3% reduction in manpower levels every year. As this is the

normal attrition rate disé to retirements, deaths. resignations etc.. a total freeze on.
fresh recruitment alone can achieve the 30% reduction within ten vears. To the
extent that fresh recruitnients are made. as in the cadres of executives and
supervisory staff, recourse may have to be had to other methods of reducing

manpower levels.

STATUTORY CONT ROL ON CREATION OF NEW POSTS

27.14 There is a tendency on the part of departments to scnd proposals
for creation of new posts for any' additional schemes that they may be called upon
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Savings can he
diverted

to implement. 1t is rarc for a Sceretany or Head of Department to figurc out ways
and mcans of dovctailing the scheme in the job hist of cxisting functionarics.
Resultantly. cven if some jobs arc cut. we arc back at squarc onc if an cquivalent
numbser of fresh jobs arc created in the meantime.  This has been the fate of all the
10% cuts that arc ordered. sometimes by the Mimistry' of Finance. somctimes by the
Prime Minister. Parkinson's Law opcratcs. inviolate.

27.15 One method adopted elsewhere in the world is to have a statutc on
aumber of posts sanctioned in all Ministries and Departments of Government.
This number then acts as the cciling bevond which no onc can raise the number of
sanctioned posts without approaching Parliament for an amendment of the Act.
We recommend that such a Ceiling on Sanctioned Posts Act be got.enacted
by the Government.

VOLUNTARY RETIREMENT

27.16 We have in a scparatc chapter enunciated our concept of voluntary
retirement.  Two kinds of schemes arc envisaged. The nommal procedure for
voluntary retirement aftcr completing 20) vears of service is to be continued. Over
and above this. a special scheme of voluntany retirement can be started in any
department where surplus manpower has becn identified. In such a scheme. there
will be provision for selective retircment of persons. the inttiative alwa\s resting
with the Government. and for a golden handshake. It is hoped 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

2717 Compulsory retircment is not exactly tuned n to the nghtsizing
of Government. In fact, the accent here is on getting rid of people who are either
incompetent or lacking in integrity. But it is possible to launch campaigns for
retirements of a compulsory nature in departments where redundancies have

been noticed.

INCENTIVES FOR RIGHT-SIZING

27.18 It is also possible to conceive of in built incentives for rightsizing

.of departments. One idea has been floated by us in the context of manpower levels

in the armed forces. It has been suggested that long-term perspectives on defence

‘budget allocations be approved by the Ministry of Finance. with 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. sav. for ‘purchase of
equipment. 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.



Incentives ont of
SAVINGS

No awards
without saving,

2719 Another vanant on the same theme is the idca that in casc a group
of persons working in'a tcam arc asked to reduce the size of the tcam. a certain
percentage of the saving on manpower-related expenditure can be distributed
among the remaining members of the team, provided that the reduction in
team size is made permanent through abolition of the post and all the
production or service targets are fulfilled in time.

27.20 . Awards, Rewards, Prizes etc. could be made contingent on
having achieved a certain minimum reduction in the manpower of the
organisation headed by the person concerned.

CONCLUSION

2721 It 1s our firm belicf that if an atmosphere for rightsizing is created
right from the top. very soon we can achicve the optimum sizc of the Government
machinery. Some detailed strategies for individual sectors are outlined in the
next few chapters.

. 246



21

O ptimezation: The Senvices

Opn'm;zation
should start from
the top

Service-wise

strategies

Sectoral Strategies

Introduction

INTRODUCTION

28.1 Our stratcgy for optimization must start from the top. We are,
therefore, targetting the All India Services and Group A Central Civil Services first
of all. Qur recommendation is that there should be an across-the-board reduction
of 30% in the overall size of these Services. Details of the strategy arc contained
in the relevant chapters.

282 In the rest of this chapter. we outline our strategy with respect to:

A: The Enginecring Services
B: The Scientific Services and
C: The Medical Services.

283 The remaining Chapters of this Section deal with sectoral
strategies in respect of the railways, the postal services, the telecom services, the
Central Police Organisations and the defence services.

Engineoning Services

284 The engincering functions performed by the Central Government
departments and agencics vary from conventional civil construction, manufacturing
and mining to moderm-day tcchnology-driven arcas of telecommunications,
clectronics-media and power management. We have discussed the problems and
scrvice conditions of organiscd cngincering scrvices later in this report. We will
discuss here the impact of changing rolc of the government on its engincering

functions.
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Functional break- 28 § An analysis of the broad activny-wisc break-up of orgamscd
up of government - pincering services reveals that more than half the work foree is engaged in civil
capinCering construction and manufacturing functions. whilc another more than onc-fourth is

workforce i ; . . .
cmplovced in teleccommunications and clectromics media.
Distribution of Engincering Personnel in Orgamised Scrvices
Activity Organisations Group 'A' Subordinate
Cadres
including
Group "I’
and
Draftsmen
Civil Construction (including  Central Public Works Department, Border Roads 9,151 20,649
Surveyor of Works, Electrical  Organisation, Ministry of Surface Transport, (41.24%) (37.52%)
and Mechanical Engincers) Ministry of Information & Broadcasting, Railways
Post & Telegraph Civil Wing
Manufacturing Ordnance Factories, Railways, Tolecom Factories 3,298 60,353
(14.87%)  (28.08%)
Telecommunications, Department of Telecommunications, Ministry of 6,849 . 59831
Electronics Media Information & Broadeasting (AIR & DD), Railways(30.87%0) (27.84%)
Wliet and Power Resource Ministries of Water, Power 1,295 . 2,385
(5.84%) (1.11%)
Survey, Mining Department of Science & Technology, Ministry of 489 3,343
‘Mines (2.20%)  (1.56%)
(Survey only) (Survey only)
Matenials Management Railways (Stores), Directorate General of Supplies 1,106 8,360
& Disposals, Naval Armament Supply Organisation (4.98%)  (3.89%)
Total o "2%:'1?5 T 2,13921
(100%)  (100%)
Source : Data compiled in Sth CPC
Consultancy 286 . In the context of the new economic policy .inttiatives by the
Study ‘ Central Government in carly '90s, we commissioned the Indian Institute of

Technology (IIT), Delhi to examine among other things, the role of engineering
personnel in the Central Government in the changed socio-economic and political
environment. The report of IIT, Dethi observes that the country is in an early
exploratory stage of liberalisation, privatisation and globalisation but certain trends
noted iri 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’.

- a three-way partnership: 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 irmigation, health,
cducation and other aspects of wclfarc.  Even in these areas
implementation may be off loaded to private Enginecring Procurement and
Construction (EPC) firms, NGOs and peoples’ groups.
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Civil -
Construction and
Manufacturing:
Redundancy

- Esscntial Government:  Arcas such as defence. mtemal sccurity wall
rcmain with govemment. Parts of defence production. maintenance and
construction may bc off- foaded.  Planning. project appraisal and
monitoning. quality assurancc and certifications will continuc to be a
government responsibility :

- Privatisation: Will be progressively adopted to access resources, latest
tcchnology and better performance.

- Regulatory government: Regulatory role of government 1s expected to
increasc.

- Global standards: Global standards in quality, cost and scrvice will requirc
cngincers to remain abreast of best 1n enginecring practice.

- Middle-bulge: The role of middle level enginecrs is expected to be
reduced.

- Daversity in role and profile: Changes in the'role and profile of different
enginecring dcpartments/ministries will vary significantly.

287 In the context of our overall strategy for right-sizing of Government
outlined in the previous Chapter, we feel very strongly that Government need not
involve itself in civil-construction and manufacturing activities which employ a
large engineering work-force. In fact, particularly in the field of civil construction
where private participation is significant, the government needs to drastically

‘reduce numbers. We find from another report of an inter-departmental group

constituted by us that the establishment in construction agencies of the
government is invariably created on the basis of the “outlay’ for works. We
consider ‘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
purely on the basis of worth-of-charge for mere management of construction.
work rather than with a view to byilding an empire of government
functionaries. We have discussed the report of this inter-departmental group later
in the Chapter on "Engineering Services’.

288 Manufacturing activity likewise is an area wherefrom the government
can totally withdraw itself, with the possible exception of cnitical strategic defence
equipment. In Railways, for instance, a Committe¢ constituted to study the
‘Organisational Structure and Management Ethos: of Indian Railways’ has
recommended in its report submitted in 1994, that the Railways should shed off its
activities in peripheral areas. This Committee suggested converting railway
production units, workshops and printing presses into fully owned corporations of
Indian Railways, to be later associated with public capital from financial
institutions and-industry. We understand that the Railways have built their
manufacturing and production: capacitics with a view to be sclf-sufficient n
maintenance and production of rolling stock assets. This infrastructure i1s very
valuable -- out of total assets of Rs.33,743 crorcs as on March 31, 1995 in
Railways, the plant and equipment account for.Rs.6,500 crores. If the value of land
and buildings of workshops and production units and that of skilled manpower is
also taken into account, this will constitute a significant portion of the railways’
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assct-basc. But probably there is no commercial, scientific system of assct-
accountal in Railways. We gather that there is heavy over-capitahisation in railway
workshops and production units, and aficr modcmisation of workshops a capacity
far in excess of in-housc nceds has been crcated. We arc of the opinion that the
railway workshops and production units can bc taken up for immediate
corporatisation. We suggest that the railways assess the installed capacity of
workshops and production units and re-evaluate their assets on sound
commercial principles to facilitate an early corporatisation of workshops and
production uhits. '

289 The telecom factorics producing conventional telecom cquipment arc
losing their significance in a technology-market driven telecom sector. It is time
that the government withdraws altogether from this area too.

28.10 We have made our suggestions on Ordnance Factories elsewhere in the
report.
28.11 The telecom sector and clectronics media arc the cpicentre of fast-

changing tcchnology and market forces are threatening to overwhelm the
Govemnment in this sphere. The ‘change’ is inevitable. The Government needs to
change policy and re-adjust its role on a war-footing. Whilc the recent National
Telecom Policy has ushered in private participation in basic telecom and value-
added services, total freedom of "air-waves’ is only a matter of time in the age of
satellite TV. There are indications that the Government is already gearing up to
compete with global players in this field ---- the recent decision to partly privatise
Doordarshan's Channel 3 and Government’s cfforts to pre-empt the "Direct To
Household (DTH)’ satellite project of a well known global media giant are
instances in point. We are, however. of the firm view that the Government will
face severc constraints in its bid to compete with powerful commercial interests in
these high-tech areas. The assessment of the role of the Govemment in this regard,
made by IIT, Delhi in its report referred to above is quite approgiriate as reproduced
below: :

“Typically in some of engineering government departments, like
Telecom, theré is every indication of a sizeable off-loading of work. The
issues are not just that of privatisation and liberalisation but an equally
important set of concerns on what constitules the essence of a national
govemnance system, Clearly, matters in Defence Ministry that touch the
security of country shall remain with govemment and engineers would continuc
in their conventional role of planning, designing, maintaining and upgrading
periodically the engineering and the technological system. - But equally likely
appears the strengthening of a parallel trend where the activities of Telecom
Department and the Electronics Department which have a high consumer

“interface shall devolve .to agencies outside the governmental system.
Specifically, the regulatory function including planning, quality control and
monitoring of the govenment would be in the upswing and the manufacturing
and R&D function will get redefined if not substantially down scaled. To that
extent the role of a segment of engincers would get modified to incorporate the
judicial functions.” '
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28.12 The Government has already initiated legislation to
constitute a Telecom Regulatory Authority. The ‘India Infrastructure
Report’ compiled by a 13 Member Committee headed by former Econemic
Adviser in the Ministry of Industry, Dr. Rakesh Mohan and made public by
the Government in January 1997 incorporates recommendations of far
reaching importance and may form the basis for economic refurms in the
country’s infrastructure sector in the coming years. It has been
recommended in the report that the Department of Telecom be co-poratised
as "India Telecom’. We endorse this recommendation of the report. We also
sdvise that the Government immediately create the long-awaited and overdue
Prasar Bharati Corporation.

2813 We have noticed certain degree of redundancy in matenals
management stream as well, particularly afier recent decentralisation of purchascs
made by Directorate General of Supplies and Disposals We have discussed the
issucs on Indian Supply Service and Indian Inspection Service in the Chapter on
Engineering Secrvices. We suggest that the Government consider significant
reduction in engineering work-force in Directorate General of Supplies & Disposals
in the light of its reduced role in procurement of matenals. We also recommend
that the Indian Supply Service (ISS) be abolished in the long run without anv
prejudice to the career interests of the existing members of the Service.

28.14 Finally, we express our agreement with the conclusion of [IT
report that in view of discernible trends noted by us earlier; a major restructuring
of government ministries/departments is 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. '

Selentific Serices

28.15 Transformation of the Indian society in its nolentless mmh
towards progress, self-reliance and global competitiveness, as a 'goal of Science and
tecimology, is one of the major concerns of the Government, Covering a. vanct;
of rields of activity like Biotechnology, energy, ocean development, agriculture,
me.eorology, clectronics, communication, space and atomic cnergy, scientific
scrvices exist in organisations concerned with work rclalmg to-basic or applicd
rescarch, cxperimental developmcnt and design and cngineering.

28.16 Contemporary scientific ‘and - technological activity.
particularly of the rescarch and development variety, is generally carried out in the
Central and State Government S&T Departments, and in some of the socio-
cconomic Mimistries, Non-government organisations, indcpendent 1esearch
institutes and in-house R&D by private sector industry. The Central Government
accounts for almost 3/4th of the total expenditure on R&D activity in the country.
through its national laboratorics and R&D institutions. The Central Government
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Ministnies/ Departmenis and their attached and subordinate offices engage about
32831 scientific & technological personncl. as follows:-

Ministry/ No. of S&T Personnel Total
Deptt./

Organisa-

tion A_B _C D

DRDO 5790 2628 2160 21§ 10793
Atomic 3107 111 700 - 4922
Energy

Space 4848 1685 803 5 7341
DST 171. 469 2958 - 3847
NC Energy 166 3 4 - 173
Sources

Electro- 369 111 55 - 535
nics

Environment 92 373 355 27 847
& Forests

Occan 23 12 2 - 37
Devclopment

Biot Techno- 34 12 25 1 72
logy

DSIR 40 2 4 - 46
Others 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 the time of the
Second CPC the S&T personnel comprised classés LII &111, with a total strength
of 7126. The Third CPC placed the figure at 22,026, covering the first three.
groups. The corresponding figure as in 1994 is estimated at 31,983 The trend of
growth in employing scientific and technological talent in the Central Government
can be gauged from the following:-

CPC ~ GROUPS TOTAL

{and yemj , A B » C
‘Second CPC 929 1427 4770 7126
(1959)
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Impact of
liberalisation

CPC ’ GROUPS TOTAL

(and year) A - B C

ThirdCPC 6928 4835 10263 22026
(1973) (154%)  (9.1%) (5.6%) (6.4%)
Fourth CPC N.A. NA. N.A. N.A.
(1986)

Fifth CPC 17719 6456 7808 31983
(1994) (4.6%) (14%) (-)1.3% (1.8%)

Source : Reports of respective CPCs (Figures in brackeis indicatc ayerage annual growth
ratc over previous CPCs)

28.18 Thesc figurcs show that while there was a planned increase
of 6.4% annually between 1959 and 1973, the annual compound rate of growth
dropped down drastically. to 1.8% between 1973 and 1994. But cven this lower
growth rate is higher than the average rate of 1% for all civilians between 1984 and
1994; it is also higher than the growth ratc (1.4%) of the armed forces; it is only
lower than the growth raic of the central police forces. Juxtaposed with our
scientific achievements, two facts stand out loud and clear. One, the impact of
scientific effort was quahtalwcly and quantitatively iore pronounced, upto the
Third CPC, when economic planning emphasiased a thrust towards development
of industry and infrastructure. In the subsequent decades, therc is a significant
drop, both qualitative as well as quantitative 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
mcdicine 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.

28.19 Development of new knowledge is essential for the development of a
growing economy such as India, particularly in propagating indigenous and
appropriate technologies. With liberalisation, Indian industry is faced with an open
cconomy and being exposed to global competition. Acquisition of relevant know
how is indispensable for success in the market place. Committed to spcio-

.. cconomic growth through adoption of scientific methods+and appropriate
technologies, science and technology has to measure up to the increased pressiires

generated in the process of liberalisation. Scientific institutions, faccd with a larger
necd to generate research funding, will further feel the need for state-of-the-art
technologics to remain globally competitive. Industry is not and cannot be

_expected o allocate scarce economic resources for producing knowledge not

directly related to its profits. A lion's share is expected of the Central Government
for investment in R&D, requiring an appropriate mix for basic and applied science.
It will make economic sensc for scientific rescarch infrastructure to be of use to
industry through appropriatc linkages and transfer of technologies. Industry, thus,
will require a more active interaction with the Government's R&D cffort to exploit
the available expertisc. In this context, there 1s peed to strengthen the mechanism
that nurtures a long term rclationship between domestic industry and rescarch
laboratorics. Scicntific services will require all the flexibility at their command to
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give creativity and mnovation a thrust in this dircction  Government is expeeted
1o play an altered role m thus scenarto.

2820 Keeping in mind the twin objectives of the role of R&D m
Government in the new paradigm  and the need for optimising the size of
Government machinery without sacnificing any of its thrust potcntial. there 1s an
urgent need to carry out certain steps which in our opinion will keep the size of the
scicntific cstablishment of Government in linc with its future rolc.

28 21 We commissioned the Indian Institute of Science. Bangalore.
to suggest policy alternatives for the S&T set-up in Government, keeping in mind
its futurc rolc in governance. We have kept in mind the suggestions of the study
in making our recommendations.

28.22 We -obscrve that a largc amount of R&D cffort within Central

. Government is already carried out by autonomous bodies like CSIR, ICMR, ICAR

ctc. Organising R&D activities along autonomous lines helps not only in creative
flexibility, 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 Government, except for sensitive R&D effort
related to the security and integrity of the country, which should continue to
be done in Government Departments.

28.23 Some stientific research organisations have organised support scrvices
likc supply of parts and components, conducting routine tests, calibration cic.
within the departmentalised units. It is possible to permit supply of parts.
components and services to remain in the private sector without affccting their
working. The Rajan Committee as also the consultancy study have suggested that
for development of linkages of industry with the R&D effort in Government,
scieatific personnel should ba permitted to migrate to industry so that such
anciilary services can be develdped and farmed out to the private 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 descnbed above, should be progressively disbanded and

privatised.

28.24 The Department of Space, Atomic Energy and other research
orgamstns have, over the decades, developed potential for providing commercial
services in general and are frequently engaging themselves in the provision of such
services. We have already noted elsewhere in this Report that the -ole of
Government has to be that 'of a facilitator to augment provision of goods and
services within the economty. It is, therefore, essential that Central Government
should not directly engage itself in tapping commercial potential arising out
of its R&D effort. Transfer of technology for commercial exploitation should
be directed towards the public or private sector enterprises. In the rclcvant
Chapters we have recommended disbanding or privatising of ccrtain scrvices of this
naturc.

2825 We also observe that Ministrics and Departments within the rcalm of
scientific activity perform the functions that overlap with other Ministrics or
Departments or their attached and subordinate offices. The functions of the
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National Atlas and Thematic Mapping Organtsation and the Survey of India and
sonic of the organisations dcaling with fisherics (Fishery Survey of India, Central
Institute of Fishenies. Nautical and Engincering Traiming. Central Institute of
Coastal Engincenng for Fishcerics, Intcgrated Fisherics Procjects. etc.) are cascs in
point. An arca of stnlar overlap is the grant of assistance and advice to
Government- aided institutions by Ministncs and Departments other than those
under whom such institutions fall. We have reccommended in the relevant Chapters
merger of organisations cngaged in such overlapping activities and appointment of
cxpert committees not only to identify the overlapping arcas but also to suggest
thc optimal mix of thesc scientific activitics within Central Govemment. 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 cur opinion should not go beyond the
next five years.

28.26 The Scientific staff arc gencrally engaged in carrying out routine
testing, calibration and experimenting or assisting scientific officers in such work
which includes generation of technical papers. - Such staff are also found to have
common qualifications, but different entry levels. In the relevant Chapters we have
rccommended a large clement of uniformity in the cntry level scales and
qualifications. Wec have also suggested that 1solatcd posts should not exist in
Govemnment as far as possible. Towards meeting thesc two ends as also obtaiming
the optimal mix of scientific talent in Central Government establishments, it is
nccessary that besides automiating large office support functions in S& T activities.
the staff are also trained in multi-skilled operations so that these personnel having
the basic minimum qualifications need not get compartmentalised in a singie ficld
of activity. We recommend that scientific staff should be uniformly trained in
appropriate skill 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 scientific work we recommend that the services should be
obtained from th¢ open market.

28.27 Scientific work is generally creative and does not remain 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 overall assessment in the
modified FCS procedures.

28.28 The above measures have been recommended in order to
organise scientific activity in Central Government on optimal lines without leaving
room for any qualitative and quantitative loss of objcctive. OQur effort should be
to achieve a 30% cut across the board in the Central Government S&T staff
in the next 10 years. We are hopeful that the above measures will go a long way
towards achieving this objective.
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28.29 The hcalth scctor plan cnvisages improvement  of
infrastructurc through delivery of primary, sccondary and tertiary health care and
augmenting rescarch'with the aim of achicving hcalth for all by the year 2000 AD

The institutions and organisations in this scctor arc mainly concerned with medical
relief & supplics, mcdu;al cducauon training & rescarch and community health
Programmes. :

2830 The Medical and Para-medical scrvices together comprisc
about 25,258 personnel, of which 8327 are medical, and the rest para-medical and
support stafl. These personncl are primarily engaged-in the delivery of preventive,
promotive, curative and rehabilitative health care. The Medical personnel are part
of threc organised services - Central Health Service, the Indian Railway Medical
Service and the Indian Ordnance Factories Health Service. There are also some
medical posts outside these services. The para-medical personnel arc orgamised
into 11 categories which help the medical men in delivering the health services to
the community at large. The figures of medical manpower for the period 1959-94
are as follows:-

Service Manpower under different CPCs .
2ad 3ed 4th Sth

(1959) _ 11973) (1986)* (1994)

CHS. 1073 - 3138 3600 5233
IRMS. 3880 2259 1650 2569
ILOFHS. - 521 397 550 275
Others . 658 474 200 250
TOTAL 6132 6268 6000 8327
: Source : Reports of different CPCs
Note : Figures of 1959 and 1973 include some Group B and Group C posts
also, hence the decline, as only Group A posts were counted in later
years
2831 These figures indicate that between 1986 and 1994, the

manpower in medical services has grown at an annual compound rate of 4.2%
which is quite considerable when compared with the overall growth rate of 1% for
civilian employees during the same period.

28.32 - Experiments have been made in the ficld of medical insurance
privatisation of medical, practi¢es, health delivery services, clinic sharing, etc.,
within and outside the country. Various Committces and Government agencies in
the past have gone into the question of organising and re-orgamsmg the health
delivery system and services, in keeping with the goals of primary and total health
care. It has been pointed out by them that there should be no wastage of talent in
the utilisation of qualified personnel for routine dutics, overspecialisation should
be guarded against and curative and preventive measures should be integrated:

28 33 ~ Advances in medical sciences and technologies have kept pace’
with pharmaceutical advances. Sidc by side, the emergence of newer discases and
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re-emergence of near-cradicated ones have made health dehivery a compley and
costly task This has also lghlighted the need for constant upgradation of skills
and cncouraging rescarch and teaching expertence  People of our countny have
fath i the traditonal Indian Systems of Medicme and Homocopathy (ISM&H)
especially as the services provided are generably cheaper and avatlable i small
towns and rural arcas and the remedics are known to be generaliy frec from side-
cffccts. A new Department of ISM&H was created in March, 1995, to give thrust
to this growing arca of indigerous scicnce. The demands made in memoranda. oral
cvidence. expert opinions and replics to our questionnaire, have cmphasised the
need to restructure the health and medical services to make these more cfficient and
cffective without increasing the burden on the common man.

2834 Keeping in mind the above trend and sceing the disturbing’
ratc of growth of medical manpower in the last decade, we organiscd a consultancy
study through the Indian Institute of Public Administration to define the future role
of Government medical services, in the changing socio-cconomic situation in the
country and to suggest measures for restructuring the medical services. The study
has pointed out that health will remain a vital function in Government and. at lcast
in the foresccable future, it cannot be left to market forces which arc driven by
profit-maximisation motive. It has also emphasiScd the role of primary and
community health carc as a Icading onc in the years ahcad. We have kept in mind
the suggestions in the consultancy study in making our recommendations.

28.35 ‘Medical Education and Research is presently being camed out
mostly in thec Central Government and somc autonomous institutions likc
Jawaharlal Institute of Post-graduate Medical Education and Rescarch, National
Institute of Communicable Diseases, Central Rescarch Institute, BCG Vaccine
Laboratory. Central and Regional Leprosy Institutes, Indian Council of Medical
Research, National Institute of Mental Health and Neuro Sciences, Patel Chest
Institute, National Academy of Medical Sciences, AIIMS, PGI, Chandigarh, ctc.
During discussions with us, Secretary (Health) and the Director General Health
Service expressed the view that medical education and research should best be left
10 autonomous bodies or private sector. We have cisewheré expressed our opinion
that creative scientific rescarch requires flexibility and freedom to the extent
possible to bear the desired fruit. We recommend that medical research
institutions should, as far as possible, also be organised in-the form of
autonomous bodies or registered societies.

28:36 The Munistry of Health has recently issued orders recogmising
privatc hospitals for in-patient and specialist treatment for Central Government
emplovees and pensioners. Though we:do not advocate complete privatisation of
medical and health services, there is reason to belicve that such a recogmition
reduces the pressure of manpower on Central Government institutions delivering
health care. We accordingly recommend that at least one private hospital in
each city having a CGHS dispensary should be recognised for in-patient and
specialist treatment of employees and pensioners.

28.37 The Consultancy study suggested that onc wav of attracting
specialists and super-specialists and making their scrvices available through
Government institutions, is to resort to contractual appointments. with some
flexibility to negotiate the terms between the contracting partics. This measure will
obviate the need to have regular medical personnel with very high qualifications
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and costs within Government service A large number of medical personnel i
Government - are also working as general practitioners. though they posscss
specialist and super-specialist capabilucs We recommend that this internal
resource should also be tapped for meeting such requirements. Contractual
appointments should be resorted to wherever Government has a requirement
for specialist and super-specialist services and is unable to fill posts through
normal recruitment channels. .

2838 A number of manpower rcquirements in the ficld of health carc.
particularly of gencral duty officers, nurscs, pharmacists, and some other para-
medicals. arc based on the daily assemblage at out-paticnt points and bed strengths
We are of the opinion that it is possiblc not only to work out such requircments in
individual catcgories. but also an overall norm that can dcfine the requircment of
para-mcdical personncl, given the strength of the medical practitioners in an
mstitution. The consultancy study has also pointed out that such a norm 1s
possible. though it is entirely a new and scparatc arca of study. We recommend
that an expert committee be appointed to study this area, so that norms can
be developed for arriving at medical-paramedical ratios based on bed-
strengths and patients registered at OPDs, to optimise manpower
requirements. - The committee should also look into the possibilities of
multiskilling the para-medical personnel, so that one person can perform
more than one para-medical job.

28.39 There are a number of para-medical and health support scrvices
rcadily available in the open market. Visits to some hcalth care institutions,
including CGHS dispensaries, indicate that much s Icft to be desired in tcrms of
quality of scrvice, promptness, cleanliness. ctc. The consultancy study has brought
out that a number of private medical laboratories for routine testing and other
facilities have now come up in the open market. We recommend that routine
laboratory tests, sanitation and security services should be obtained from the
open market by reducing the Government arrangements after experimenting
with the measure in.some of the more congested dispensaries and hospitals.

28.40 A number of health programmes like Malaria cradication and Filaria
control, TB -Control, lodine Deficiency Control. etc., as also preventivc and
promotive measures have been in vogue for long. A large number of personnel are
cngaged in institutions to run these programmes. We recommend that the expert
commiittee, proposed above should also carry out a review of the effectiveness

of these programimes as part of the Central Government set-up, and suggest

whether the State Governments can now be handed over the implementation

‘of these.

28.4] An optimisation” based on these lines is not likcly to affect the
cfficiency of health services in any way. We hope.not only to freeze, but also to
reduce the size of Government machinery, through these measures, at least
by 30% over a period of next 10 years. Through the above reccommendations.
our aim is to keep the Central Government establishments, employed in delivery
of health carc trim and efficient, without diluting the objective of toial health care.
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Optimezation : The Raclwaye

National
Transport
Scenario: Rail
Road Modal Split

29.1 The railwavs and roads arc two main modes of transport in our
country. The railways are no longer the dominant mode of transport as can be seen
in the relative growth and share of the two in national transportation scenario:

Table 1: Growth of Roads and Railwavs since 1950-51

Particulars 1950-51 1991-92 Percentage increase
1 ngth of roads (Kms) '4,00.000 23.00,000 475

No. of passenger buses 34,000 3,70,000 988

No. of goods vehicles £2.000 16.05.000 1857

Route Km - raitways (Km) §31,596 62,571 17

No of passenger coaches 13,022 29,477 126

No of goods wagons 205.596 5.58.347 1] ]

Locomotives 8.342 16,931 102

Source: Planning Commission - Eighth Five Year Plan

Table 2: Road and Rail Modal Split (Estimates)
Mi y of Surface Transpon Planning Commission ) Average
Freignt Feeight Passenger Fraght  Passenger
BTKM BPKM BTKM BPKM BTKM ATKM
Mode  Year
Rut 1988  182(d3%) 227(20%) 182 (53%) 27(23%)  182(48%)  227(21%)
Road 1985 338(57%) 919 (80%:) 161.(47%) TI9(TT%)  200(52%)  R2NT9%)
Total a20 (100%e} 1146 (1%0°%; 343 (100%) 966 (100%) - inz(lum.\ 10SG(100%)
Table 2.1
Mode Ycar Freight Passenger
Rail 1992 250 (39%) 307 (15%)
Road 1992 384 (61%) 1751(85%)
Total 634 (100%) 2058 (100%)

BTKM - Bitlion Tonnes Kilometres
BPKM - Billion Passenger Kilometres
Source: World Bank report. 1995 on India Transport Scctor
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12 The experts on inter-modal atlocation of tratlic have visuahsed a
nigher sharc of traffic for railways. The National Transport Policy Commutice
which was sct up in. 1978 had projccted a rail-road modal split of 72 - 28 for
frcight traffic. Similarly. the Stcering Committee on Perspective Planning for
Transport Development sct up by the Planining Commission projected 72 percent
share of railways out of 643 billion NTKMs (Nct Tonnc Kilomctres) of
inter-regional freight traffic for 2000 A.D. The perspoctive Corporate Plan of
Railways (1985 - 2000) underlincs the nced for rapid growth of the Railways'
freight traffic on the basis of expert projections in the following words:

“The Railways ........ nced to rapidly expand the freight transport
capacity to kecp in tunc with the ratc of growth of the cconomy. A rcasonable
scenario to plan for would be with 4.5% rate of growth of the economy and 65%
share of the total land freight traffic for the Railways. On this basis, the Railways
freight traffic in the ycar 2000 is cstimated to range between 370 to 400 billion
NTKM."

293 The national cconomic situation has taken a sigmficant new
direction since the projections above.were madc in the *70s and “80s. The Indian
Railways will have to probably plan for a higher ratc of growth than 4.5% of the
globalising national cconomy. But thc Railways are besct with very scrious
problems - inadequatc and slow upgradation of technology: inadequate investments
in the maintenance and expansion of the system; scvere resource constraint marked
by virtual withdrawal of budgetary support, ncgative flow of funds to General
Revenues, annual social obligation of approximately Rs.2,000 crores and
expensive market borrowings through Indian Railway Finance Corporation (annual
lease charges to IRFC on this account are estimated at Rs. 1677 crores in 1996-97
Budget Estimates): and the universally acknowlcdged fact of overstaffing in the
Railways.

294 The maﬂpowcr profile of the railways during last few years
indicates that a very significant 43 to 45 percent staff arc in Group "D’ categories
and approximately 31 percent are workshop artisans:

Group-wise Break-up of Pcrsdnncl cmployed in Indian Railways

Group-wise Break-up 199091 1991.92 1992-93 199394 1995
Group A 7,253 7370 1334 7.672 k7
Group B' 2.039 0,938 6,508 0,106 s
Group 'C -
i Workshop & Artisen 224893 323414 32520 321,341 AT
u Runmng o . 93,748 92,770 91,904 22075
w uhhs 47277 BEET YA A7 512 4,81,083 AR
uroup O - :
i Workshop & Armsan 1,98,009 188,027 1.48.258 191,121 183,443
» Runmng 2168 6.N6 5438 S.085 Aast
w Others P 530872 557,260 554,207 $.20,983 5,06,337
Grand Tota! 16,351,789 16,354,066 16,45,521 16.25,495 16,02,054 .
Total Group ‘f¥ 146,109 752,603 T.47,963 - 2.17,189 6,93,03¢
{(4517%) (43 50%) (45.45%) (44 12%) (43 26%)
Workshop Arisans 1.22,962 5.14,04) 513481 $.12,002 498,230
(Group €+ ) I(.11 66%) 31 08%) 1 20%) (31 38%) (31 1%)
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295 The departiment-wise break-up of employvees 1s shown as under -

Departent-wise 199091 199192 199293 199394 199498
Brcak-up

Adwministration’ 47849 50,381 50,2x8 49 84Y 48,591
Accounts 32,295 31,462+ 3304 30,502 29943
Engincening 1.89.576 407287 4.15.700 4.16,576 4,16 851
Signal & Telecom 769438 76,021 77.425 77,761 75888
Transportatation 193143 192,180 195018 1.90,76% 188,672
Commercial 1.19.421 1.14.267 1,143 1.14.708 1.13.861.
Mechanical 468755 460670 441,051 427379 410,708
Stores 41,480 40.097 19128 38.02% 37320
Flectrical 148,195 1.50.29% 1.52.037 1.53.615 8217
Mcdical 56,800 . 85,269 | 54242 $3.58%06 54,050
RPF - 61.141 60,512 59,065 $7.069 $5.569
Railway Board/other

Railway Offices, )

inctuding RPSF 16,186 15622 15,902 15,657 15411
Grand Total 6,51, 789 16.54,066 16.45.521 16.25,495 . 16,02.051

Source : Ministry of Railways (Railway Board).

296 Indian- Railways is a labour-intensive orgamsation. The
productivity of manpower, thereforce, 1s an important factor for thc organisation in
sustaining financial viability. The Railways havc been successful in arresting
growth of manpower duning the last few years - the total strength of employces, in
fact. has shown a decline during 1991-92 and 1994-95. Thc cost of staff, however,
has been steadily nising as shown below: -

Year Number of stafl as on 31st March  Expenditure on stafl’ Average cost per emplovee
(in "000) (Rs. in Crores) (Rs) at current prices
1950-51 9136 138 1245
1960-61 1157.0 205.2 1774
1970-71 1374.2 459.9 3347
1980-%1 15722 13167 837
1990-91 1651.8 3166.3 3nn
1991-92 1654.1 5760.6 34828
199293 1645.5 65624 39869
1993-94 1625.5 7286.5 44812
1994-95 1602.0 £076.9 50418

Source : Indian Railways : Ycar Book. 1994-95 (Ministry of Railways)

297 The staff costs- arc a substantial 45% of the ordinary working
cxpenscs in the Railway budget estimatces of 1996-97. If liabihties on account of
pension are included, the staff costs will be a very high 59.5% of the working
cxpenscs. ’

Rs. in Crorcs (Budget Estimates 1996-97)

Ordinary Working Expcnses 16,457 _
Staff Wages and other Allowanccs 7,448 (45.3%)
Staff Wages mncluding Pension 9,798 (59.5%)
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29N Experts have expressed serious doubts about the financial
viabihty of the railways 1f the staff-wage bill contmues (o mount in this manne
The financial crisis on this account was predicted by the World Bank m their report
India Transport Sector: Long Term Issues'. 1995 when the Bank quoted from a
report of Ranl India Technical and Engincering Services and its own report of 1992

as under

~“Indian Railwhys has been a remarkably successful financial
enterprisc. especially when compared (o many other ratlways in the world. Despite
the steady crosion of their national freight and passcnger market share. Indian
Railways has been able to show a surplus in most vears and a satisfactony hquidity
situation

In 1992. Bank stafl examined railwav accounts and found that the
true costs of the labour force were much larger than commonly assumed. The
addition to the formal wagc bill of the wages of casual labour. pension payments
and provision of housing, medical carc and cducation and other in kind income
raiscd the true wage bill in Financial Year 1982 to 52 percent of operating
expenses instead of the official figurc of 39 percent. By Financial Year 1991 this
had increased to about 63 percent as rail wages rosc faster than lubour productivity.
In preparing the projected financial statement through the vear 2000 it was found
that the only wav to maintain satisfactory financial health was to assume a stcady
reduction in the labour force from 1,8 million in 1991 to 1.5 million by the ycar
2000 - a reduction in force of about 3.00.000 jobs. This would bring the true wage
bill back down to 50 percent of operating cxpenscs and sustained financial viability
- a positive net result of about 7 billion Rupees. If. however. the labour force stays
constant at the 1991 levels then the Rs. 7 billion surplus turns into a Rs. 17 billion
(about USS 680 million) loss in the vear 2000.

This trend has been identified in a recent study commissioned by
the Railwav Farce and Freight Commuttee as a stcadily rising average capital output

“ratio since 1986-87 and a steeply rising average cost per worker over the same time

period. The inability to realize the labour saving benefits of investments has
reduced dramaticallv the marginal productivity of rail investment while increasing
the debt burden The declining budgetany support of the Central Goyernment is
cxacerbating the problem as funds can no longer be found to replace existing
rolling stock assets. “If the choice is between the wage bill and replacement of
locomotives and wagons the wage bill. at lcast in the short and medium run. will
win and Indian Railways will begin to look more like the other financially troubled
railways of the world."

Source b Indian Railway  Productuvity Improvement Project.
Report No.10054-IN, The World Bank, March 31, 1992

1) Productivity Optimization on Indian Raiiways. India Rail
Technical and Engincering Services. New Delha, 1993

299 The comparison with some other countries i terirs of stat? wages

1s favourable for indian Ratlways but the productivity as measured m-traffic units
per emplovee is very: low as shown in the statement below -
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Medsurement of
Productivity

Analvsis of
Produgtiviry

Country Wages as pereentage of revenue  Traffic Units per employee

France 9o 361
ltaly 8 324
Japan _ 87 1364
Umted Kingdom 75 363
West Germany 126 445~
Swdden 78 873
Spain 83 . 524
Canadian National 44 3036
China 26 391
Former Soviet Unton 39 2219
India 45 318

Source: Railway Fare and Freight Committec Report. 1993.

Although such international comparisons arc not very valid sincc.
Railways differ in sizc. modc of traction, cxtent of automation. level of
tcchnologics, socio-cconomic environment impinging on railways and cven method
of compiling statistics. thc above statistics nevertheless indicate the twin
pheriomena of low productivity and low-paid but unduly large work-force m the
Indian Ratlways.

29.10 The measurement of productivity of a vast organisation like the
Indian Railways is a complex task since this would involve converting all input and
output clements into valucs. We have, however, made a limited exercisc to
cxaminc manpower productivity in Railways by corclating number of emploveces
and traffic carmed by the svstem during the decade 1985-86 1o 1994-95 -

Manpower and Traffic Carried

Year Emplovee in Index Wagon Kms Index  Vehicle Kms Index
Thousands in millions in millions

1985-86 1613 100 15.788 100 7,439 100

1986-87 1611 99.8% 17.:04 10769 - 7.624 10249
1987-88 1618 100.31 17.800 112.74 7979 10726
1988-89 1626 100.K1 18091 114.59 K171 10984
1989-90 1647 102.11 18,736 118.67 8,502 11429
1990-91 1652 102.42 19.230 "121.80 ¥.585 11441
1991-92 1654 102.54 20,292 128.53 - 8,902 11967
1992-93 1646 102.08 20,759 131.49 9.170 12327
1993-94 1625 100.74 21.326 135.07 9367 12592
1994-95 - 1602 99.32 22.001 139.35 9,666 12994
Source: Data on number of cmployces and traffic carricd from Annual

Report and Accounts (1994-95) - Ministry of Railways.

29.11 This analysis shows that manpower productivity: in terms of
wagon Km and Vchicle Km increased by approximately 39% and 30% respectively
against an almost stagnant work-force of 1.6 million during the decade. However.
there has been a hefty investment of Rs.24.126 crorcs in Railways during this

-period.. The decade of '80s is also marked by important managerial innovatfons

which contributed to improvement in productivity.  These inovations included
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RITES study

Staff Reduction
Potential :
RITES-Diagnosn
¢ Study

tramdoad bookmng'. “end-to-end runming’. cosute of vards. steamsheds. ete
mtroductton of new design Box N wagons and passenger coaches wath larger
capacity. We also find that durmg the decade from 198386 10 1994-93_ the output
cost doubled as worked out below -

Output cost per Velcle/Wagon-Km

Year Vehicle Km  Index Wagon km Index
1985-86 © 385 100 202 100
1986-87 436 113.25 224 110.89
1987-88 467 1213 242 11980
1988-89 496 128 83 263 1302
1989-90 557 144 .68 2 8s 14109
1990-91 605 15714 320 15842
1991-92 6.46 167.79 338 165 84
1992-93 7.00 181 82 369 182.67
1993-94 741 192 47 386 191.09
1994-95 779 20234 408 201 98

Source: Annual Report and Accounts (1994-95) - Muustry of Railways.

29.12  The productivity study donc by Rail India Techmcal and Economic
Services(RITES) indicates that despitc improvement in staff productivity in tcrms
of trafffic units, the samc is not reflected in the gross valuc added per rupee of staff

-cost after 1980-81:

Traffic Units and Gross Valuc Added per Worker

Year Traffic Unmits Index Gross Value Added  Index  Gross \islue Added  Index
* (equated NTKMs per per worker (Rs)) per rupde of total cost
worker) of staff ¢ (Rs.)

1970-71  1,22,434 100 4,628 100 1519 100
1975-76  1,44,840 118 5.245 13 1.557 103
1980-81 1,62,040 132 6,511 141 1.996 132
1985-86  2,00.840 164 7,589 i64 1.7%3 1R
1986-87 237,230 177 8.208 177 1.567 104
1987-88 2,26,450 185 8,350 185 1.619 107
1988-89  2:2:4.350 183 8,506 - 184 1.598 106
1989-90 231,510 189 8,791 190 1.636 108
1990-91 239,235 195 9.084 196 1 748 ) 116

* AL 1965-66 level constant tanfT ratcs
Source: Rallway Fare and Freight Commuttec Report, 1993

29.13 . A further increasc in the wage bill of Railwav employecs is inevitable after
our recommendations arc implemented by thc Government. Remedial action
should also be simultancous. The Railway Administration can ignore the writing
on the wall only at its own peril. The Railways will have 1o achicve much morc in
terms of improvement in staff productivity and reduction in manpower than
indicated in the statistics above. A diagnostic study conducted by RITES in 1990
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Fffective
reduction
potential

Consuitancy
Study

Comnussioned by

in Ranhways by the vear 2000 -

Depantmant Stienpth

reductions (in Thousands)
ot aevount of
Steam taction Redundancy Contractng,

Reduced  Productivity Total Netn

Ot Mamte-  Improvenywnt 2 AD
nanee
Accounts 32 Computensa-
tion
Commeraial 116 28 16 4 27
Electrical 136 10 4 25 9 4 824
Fogincering 415 6 18 13 152¢ 132
Mechamical 4§} 75 7 k] 20 70 178 110
Modical ss 1 2% 29 29
Personnel 21 6 Computensa: o 6
» thon
Sccunty ()] 20 2 20
-Stores 3 10 10 10
Signal & Tclecom SK . 12 25 7 4
Teattic 197 20 6 19 R 45
Tota HS77* 78 st 14 87 290 S6R* 407°
Total excluding
458 294

Casual Labour 1466

* Casual Labour 113
Note: This can be adjusted by kecping the fresh induction to the level of 35,000
men per ycar upto vear 2000 against normal wastage.

The staff strength pertains to 1988-89 and docs not include stail in
RDSO, Railway Board and Production Units.

2914 Howecver, after considening the long-term mcasures wiuch
involved major design changes and certain other constraints extcrnal to the rariwav
svstem, the study concluded that the cffective potential for reduction is of the
order of 70% of 2.94 lakhs i.e., approximately 2 lakh. Thc major- arcas of staff

reduction identified by this report arc:

- redundancy duc to phasing out of stcam traction

0.75 lakh

- redundancy in respect of train clerks. trollevmen, personnel staff.
power supply to closed facilitics and residential quarters.
workshop activitics 0.40 lakh improved productvity through
revised incentive scheme 1n workshops and other measures (.40

lakh

- revised norms for permancnt way maintenance (.20 lakh

2915 With a view to updating the staff reducuon potenual asscssed by
RITES n their report. we commussioncd the Insuitute of Apphed Manpower
Researeh (FAMR), Mew Delhi to undertake a hmited study with following terms of

- 265 .



Commissioned b Rescarch (IAMR), New Delhi to undertake a linited study wath followng terms of’

Fifth €1

IANIR s

Assessment

Uiews of the

Ministry of
Rarilways

reference:
1)
1)
i)
-29.16

To critically analyse stafl’ reduction potential assessed by M/s
RITES:

To update stafl reduction potential asscssed by M/s RITES in the
light of significant changcs in ccrtain parameters like increasc in

" traffic and stafY costs, tanfT and capital structurc of the Railways.
_ projected plan size for the 8th and 9th Five Ycar Plans and

decasualisation of casual labour since 1990 and

.To suggest solutions (othcr than retrenchment) for “overstaffing’
in Railways.

The Institutc of Applich Manpower Rescarch cxpressed

difficultics in carrying out the study strictly within the terms of reference on
account of limited time and non-availability of adequatc inputs from the Railways.
They instead used the time-trend method for projecting the traffic and manpower
requircments of railways for the ycar 2000 on the basis of data collccied by them.
1IAMR thus assessed that the 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.

2917

“The Ministry of Railways has strongly' rejected the findings of the

IAMR. The Ministry maintains that

There is some misconception about the RITES report and other
related studies.

The assessment of manpower for Raihways in 2000 AD made b\
IAMR is beyond the scope of the terms of reference of the study
commissioned by the 5th CPC.

What has been assessed by IAMR is the manpowcr requirement
of the railways in 2000 AD as 14.4 lakh stafl whereas actual
number of staff in 1993-94 has been taken as 17 lakhs. I does
not follow that the balance arc surplus in 1993-94, much less in

* 1995-96 wheri the report has been presented and by which ime

the staff strength had come down to 16.02 lakhs.

There are serious flaws in the methodology adopted by IAMR.

The Institutc has relied on time-Trend method for arriving at
projected traffic and projected manpower for the year 2000. The
traffic output has increased, together with reduction in manpower
in the past years. The projections based on statistics pertaining to
these years are not valid'since the underlying assumption 1s that

~ increased output with continuous reduction in manpower can go

on indcfinitely. Morcover, the projections of traffic to be handled
by the Railways in futurc cannot be arrived at by. a sumplc
regression analysis as done by the Institutc.
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Our views

since the patterns of working, kind of output. naturc of availablc
infrastructurc. ctc.. vary from railway to ralway and these
important factors have not been given weightage in their
approach. -

.The Ministry of Railways has also pointed out specific mustakces
in dcpartment-wisc statistics on stafl rclicd upon bg thc IAMR in making its
analvsis and projcctions.

The Ministry of Railways has maintained that the task of
forécasting the future numbcer of stafl requircd for.the railways is cxtremely
difficult and complex and has pointed out following further facts for our perusal -

1) Railways have introduced 521 new passenger trains since 1990.

1) Revenue-caming freight loading has gone up from 319 million
tonnes in 1990-91 10 391 miillion tonnes in 1995-96. In tcrms of
Nct Tonne Kilo Metres of traffic this increasc i1s from 242.78
billions to 2752 billions during the same period.

1) Expansion of rail network compnsing Traffic Facilitics,
Doubling, Gauge Conversion, construction of ncw lincs. cic.,
involving an outlay of Rs.6,364 gcrorcs in the last five years.

v) Despite such expansion of services Railways are continuously
reducing establishment to the extent of about 2% every year.

V) Reduction of staff from 1990-91 to 19935-96 is 0.142 mlhon
(7.97%). Had the traffic output per staff remained at the same
level as in 1990-91, the railwavs would have required 1.972
million staff to handle the traffic during 1995-96. Thus cffective
reduction because of increasc in productivity of staff works out
to 18.6% over 1990-91.

29.18 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 arc also well rdentificd as noted in Railway Farc and Freight Commuttec
Report of 1993:-

"Most of the Steam sheds have been closed; several vards have
been closed: track maintenance has been mechanised on scveral sections:
workshops have becn modcrmised; a number of goods sheds have become
redundant: some of the old train examination depots arc not required with induction
of new airbrakc stock; accounts work has been computenised. and tvping work has
been drastically diminished with the induction of photocopicers.™

29.19 The World Bank report of 1995 on indian transport scctor referred
by us abovc prescribes conventional down-sizing and disinvestment for Indian
Railways. The report also points out that “rail reform s well advanced in other
reforming cconomics and the experience indicates that this is a difficult arca of
adyustaent for polincians, 1ail iabour and management ' T'he report suggests rail
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Views of the
Minisiry of
Railways on
corporatisation

Cur
recommendations

reforming cconomics and the experience indicates that this is a difficult arca of
adjustment for politicians, rail labour and management * The repant suggests rail
rcforms through "un- bundling' of disparate scrvice and cquipment providers into
coherent focussed corporate entities - public and/or private. We can make out from
the response of Railway Administration on this issuc. conveved to us during
official evidence. that railway management docs not consider corporatisation as
fcasible or desirable but there is a growing awarcencss of the need for reforins. The
views of the railway management arc dictated by the harsh reality of Indian
Railways still being a public utility scrvice providing crucial infrastructurc for the
balanccd cconomic growth of the country where rail farc and freight rates arc
determined more by socio-cconomic and political considerations rather than by the
forces of demand and supply.

The Ministry of Railwavs has significantly conveyed to us that
they have vet 1o sce the success and viability of Konkan Railway Corporation. The
Ministry' has noted the progress achicved in developed countrics where the
government owned railways have tricd-corporatisation and privatisation of rail
network with following advantages claimed by them:-

- Better usc of railway asscts.

- Greater responsiveness to the customers.
- Higher quality of scrvice.

- Grceater cmphasis on profitability.

29.20 The Ministry, rcalising thc importancc of making competitive
changes for remaining financially viablc, has conceded the need for divesting the
Indian Railways of manufacturing activities in the context of non-progression
of technology and quality. However, it considers the wholesale corporatisation
of Railways as non-implementable for the following rcasons:-

i) Indian Railways is thc most visiblc svmbol of Central
Government and peoples' expectations from the Railways are
enormous. Expansion of the rail network in any area has come to
symbolisc development in public perception.

i) -Whilc private ownership mayv do better in terms of productive
cfficiency, this is out-weighed by losscs of allocative cfficicney
and other non-commercial vet critical socio-cconomic outputs.
Indian Railways is in many ways a binding forcc and symbol of
national integration which would be lost if it is corporatised.

ut) The capital at-charge of IR bclongs to the public and any attempt
at complete commercialisation will not bc supported by the
public.

) There is no empirical cvidence Lo prove: that corporatisation
per-s¢ will improve the overall health of the system. especially in
a sct up where the management: and staff remain more or less the
samc cven after corporatisation.

2921 We would like to express our views on the various aspects of the
problem as under -
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Conclusion

b) Privatisation:

c) Optimization:

d) Redeployment:

29.22 In conclusion, we

to whether the 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 scparate corporate
entities.

Certain initiatives already taken like the
contracting out of big projects on gauge
conversion, doublings  etc., under
Build-Own-Lease-Transfer Scheme, Own
Your Wagon Scheme and privatisation of all
future catering services, etc., must go
forward apace. The Railways must look out'
for other avenues where the private scctor
can bé involved in its work. Some obvious
areas are sanitation, maintenance 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 have too much
manpower. Without quibbling on the exact
number of surplus employees, the railways
must abolish all vacant posts, not create any
additional jobs and reduce manpower
annually by 2 to 3% for the next 10 years.

There should be plans for retraining and
redeployment of some staff against new
services and prpjects, so that there is as little
retrenchment as possible. A 3% cut is
possible even with normal attrition due to
retirement, death and resignation.

would endorsc the following e::!iénation of the

Railway Farc and Frcight Committce (1993) for the railway management -

“Financial viability and futurc development of Indian Railways
will depend on how much they can reduce their expenses and unit costs in the
coming vears. Wc fecl that at least three percent of cost cscalation should be

absorbed by IR every vear to be

ablc to keep the tariffs low and keep the costs

down. To raise the productivity of scrvice work, it cannot be done by governmental
or pohtical action. It is the task of managers and cxccutives in the railway
organisation. It is the first social responsibility of management in the knowledge

socicty”
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Optimization : The Postal Services

History

Network

GENERAL INTRODUCTION

30.1. Postal scrvices arc among the oldcest known community scrvices in
the country. Systematic organisation of the Postal scrvices in the present form

‘began with the creation of the Department in 1854. With the promuigation of the

Indian Post Office Act, 1898, all privatc transmission of lctter mails was integrated
with the centralised Government postal svstem. The Act continucs on the statutc
book. " The Postal scrvices are based on the four pillars of universality. statutory
protéction, parliamentary regulation of ratcs and rcasonablc liability for mail or
remittance. The services offered by the vast postal nctwork play a crucial
infrastructural role in the socio-economic development of the country.

30.2  India has the largest network of Post Offices in the world - 1,52,786 Post
Offices (89% of them in rural areas) - handling over 13,339 million postal articles
annually. These Post Offices arc organiscd into 19 Postal circles comprising onc
or more States/Union Territorics, structured into 435 Postal Divisions hcaded by
a'Divisional Superintendent of Post Offices. ' Post Offices are classified as Head
Post Offices (834), Sub-Post Offices (24,818) and Extra-Departmental Sub- and
Branch Post Offices (1,26,385). Of these 1,45,966 Post Offices (96%) perform
the delivery function, and 170. provide night postal facilities. On an average. cach
Post Office scrves a population of 5,553 within an area of 21.60 sq. km.. To
operationahise such a vast network, the Postal Services are manned by 5,96,062
personnel, over 3 lakh of them being extra-departmental. Further, there arc 573
Sorting Offices and 438 Record Offices, under Railway Mail Service Divisions
handling sorting, routing and transmission of postal articles.

EMERGING SCENARIO

30.3  Earlicr, the Postal scrvices enjoyed a monopoly status, the traditional view
of the service being that it is a social responsibility. As a Government department,
the postal scrvices enjoy a reputation of a public utility service with a lcgal sanction
backing it, in as much as the proof of delivery of any postal article furnished by the
Post Officc is acceptecus a legal document in any court of law. Therc is also a
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growing rcalisation that postal services cannot remam utaffected by market forees
and commercial considerations. The postal cnvironment has been transformed in
the course of the last six vears. The global cmergence of private couriers. largely
in the morc remuncrative traffic arcas, coupled with the onslaught of information
technology-based cloctronic communications, indicatt the changing necds of postal
end-uscrs. The combination of objectives, prioritics and constraints rcquire review
in this changed cnvironment. Commercial potential of postal scrvices has come to
co-cxist side by side with the nced to meet social cbhigations. The tapping of the
Panchayati Raj system for aiding rural Postal senivees in the form of Panchayat
Sanchar Yojana, along with steps to upgrade the quality of Postal services to mect
the changing nceds of the market, tangibly reflects such a situation.

NEED FOR RESTRUCTURING POSTAL SERVICES

304 The objective of the Department of Posts is to cnsure an cfficient,
cconomical, spcedy and reliable postal service in the country. In rendering this
scrvice the Department's mission is to reach both quantitative and qualitative
excellence aimed at total uscr satisfaction.

305 -The Third and Fourth CPCs both attempted to highlight the necd for

-efficicney and cffectiveness in the Postal Services. The Fourth CPC recommended

that the Postal services and personnel management may. be reviewed by a
Committee so that it is possiblc to achicve postal excellence and give satisfaction
10 thosc employed in the vast infra-structure of the Dcpartment.

306 An expert Committce on "Quest for Postal Excellencc” observed in
1988-89 that many of the ncwer organisations 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 practices. The
Committee noted that the postal service 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 incrcasing man-power costs and availability of
new technology; and (c) respond to the low morale of the postal employees who do
routine manual jobs which offer no chance of upgradation of their skills and
sclf-development. ’

30.7  Since the time of the Postal Excellence Committee, there has been a
planned cffort to modemisc the postal system. Beginning with Specd Post on 15th
August, 1986, a number of new services and strategies have come into operation.
Introduction of automated mail processing, computerisation of counter and other
operations, including Hybrid Mail and Satellite Moncy Orders. value added
services; dedicated transmission channels for Business, Mctro and Raydhani Mails.
crgonomics and other technology inductions arc outstanding instances of the efforts
1o meel the modern market challenges.

30.8  Onthe service front, aspirations of the users with respect to postal services
need to be met without dislodging the social objective. Age-old practices require
a fresh look towards modemisation and cfficient postal scrvices. There is.
discernible anxicty to meet the cmerging market challenges in the face of a growing
perception that the postal services have not been able to meet the-cver increasing
demands of postal traffic. There is substantial evidence to suggest that subsidy
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amed at meeting social objectives of the postal serviees. s divernted to the
advantage of commeraal users. Memoranda reccived m the Comnussion also pomt
to the need for greater autonony for the postal services to meet the challenges off
a changing socio-cconomic cnvironment, such as upgrading the Postal Services
Board and vesting 1t with more powers 1o take financial and adnmmistratine
decisions, freédom in operation of the pricing regime vis-a-vis the costs and market
conditions, and mecasurcs to contain the postal deficit. so that the scrvices can tap
the cxisting and futurc commercial potential and turn mto an cfficiem and
profitable venture. The postal deficit was at the level of Rs.262 99 crores in the
fiscal ycar 1989-90, which came down to Rs.91.81 crores in 1992-93. By 1994-95
the deficit had again nsen to Rs.146.14 crores

CONSULTANCY REPORT ON RESTRUCTURING

309  Rceogmsing the need for change,we cngaged the Faculty of Management
Studics. University of Delhi. to study the arcas of restructuring in the postal
scrvices. with a view to identifving its strengths and weaknesses 1n the face of
changing soacto-cconomic scenario and cmerging pattern of demands for postal
scrvices, and suggesting alicmatives to the existing structure and functions and the
changes nccessary  for providing accurate, speedv. cost cfficient and
customer-fnendly postal services, including mcasurcs 10 optimisc the manpower
deploved in the Postal services.

30.10  The Consultancy Study obscrved that though the postal network in India
1s onc of the largest in the world with a penetration that is wide and decep. its
capacity as a nctwork to copc with the cmerging scrvice demands i terms of
magnitudc, range and quality is currently under doubt. Rising costs of opcrations
and escalating nced for budgetary subsidy arc ncither nccessany nor desirable. The
Department is showing cvidence of strain and overstretch. It is currently facing a
cnisis of mismatch of two major kinds - first, its currcnt competence and attitude
on the onc hand, and the magmitude of growing demands on the other; and sccond.
its overwhelming prcoccupation with the familiar services at low cost and falling
levels of efficiency on the one hand. and a fast growing, highly demanding and
considerably lucrative cmerging market in the urban business sector on the other.
It further netes that despite the efforts at modermisation and introduction of
strategic chanyes in the recent past, there is still substantial scopc for optimisation.

30.11 The study has madc several suggestions on restructuring the postal
services. These have taken into account the need for eliminating obsolete and
incfficient units, creating newer onces for more cfficient and cffective functioning
and acquiring ncw capability to scrve emerging needs, as also reorganising the
organisation's manpower structurc. We have kept in vicw the suggestions made by
the Consultancy Study m making our rccommendations.

RECOMMENDATIONS FOR STRATEGIC CHANGE

30.12- As our major focus 1s on personnel, we would like to take up
personncl-related i1ssucs first. The attempt here should be to recrunt the right kind
of persons to the vanous jobs. They need to be younger in age, more educated and
a larger pereentage of them should be sclected on merit rather than mere senionty
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3013 We note that no direet recnmtment takes place at any of the operat:ve or
higher levels between Postal/Sorting Assistants (Rs 975-1660) and the Indian
Postal Service Group A (Rs.2200-4000), though scveral functional levels exast
The operatve cadre of Postal/Sorting Assistants provides for dircet recrmiment to
the extent of 50%. whilc Postmasters. Inspectors and Postal Superintendems are
recruited entirely through depanimental channels. The Third CPC. while obscrving
the need for greater cificiency in the P& T services. recommended reduction of the
promotion quota from 50 to 25% at the clerical level and introduction of direct
rccruitment to the tunc of 25% at the level of Inspectors, subject to imorovement
of pay scalcs for the later. The Fourth CPC also observed a simila: need and
recommended an clement of direct recruitment both at the level of Inspector as well
as at Postal Supenintendent's level. to meet operational cfficicncy and lexibility i
deplovment.

30.14  The Consultancy study has suggested that with changes in uscrs’ demand
patterns and the Department's ongoing cfforts at  modcrmisation  and
rc-organisation. there 1s an urgent need to bring down the age profile of the
workforce. and raisc the entry level educational standards. talent and innovative
capacity . It has also suggested scgregation of entry via the Extra Departmental
Agents route. Since almost 80% of the cmployees risc to higher levels through
intcrnal mechanisms, this results in a larger part of the organisation reflecting an
agce profile devoid of fresh. voung and competiive talent from the open market.

30.15. We, accordingly, recommend that direct recruitment at the entry
level below that of Postman may be kept at 100% with a minimum entry level
qualification of 8th Standard. Postmen/Mail Guards may. be recruited
directly from the open market to the extent of 25% with at least matriculation
qualifications, the remaining 75% being recruited through the existing
mechanisms. As the Department has embarked on a long term modemisation and
computcrisation programme, direct recruitment at the level of Postal/Sorting
Assistants may be retained at 50%, as at present, with the entry level
qualifications being raised to 10+2 standard with knowledge of 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 of such recruitment being absolutely essential, direct
recrditment to the extent of 33-1/3% may be introduced at the level of
Inspectors with minimum entry fevel qualifications of Graduation, This
recruitment can be made through the Inspectors’ Grade Examination
conducted by the Staff Selection Commission annually. The remaining
66-2/3% vacancies can be filled through the existing mechanisms.

30.16  Thereis ademand for upgradation and merger of Inspectors in the Postal
and RMS Branches inter-se as also merger-at the higher level of Assistant
Suncrintendents in both branches. While the Consultancy study has suggested
merger of these two strcams with that of Supervisors. it has also pointed out that
duc to non-availability of time-bound promotions to inspectors and placcment
below those they supervisc there has beent an crosion of supervisony authonty
Supervisory function in the postal services needs to be mmproved.  Inspectors
constitutc the key personncl in this respect. The neglect of this categon has been
costlv. The Department has suggested that Inspectors need to be upgraded to
restoic the command structure and that Supervisors being crucial for continuity in
operative work. should be Kept as a distinct strcam  Merger of the Inspecto: ial
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cadres should be effected between the Postal and RMS Bianches. The Thared CPC
did not tavour merger as the two sides carnied different nature of duties  The
Fourth CPC considered the question of merging not only the Inspectors but also
Postal & Sorting Assistants as well. 1t felt that mstcad of a picce-meal and
fragmented approach, cadre restructuring should be comprehensive to take care of
all relevant aspects and safcguard carcer interests. However. it did not recommend
any. merger of the two branches. We obscrve that the following Inspectonal posts
cxist in the two branches:-

PAY-SCALES POSTAL BRANCH RMSBRANCH TOTAL

Rs. 1640-2900 ASPOs - 1.362 ASRMs - 345 1.707
Rs. 1400-2300 IPOs - 1,905 IRMs - 173 2.078
TOTAL. 3,267 518 3785

30.17 Inspectors in both branchcs form feeder grades to the posts of Assistant
Superintendents who, though functionally diffcrent, merge at that level. only to
form a feedcr grade to the Postal Superintendent Service. Inspectors form the first
cxecutive rung for postal and mail operations, for fecding the first rung of Junior
Managers which is common (o the two Branches. We feel 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.

30.18 Time-bound promotions provide adcquate carecr growth opportunitics for
the opcrauve personnel upto HSG-1I, and thereafter, vacancy bascd promotions to
HSG-I and a 6% cxamuination channel in the Postal Supcrintendent Servicc.
Because of higher qualifications and skill input required at entry. that we have
suggested above, we also recognise the need to place such entrants at a higher cntry
level pay-scale. We have kept this in view while giving our rccommendations on
the revision of pay-scales, in the relevant chapters.

30.19° The Postal Federations have also demanded introduction of a fast track for
the meritorious and qualified personnel in the higher echelons of the middie level
operative structurc. The Department aiso feels that such a mechanism will be
extremely uscful in the matter of flexibility to meet competitive market demands.
as also man the critical arcas with the best available talent. We arc of the opinion
that such a mcasure will go a long way in rccognising cxccptional talent and
improving cfficiency in the performance of the postal services.  Generally, the
Department has a systcm of examination for internal recruitment to the grade of
Postal/Sorting Assistants and Postal Supcrintendent. 50% of the vacancics in the
former grade arc filled by direct recruitment. 75% of the vacancics in the grade of
Supenintendent arc filled by promotion and 6% through departmental examination
of supcivisory operative staff. Keeping in view the above position, we
accordingly recommend that the vacancies under the Departmental
examination system for the levels of Postal/Sorting Assistants and Postal
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Superintendents be reserved to the extent of 50% and 19%. respectively, for
such a fast track.

30.20  Shortages of manpower have ofien been cited as the simgle largest factor
affecting the cfficiency of the Postal services. The Marathe Time Test is a standard
vardstick developed by the Department of Posts since 1951 .te asscss manpowes
requirements in the post and mail offices  Posts arc “crcated” based on man-hours
revcaled by the test. The norms arc also cited to justify manpower shortages. The
consultancy study has suggested that the norms and productivity measurcments
should be made upto-date to.dctermine meaningful staffing pattcrns and cfficient
cvaluation of performance. The study has further pointed out that despite the
existence of nomms no action is initiated at testing actual performance. except in-the
RMS through periodic tests for increment and cfficiency bar. in the first ten years
of a sorter's service. Manpower shortages arc. thus, cited as a blanket thrust arca
for improving cfficicncy. The Department nceds to follow a morc rational
approach bascd on an objective assessment of nced, and also find newer wavs,
through modemisation, computcrisation and rcorganisation for improving
cfficicncy. The norms need to be updated and resct. The old norms based on the
Marathe Time Test have lost their relevance, and are now only helping the staff 10
obtain overtime pavment cven when it is not justificd.. The Department’s view 1s
that modcmisation- and mechanisation cfforts have been initiated to mcet
rcquircments of cfficicncy. There 1s need for change in work culture. upgrading
skills and lcadership at supervisory and management levels, and making ficld units
scif-sufficicnt. We find that with the cmergence of automation, computcnsation
and modemisation, not only have the norms become outdated, but cven for existing
mcthodologics no new norms have been developed.  The inherent dysfunctionahty
1s manifest in the fact that they arc based on “time” rather than “piccc”. Time taken
for a transaction is different for different persons in a given technology, but it could
vany for the same set of persons using diffcrent technologies. Conschcn_lly, picce:
rates have to be conditional on the specifications of technology. The nonns also
do not provide for constant improvement over a period of time as the skill of the
worker improves with experience. There is an urgent need to redefinc the basis of
the norms as also the norms themselves. To begin with, the:Marathe 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. The revision of norms must
incorporate a factor for upgraded skills by cxperience as wéll as training in ncw

‘technologies.  These norms can, thus, be used for staffing to meet traffic
. requircments and working out incentives for higher efficiency. The higher norms
“ should be used at successive stages bf assured career progression.

30.21 Among the operational arcas of the postal services, sorting has been
a major concern with the management as well as staff. Whilc the Federations of
Postal Unions have demandcd re-opening of Sorting Sections, the Consultancy
Study has suggested scparating the sorting functions from other postal functions
by: relocating them at morc suitablc suburban locations in order to pool the
requircments and for speedier sorting through mechanised means. It will also be
conducive to the cmergence of a ncw physical layout and office environment so as
to ensurc an optimal restructuring. Both suggestions in fact run in diametrically
oppositc dircctions. While the former suggests mobile sorting on running trains,
the latter specifically desires to scparate the sorting function from the Post Offices
w favour of suburban (but stationary) relocation. Till 1984, the process of sorting.
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routmg and transnission was also done on runming trans through sets ol travelhag,
mail personnel known as “Sorting Sections™  On a reorgamsation of the sorting
pattern. the Departrment abolished sorting work on runming trans. concentrating
i at stationan locations in the existing “"Mail Oifices”. The Department neather
favours rcopening of sorting scctions, as the sorting patticrns have undergone
substantial changes, nor scparation of sorting function from the Post Offices. as
both mcasurcs would Icad not only to further dclays in mail transnussion and
delivery, but also reverse a conscious decision taken for improving cfficicncy We
feel that delay in mail transmission and delivery cannot be assigned to the abolition
of crstwhilc sorting ‘sections. Delays take place duc to missorting. misrouting or
misscnding, which are all rectifiable by better supervision rather than by sorting on
running trains. Routing and transmission s still donc on running trans by handling
only closed bags through “Transit Scctions”. Morcover. running trains arc
unidircctional and mails arc scnt entircly pre-sorted for destination mail offices.
instcad of the carlicr system of loading unsorted mails in "Sorting Scctions”
Reopening Sorting Scctions will also involve substantial additional manpowecr.
We, therefore, do not recommend such a measure. On thc question of
rclocating the sorting function, we obscrve that sorting and transmission 1s alrcady
specialised and concentrated in RMS for detailed sorting purposcs. Post Offices
arc cngaged only in prchminary scgregation of mails for facilitating the detailed
sorting at RMS. In the process, about 40% of postal articles get finally sorted out
for dclivery destinations without intervention of RMS. Lack of mechanisation s
nol duc to non-concentration of articles, but more because of non-standard sizcs of
postal articles and improper pin-coding. Shifting sorting work from Post Offices
to suburban specialised Mail Offices will introduce an clement of in-built delay in
transmission from collcction centres to suburban locations and back. Sorting and
transmussion has necessarily to be located closer to modes of transport. mainly the
Railways and Airlincs for spced. We do not agree to the suggestion for
relocating the sorting function.

30.22 Demands and suggestions have also been madc in respect of the Agency
functions of Savings Bank and Postal Lifc Insurance, and for the merger of the
National Savings Organisation with the Post Office Savings Bank. The Postal
Federations have demanded scparate cadres for these ficlds of activity. with pay.
allowancces and scrvice conditions comparablc to banks and Public Sector Units,

on the ground that these arc specialised functions and the work is not dissimilar to
that of such orgamsatnons Postal Assistants man th: Savings Bank and PLI setup
at the opcrative end. The former arc posted on the basis of an aptitude test for
Savings Bank and arc paid a special allowance of Rs.60/- per month if fully
engaged in savings bank work. and Rs.30/- per month if partly engaged. In the
PLI, busincss 1s canvasscd through specially cngaged Development Officers from
among Postal/Sorting Assistants with S ycars' scrvicc on a 5-ycar tenurc. The
Department of Posts has obscrved that sufficicnt number of voluntecrs for aptitude
test and posting in SB Branch arc not forthcoming and officials not qualifying the
test arc posted for SB work, thus rendering them incligible for the allowance.

There is also a Savings Bank Control Organisation which carrics out concurrent
intcrnal audit of the SB transactions of tHe Post Oftices. This is also manned by
Postal Assistants. Though the Department agrecs that work in the SB Branch is
comparatively more complicated, skilled and risk-prone, it is not in favour of
constituting a scparatc cadre, but has suggested grant of-allowance to all operative
and supervisory personncl doing SB work at higher rates in the cxisting
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arrangement to attract sufficient staff. Neither docs it favour a separate cadre of
PLI manpower. We agree with the viewpoint expressed by the Department i as
much as the stafl'in these two umits arc concerned We accordingly recommend
grant of higher allowance to attract Postal Assistants for the aptitude test, as
a 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 Rs.150/- per month for staff fully engaged in SB work, and
Rs.95/- per month for those partly engaged. Staff in the Savings Bank Control
Organisation will not be eligiblc for this allowance as they arc engaged only in
concurrent intcmmal audit, without actually performing the savings bank function

The existing arrangements for Postal Life [nsurance arc sufficient and no change
s called for.

30.23  As regards merger of National Savings Organisation with the Post Office
Savings Bank, we note that the two fuictions arc entirely different. While the Post
Office performs the task of Savings Bank only as an agency function for the
Ministry of Finance, the National Savings Organisation is a subordinatc officc of
the Ministry oversceing the mobilisation of small savings and developing
programmes and schemes for the purposc.  The central role of the Post Office in
the cconomy is that of a carrier and distributor of mails. The agency function 1s
entrusted to it only because of its extensive network and reach. We do not feel it
desirable to saddle the Post Office with resource mobilisation functions in
addition to those it already handles.

30.24 Dcmands in various memoranda have voiced concern over the
"loss-potential” of the Postal scrvices in the existing price and traffic management
rcgine, leaving virtually no room for manouvcrability to tap commercial potcntial.
The Consultancy study has recommended that the postal services must have market
orientation and cost consciousncss in order Lo survive as an cfficient and respected
service agency. It has pointed out that the Department's finances arc overstretched.
and there is lack of clanity in the commercial and social objectives of the
Department. There is an inhcrent mechanism in the system to incur losses in the
namec of public service. There is a mismatch in the Department's overwheiming
preoccupation with the {amiliar services at low cost and falling levels of cfficicncy
on the onc hand and a fast growing highly demanding and considerably lucrative
cmerging market in thc urban business sector on the other. The study has
suggested the setting up of a permancnt Tariff Committec and a Strategic
Management Group to go into these twin arcas. The Department fecls that the
scrvices have been subsidized by keeping taniffs artificially low, and post officcs
opencd with an in-buiit clement of "permissible limit of loss”. The Department is
alrcady siczed of the problem and has endeavoured to bridge the resource gap by
optimising productivity. Recognising the existence of commercial potential in the
postal services, we arc convinced by the argucments put forth by the Consultants,
The usc of post cards by competing telcvision channcls to market themselves for
larger viewership is a classic case of diversion of subsidy from social objectives to
commcrcial usage. The problem requires solution in terms of both costs as well as
tariffs. Sccretary (Posts), during official evidence, was of the view that the two
existing posts of Assistant Directors General in the Costing and Rates units
manned by personncl of the Central Secretanat Service were sufficient for the
purposc. Besides. there was onc post of Assistant Director General (Staustical
Unit) encadred in the Indian Statistical Service, along with independent CSS and
statistical stafl m cach of thesc. We suggest that the Department should
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cxamine the feasibility of encudering the posts of the Costing and Rates Uinits
in the Indian Cost Accountants Service and reorganise the threc hitherto
separate units into a.professionalised Costing Unit headed by a JAG Officer,
responsible directly to the Postal Services Board through the Senior Deputy
Director General. While there may be no need for a separate and permancnt
Tariff Committee, the Postal Board itself should perform this function
through greater autonomy for all areas of postal services catering to a
"market". Market orientation should be directed at the free play of the
forces of 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 Board can be fully vested with for the purposes of
commerce-based tariff fixations. Thc constitution of a Business Planning
Dircctorate, in our vicw, is a sufficicnt beginning towards a Strategic Management
Group. which must come from within the Organisation.

30.25 This brings us to the question of commercial potential of Postal scrvices.
The Consultancy study has identificd a vast commercial potential in the ficld of
Specd Post, Postal Lifc Insurance and Busincss Mails and has suggested
corporatisation of these ventures for tapping the potential. It has also suggested
privatisation of ccrtain opcrations not only for rclicving Government of any
commercial activity as fas as possiblc. but also improving cfficiency and
productivity and reducing the sizc and presence of the public sector for savings of
resources. It has been able to find only marginal evidence of privatisation in other
countrics. The studv suggests launching of a retail privatc network for saic of
stamps and stationery as the rate of growth of Post Offices has declined during the
last five vears and counter facilities are now located at considcrable distances.
particularly in new satellitc townships. It has also suggested revival of privatc
booking of Registered and Speed Post articles through authorised agents for
rcducing counter pressurc and to provide cffective edge in cfficiency and
availabihty of Postal scrvices. An innovative measurc to augment delivery
cfficiency has also been put forth. The study fecls that privatising all delivery.
except Moncy Orders, Registered and insured articles. on commission basis has
substantial potential for bringing about cfficicncy and cffectiveness in delivery
work. The Secrctary, Department of Posts. during oral hcaring beforc the
Commission, favourcd autonomy in ccrtain operational arcas. like Speed Post and
Philately, for generating revenue through commercialisation. He did not, however.
favour corporatising Postal lL.ifc Insurancc and Savings Bank becausc of legal and
other complications. The Department of Posts provides a social scrvice. Certain
functions; likc stamp vending and conveyance of mails. had alrcady been in the
privatc scctor to a great extent. He felt that reliability was a prime consideration
in these matters. Privatisation could be tricd out in some scrvices. Competition
in delivery of mails could be introduced, though it required amendment of the Post
Office Act, which postulated transmission and dehvery as 2 monopoly function of
the Government. A licencing procedure could be introduced, along with a
rcgulatory authority. We arce inclined to accept the suggestions made. Speed Post
and Philately may be corporatised for greater autonomy and marketability.
The Department must, however. first cnsure availability of funds for capital
mnvestment and terminal benefits to be paid to Government employeces on switching
over to a Corporale sct-up. Sale of stamps, stationery and postal orders may
be considered for organising through a retail private network. Clearance of
letter boxes, conveyance of mails and delivery of articles not requiring proof
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of delivery may also be considered for private participation, experimentally,
if necessary, through contractual arrangements. The system of Licensed
Postal Agents, that existed upto the late 1980s may 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
or private agencies may be considered on experimental basis in newer
delivery areas, where redeployment is not possible, at least of all mails for
which no account is kept duririg the course of postal transmission. The
scheme, if successful, can be gradually introduced to other centres. Therc arc
other arcas where private contracts should be adopted for optimising the sizc of
Government machinery in the Department. These are canteens, security,
cleanliness, and gardens. Isolated posts such as carpenters, electricians,
painters, book-binders, etc., handling services freely available in the market
should also be abolished in favour of such open market facilities. A scparatc

“establishment is not considered necessary for the purpose.

30.26 The question of optimising the sizc of Government machincry has been
considered in consultation with the study group and the Department of Posts. The
study group has suggested that Mail Motor Scrvice and Postal Civil and Electrical
Wings should be disbanded. The former is a costly drain on thc Dcpartment's
resources, with difficultics in getting qualificd personnel to run the services. The
latter had no logic at the stage of its crcation and its idlc capacity is also a drain on
resources, not justifying its contribution in terms of architecture, layout and quality
of construction. The Organisation also supports a Postal Machines Repair
Organisation (PMRO) for scrvicing, repair and maintenance of postal machincs
and a printing press at Bhubancshwar planned for catering to the form-printing
requirements of postal circles in that region.

30.27 The Mail Motor Service (MMS) employs a total of 2847 pérsonncl, of
whom 18 are automobile engincers at Group A level. The Unit conveys mails
between Post Offices and Mail Offices within local limits of cities. The larger
units include in-house rcpair workshops. It has 1103 vehicles spread over 91 citics,
largely metropolitan towns. Inter-city mail convevance is already privatised to a
considerable extent. During oral evidence, Secretary (Post) informed that MMS
1s already frozen and 1s being phased out. We note that MMS conveys about 8%
of the total traffic in postal articles. It is expected to provide reliable time-specific,
intra-city mail movement, and also remain available in restricted, congested and
security-sensitive arcas. We arc aware that cven the Police Departments are now
resorting to regular private conveyance of personnel and goods. There is no reason
why private conveyancc 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.

30.28 The Postal Civil Wing looks after the construction, repair and maintenance
nceds of real estatc of the Postal Department, comprising over 26,000 operative
buildings and staff quarters. It also assists the Department in fair rent assessment
of over 24,500 rented buildings all over the country, including those in the rural
interiors. The Wing is actually under the administrative control of the Department
of Telecommunications. The Department of Posts only maintains a skeletal sct-up
of 1721 staff and officers for both Civil as well as Electrical works: The existing
sctup scems quite adequate for thé purpose allocated to thein and may be retained.
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30.29  Theé Postal Mackines Repair Orgamsation has two operative workshops
at Delln and Madras with some staft posted in Postal Circles also. 1t has a total
staff strength of 80. headed by a Scnior Manager (Rs.3000-4500) 1t undertakes
repair. mamicnance and overhauling of various machines like Franking Machines.
Hasler Machines, Registrex. Adding and Listing Machines. Weighing Scalces and
other clectro-mechanical devices.. It also undertakes fabrication. stocking and
procurcmient of sparcs, besides providing R& D support related to these machines
With the ongoipg modernisation programme and induction of modcrn technology,
cven al thc most intcrior locations, where supplicrs and privatc Annual
Maintenance Contracts (AMCs) arc unable to reach out promptly, the organisation
may bc retained for the time being. However, the Department should move
towards a system of AMCs, specially for sophisticated and costly equipment.

30.30 The Printing Prcss at Bhubancshwar cngages :about 150 personnel and
works to only 60% of its installed capacity During oral hearing, Sccretany (Post)
was of the opinion that the press should cither be strengthened or taken over by the
Dircctorate of Printing. There appears to be no casc for strengthening as the Press
1s not working to capacity obviously becausc of inadequate workload. With ample
'market avenues available for printing work, we feel that the press should be
disbanded.

CONCLUSION

3031 It is our carnest hopc that with the implementation of the above
rccommendations there will be a 30% reduction in staff on an overall basis over a
peniod of one decade, and the Department of Posts will thus fulfil its twin tasks of
providing a scrvice to the customers and not imposing a burden on the national
exchequer.  This will be done by concentrating on the priman tasks which
Government should perform and allowing its commercial wings and the private
scctor to look after the lucrative section of the market. With a younger lcaner,
better cducated. meritorious and well-supervised workforce. it can certainly be
transformed into a beacon-light of cfficient functioning,
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GENERAL INTRODUCTION

31.1 Telocommunication (Telecom) scrvices constitute a basic need for
a modern devcloping socicty. With the bifurcation of the erstwhile Post and
Telegraph Department in 1985, and- the emergence of the Department of
Telecommunication (DoT) therefrom, the telecom sector has witnessed rapid
organisational and technological innovations and changes. At the time of
bifurcation, the services were minimal, providing basic telephony, telegraph and
telex services. In April, 1986, the Mahanagar Tclephone Nigam Lid. (MTNL) was

carved out as a PSU, for development, operation and management of tclecom

services in Dethi and Mumbai. The Department was further restructured in 1989.
with the constitution of the Telecom Commission.

31.2 The personncl manning the Telecom services are organised into six
functional arcas, namely Telecom Engineering, Telecom Traffic, Building Works,
Accounts and Finance, Telecom Factories and Wireless Planning and
Co-ordination. In the first five arcas the Telecom is distributed group-wisc as

follows:- » A —

FUNCTIONS - - GROUPS TOTAL
A B _C D

Telecom Engg. and 3,667 14,500 ‘258870 RRO77T 365114

Traffic’

Accounts & Finance 509 3,303 2.810¢ - 6,622

Bulding Works 463 795 2.656 KM E

Factones 74 105 1,004 5,254 6437

Toygk 4,713° 18,703 265340 93331 382087
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The Wireless Planning and Co-ordmation wing employs 783 personnel. Besides.
there are 71.000 casual labourcers and 20.600 temporany status mazdoors i the
Telecom services, giving a total strength ol 4.74 470 personncl

313 With an asset base valued al Rs 23,000 crores. Telecom services
provide Telephone, Telex. Telegraph and franchised valuc-added services. These
services cover all the 300 citics and 4689 towns in the country as per 1991 census.
Cellular Mobile scrvices, Radio Paging Scrvices, Electronic Mail, Videotex, Video
Conferencing, Voice Mail, Moring Alarm service and other value-added services
arc made available through a franchisc systcm run by private operators. Smooth
functioning of all radio communication scrvices and usages in the country is
cnsurcd by the Wirless Planning & Co-ordination Wing as the national Radio
Regulatory Authority. Two training centres (Ghaziabad and Jabalpur). 6 Tclccom
factorics, Civil and Electrical Wings, a Quality' Assurance Ciicle. Technical and
Devclopment Circle and an Accounts and Finance Orgamisation provide captive
support to the telecom operative services.

3l4 The Telecom Commission s the apex policy making body for the
Telecom services. The scrvices arc organised into 19 territonal Telecom Circles.
and 4 Mectro Districts, cach headed by a Chief General Manager. for installauon
and maintenance of asscts other than the regional and inter-regional long distance
nctwork. Apart from the territorial circles. there arc 4 separate functional circles.
onc cach for installation and maintcnance of long distance network organiscd on
rcgional basis. Telephony is provided through 20.456 telephonc exchanges,
connccting 119.25 lakh Direct Exchange Lines (DELs). 991 Departmental
Telegraph offices, 44,054 combined Post and Telegraph offices and 1032 Telecom
Centres run the Telegraph scrvices, handling over 603 lakhs inland telegrams
annually. Telex services arc provided through a nctwork of 412 exchanges
handling 47.161 working connections. Fully automatic international Telex services
arc availablc to all Telex subscribers through Gatex at Mumbai, Chennai and New
Delhi for 238 counries. The MTNL provides basic telephone services in Delhi and
Mumbeati, as a public sector undertaking, though with its entire staff complement
being part of the Department of Tclecommunications.

EMERGING SCENARIO

315 Telecommunication has traditionally been visualised as a "natural
monopolv” based on voice-related universal scrvice.  The Tclecommunication
sector has witnessed in recent years rapid technological innovations. both
qualitative and quantitative. The National Telecom Policy of 1994 cnvisages
tclephones on demand and universal availability of the services covering all villages
as carly as possible, cnhancing quality of telecom services with the widest possible
range to mect the customers' demand, protection of the defence and sécurity
mterests of the country, and opening up scrvices for private parucipation. The
tcchnology mission of the Commission aims at tapping the potential that this
advancing technology holds for a paradigzm change to leap-frog into the futurc -
analog to digital, voice to data and basic tclephony to value added services of world
class quality.
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Demandys in
Memoranda

Terms of
reference

EXISTING CADRES ‘ RESTRUCTURED CADRES

Lincmen, Wiremen. Cable Phone Mechamie
Splicers and regular Mazdoors

Technicians and other Group (C personnel Telecom Technical Assistants
(posscssing diploma in Engincering)

Telephonc Operators. Telccom , Senior Telecom Operating
Clerks, Telegraphists, Telegraph Assistants
Assistants :

The restructuring has. however, not achicved the expected results.
as the payv-scalcs oficred in the restructurcd cadres are not pereeived as attractive
cnough to motivate the existing stafl to switch over. The DoT has already decided
to merge the Telegraph and Telecom Engincering personnel into a single cadre.

31.10 Dissatisfaction with pay-scales and conditions of scrvice in the changing
cnvironment in the Telecom scctor has been brought out in memoranda. both
official and thosc submitted by the federations. The cmergence of the private
scctor as a competitive bidder in the cmployment market in this scctor. and the
redundancy of cxisting technologics and operatives have resulted in demands for
comparable pay-scales. the need for quick training, and the necessity to make the
restructured cadres morc attractive for a rapid switchover. Employces n the
MTNL have been given the status of decmed deputation. and they have demanded
complctc parity in pav and scrvice conditions with the public sector. The personncl
in the Telecom Engincecring Centre, Tclecom Factorics and the Wircless Planning
and Co-ordination Wing have also demanded merger with the parent body and
cadres. A lot of dissatisfaction has been expressed in Memoranda regarding
stagnation at the middlc level, 1.c. the enginecring schvices below Group A. The
Telegraph and Telex traffic is coming down. The personncl at the middic level in
these services have also represented with reference to their future prospects.

CONSULTANCY STUDY ON RESTRUCTURING TELECOM
SERVICES

3111 With the above considerations in mind and the demands madc in
Memoranda, we engaged the National Productivity Council (NPC) to carry out a
study on the possibility of exploring new intiatives to mect the requirements of the
Telecom services in the fast changing information environment. The NPC was
required to study the present role of teleccommunication services in the Ceniral
Government and the systemic deficiencics with the objective of cvolving an idcal
system for optimum utilisation of telecom manpower, and resolving the duality of
DoT and MTNL along with ways for removing the uncertaintics in the service
conditions of employvees of the latter. The NPC was asked to suggest changes in
the organisational structure of DoT. including norms for tcchmcal staff in keeping
with 1its actual role in a modern cxchange, and improvements in the scrvice
conditions and prospects of telccom personncl so as to cnsurc that profcssionals
possessing sophisticaied education and skills, who arc critical to the department's
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Sumerany of
recommendations

of the study

Areas of
restructuring

Inadeguacies of
-the present
schemes

requirements, arc retained and do not migrate to other scctors. as also to wentify
those wherce such criticality does not exist and flab can be reduced

312 The study identificd four critical and interrelated factors affecting
the telccommunication service industry - technological change, change in market
dcmands. dercgulation and g ;_.,lobalmauon’ It has also-obscrved that Government
will havc an cnhanced rolc in long-tcrm planmng and rcgulauon of
tcloccommunications but a declining rolc in dircct provision of telecom services. It

has pointed out a mismatch between the speed of technological and market change

on the onc hand and the decision making process on the other. The existence of too
many laycrs for arriving at decisions, the study feels. is time-consuming and
unsuited for a competitive cnvironment. Suggcsuons havc been made by the study
in the overall context of granting autonomy and commercialising the tclecom
scrvices at the present juncture. The specific findings of the study’ have been kept
in mind while making our reccommendations.”

RECOMMENDATIONS FOR STRATEGIC CHANGE

3113 A number of issues have cmergod in the matter of restructuring throughout
the organisation, from the level of the Telecom Commission, down to the lowest
levels in the hierarchy. We have gone into the role of the Telecom Comnussion.
its composition and functioning, and restructuring of the opcrative cadres in view
of the parallel existence of restructured and pre-restructured cadres (PRCs).
Duality of the MTNL human resources, norms for staffing and retention of
"critical" personrie] through special dispensation, have also been considered in view
of the commercial potential, rapidly advancing technologics (RATS), scope for
privatisation of the Telecom services and the pbssibilitics of merger of hitherto
scparate cadres and units.

31.14 With the induction of new digital technologies, the restructuring of
DoT began in 1990, organising its opcrative employees into the streams indicated
in para 31.10, as shown in Annexe 31.1. Inadequacies have been observed in
restructuring, as the PRCs were perccived as more attractive compared to the
restructured cadres. Vacancics arc crcated in the new grades according to
technological upgradation. 75% of the exchanges have been upgraded so far to
absorb the restructured cadres. A large number of employees have alrcady been
absorbed in the switchover and a large number continue to wait with only 26.300
of the 80,000 qualificd personnel at Group D level having been trained for
absorption. -Over 2 lakh employecs arc still in the pre-restructured cadres. The
Dcepartment has suggested that the restructuring has to be more attractive than the
PRCs, in order to inducc switchover, particularly of the seniot expericnced
personnel. It has also suggested that the Group D grades should be abolished by
merger with Group C with some special dispensation for them in the: form of
time-bound promotions, as the number of scales availablc to this group and the
rates of increment are negligible. and there are inadequate growth opportunitics.
Also, when the scale of pay crosscs Rs. 1200 they are treated as Group C and there
is a reduction in their retirement age. The consultancy study has pointed out that
the present job profile in the DoT is too narrowly defined. and needs to be cnlarged
with the advancing technologics. so that the number of categorics is reduced.



Restructuring the
operative stafff

JIOs und TES

RIN We agree that the Departiment requires substantial flexibaliy for
quick adaptation of the rapidhy advancing technologics  The switchover of the
existing personncl must be as smooth as possible. In its restructuring scheme of
1990. the DoT has opencd channcls for all Group D cmplovees mcluding
temporary and rcgular “non-matric” Mazdoors to become Phone Mcchanics n
Group C. not lcaving room for any support staff at the Group D level We do not
agree to the abolition of Group D. as there will always be a requircment of
personncl at that level. The gap between the cmplovees of the two Groups should
reduce over a period of time.  The proposals on assured carcer progression wall
achicve the objectives suggested by the Department.- There should be two scparate
levels - Group D as onc and technical and operative as the other Group D staff
may all be redesignated as Telecom Attendants aficr being provided appropriate
traming in multiple skills. The next higher grade is the Phone Mcechanic. with the
basic cntry-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 one-time irreversible opportunity.
Technicians and other Group C staff posscssing a 3-vear diploma in Engincering
have been permitted to "walk-in" 1o the cadre of Telecom Technical Assistants
(TTAs).. Tclecom Operating Assistants. Telcphone Operators, Telegraphists and
Telegraph Assistants have been restructured into the cadre of Scnior Telecom
Opcrating Assistanis (Sr.TOAs). Our rccommendations for the pay-scales of
restructured cadres are given in the relevant Chapter. These will apply only to the
restructured cadres. 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,

31.16 Stagnation n cadres of Jumor Tclecom  Officers
(JTOs)(Rs.1640-2900) and Tclccom Engineering  Scrvice  Group B
(TES)(Rs.2000-3500) have been voiced as a major demand in the memoranda.
Junior Telecom Officers arc the first rung for cntry into the exccutive level of
Telecom management. TES is the next promotion level for the JTOs, who have
also demanded upgradation at centry on the ground that a majority of them arc
cngineering graduates recruited dircctly. and form promiotional grades for diploma
cngincers. Both catcgorics have a lateral advancement to the next higher scale on
completion of 12 vears' scrvice  The administrative Ministry has also pointed out
the problem of not being ablc to fill the Scnior Time Scale (STS) vacancics on
regular basis strictly in accordance with recruitment rules. It has suggested placing
80% of the Group B posts in the JTS, exclusively for promotion. and upgrading
TES to the level of Rs.2375-3500.1t is also considering upgrading JTOs to the
extent of 80% after 3 years' service on account of acute stagnation. An exercisc of
merger of Tclecom Engincering and Traffic 1s alrcady at an advanced stage of
finalisation, which will result in a larger number of posts in a single cadre. The
consultancy study has marked this level as critical with substantial possibility of
exodus, alongwath the need to upgrade quahfications so as to meet the requirements
of advancing tcchnologices; besides upgrading their pay-scales and providing
adcquatc promotion prospects. While agreeing with the findings of the consultancy
study as also thc concern of the DoT with. the probiems of stagnation and
advancing technologics, we also obscrve that under the Time-bound promotion
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duclopnn.nl of telecom services in Delhi and Mumbas.  All the manpower.
however, is drawn from the DoT on “deemed deputation” terms. These pessonnct
totalling 59.655 arc sprcad at all lcvels - 21776 in Group D. 35475 in Group C.

1795 in Group B and 605 in Group A - and have demanded the pay and perks
applicablc to other public sector undertakings. -While the argucments for and
against divesting MTNL from the DoT are both strong, the difficultics in buying
back the investments in MTNL arc substantial, with requircments of upgrading
technologics, increasing DELS, training, ctc.. The long-term aim should be to
corporatise the entire DoT setup. As a first step, the MTNL should be
converted into a full corporation which should be cxtended to other Metros.

31.20 The DoT has also suggested mobility of its cmploycecs to help the
private scctor through availability of trained manpower. 1t suggests the mechanism
‘of deputation on foreign scrvice terms, with the option to the employccs to retum
to the Department to cnrich it with their experiences. Through this measure, the
Department secks to reduce stagnation also. We arc unable to accept the
suggestion on two counts. - First, the Department itsclf has voiced its concems
about the possibility of cxodus, particularly of critical personncl, and sccond.
opcnings in the private scctor might lead to mass scalc resignations. or
post-rctircment ecmployment.

31.21 The Sccretary (Telecom) is the Chairman of Telecom Commission
in the pav of Rs.8000 (fixed). The Commission has four full-timc Members also
in the pav of Rs.8000 (fixed), onc cach for Finance. Production. Technology and
Services, and other part-time Membcrs drawn from various ficlds. It is responsible
for formulating Tclecom Policy, its implementation and preparation of budget. All
the five posts in the pav of Rs.8000 (fixed) arc cx-cadre posts. being part of
Central Staffing Scheme. The Indian Telecom Service (ITS) has demanded
" encadring of all the posts in the scrvice since it is the mainstream service recruited
through - the UPSC, specialising in the ficld of Tcleccommunications. The
administrative Ministry has observed that according to the resolution constituting
thc Commussion, the Chairman and full-time Mcmbers shall be drawn from the best
persons availablc, including thosc from within the Department. The ITS Group
A 1s recruited through the combined Enginecring Services Examination drawing
officers from the best engineering institutions, and they arc involved in installation,
opcration, maintenance, planning. development and decision making at various
levels. During oral hearing, Secretary (Telecom) felt that encadering the posts may
dilute the quality of membership of thec Commission, though since its inception n
1989, ITS officers had been posted to the Commission as Members, and the system
was functioning very well. Apex inanaging Boards like the Railway Board, Central
Board of Excisc and Customs, Central Board of Direct Taxcs. Postal Services
Board, etc. arc either being run by cadre officers or we are suggesting encadrement
of the topmost posts, where necessary. The Telecom Commission has 4 part-time
membas in policy formulation and implementation function, drawn from various
fields for a broad vision. The Tclecom service itsclf has a lesser representation at
the Member level. There is no post of Member for the Civil and Electrical works.
We recommend the encadering of three full-time 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 ehgnble offi cer's become available at that level.
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Conclusion

As regards the Chatrman and olhu pant-time Meibers. the existing arrangements
may continuc.

3.2 As per the National Telecom Policy. 1994, the Telecom Scctor has
been thrown open 1o private participation. Though the DoT has entered the arca
of valuc-added scrvices. these arc mostly on private franchisc. Rescarch into
switching and production is alrcady substantially with thc autonomous bodics.
public scctor units or private scctor. Telecom factorics arc, however, still in the
Departmental mould, and arc not vet geared to undertake production of cquipment
and instruments bascd on modem technology. There arc 6 Factorics with asscts
worth Rs 63 crores and annual tumover worth Rs. 155 crorcs engaging 6.437 staff.
The Sinha Committee (1992). suggested a 3-ticr structurc. with a Factory Board
at the apex, the Factorics organisation as a Departmental entity and an adjunct in
the form of a Technical Product Development Group. The Consultancystudy has
pointed out problems of compcetition with PSUs like ITI, HTL, ctc., and the private
scetor, obsolescence of technology, excess manpower: lack of demand, ctc.. which
arc plaguing the Telecom Factorics. The Department has, however, advised that
it is able to obtain eompetitive pricc advaniage, and possibility of supplying to
pnivalc operators by retaining the Factorics as Departmental units. Both the study
and the Department feel that the Sinha Committec reccommendations have been
adequate. We feel that with- a strong infrastructurc of production outside the
Department, there are strong grounds for giving greater autonomy to Telecom
factories, so as to cnable them to upgrade obsolete technologies, methods 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 privatised or wound up.

31.23  With the above recommendations, it is expected that a new structure of
Telecom services will emerge which will not only be trimmer, more effective
and efficient, but will also squarely meet the requiremeiits thrown up by the
changing environment in terms of technologies and economic forces. The
various stcps should lead to-a gradual downsizing of the total manpower by 30%
over the next 10 years. The impact of the new Tclecom Policy, 1994, and entry of
private service providers is not expected to be felt at lcast for another decade.
lcaving the DoT (o take full advantage of thc changes we have suggested above to
take up leadership of the Tclecommunicaticn sct-up in the country.
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321 The Central Govt. has been raising Central police forces from ume
to ime for handling specific problems. While most of the forces have been raised
under MHA. other Ministrics like Railways and Defencc have also raised their own
police and para-military forces. Of the forces under MHA, CRPF was raised
primarily for dealing with law and order situations, BSF and ITBP for guarding
the intemmational borders. CISF for providing sccurity to Central government
industnal installations and NSG for combating terrorism. The Railway Protection
Force under the Ministry of Railways was created primarily for protecting railway
property. More recently, the Ministry of Defence have raised the Rashtriva Rifles
for combating insurgency, though the priman responstbility for internal sccurity
rests with the Ministry of Home Affairs. In fact. all the forces undei MHA arc
being cxtensively used for internal sccurity and countcr-insurgency dutics.
irrespective of their primary roles. They are also being used on a targe scale
during elections and for performing other tasks. For example. ITBP personnel
have also been used for guarding banks and static dutics, and NSG for providing
VIP sccurity. Such diversion of forces from their primary roles has led to a
scmewhat haphazard growth of the forces. which has also adverscly atfected the

morale of the personnel.,

GROWTH OF MANPOWER AND EXPENDITURE

322 The tables below give an idea of the extent of growth of manpower
in various Central Police Organisations -

Year NSG ITBP CRPF BSF AR CISF  Total
strength
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Year NSG ITBP CRPF BSF AR CISF  Total
strength

1989 7.482 25,482.1,21,206 1.49.568 52460 71818 428016
1990 7482 29,488 131,260 1.71.168 52460 74334 4.66.192
1991 7,482 29,504 1,59.091 1.71.363 52460 79.620 499520
1992 7.485 29,504 1,58,907 1.71.501 52,482 84,611 3.04.490
1993 7.485 29,504 1,58,693 1.71.735 52.504 87,337 5.07.258
1994 7.512 30,291 1,65.334 171,735 52.504 88,603 5.1597Y

( Sourec - Ministry of Home Affairs, Annual Report 1994-95)

in 323 The table below indicates how the cxpenditure on CPOs has nisen

during the period 1986-87 - 1994-95:-

Year BSF CRPF CISF ITBP AR NSG Total
{Rs. lakhs)

86-87 31.192.00 2254934 802500 401100 10,7900 2372.00 79.139 34
87-88 36,031.00 2608940 9887.00 638000 1295100 213000 93,768 .40
88-89 43.214.00 30.888.00 11.95‘5.0() 769000 1395900 261500 110321 00
8990 5136600 4225921 1420000 9.16600 16.501.00 371900 13721121
90-91 66.110.00 4339865 17,196.00 10,157.00 1791100 3527400  1.60.046.65
9192 72198400 58.547.00° 20,684.00 1270700 20829.00 4355800 18952300
9293 8083200 64964.00 2523200 1602000 2461800 568200 217348 00
9394 9480992 7537300 30,057.15 1824212 2887146 325840 235261208
94-95 97.730.00 §3.550.00 3644100 1928400 31,791.00 525800 276034 00

(Source - Ministry of Home Affairs, Annual Report 1994-93)

324 Perusal of the above tables shows that therc has been considerable

- increase in manpower and expenditure in the Central Police Organisations during

the period 1986-1994. The annual compound growth rate of manpower works out
10 5.6%, which is extremely high when compared with the corresponding figurcs
of 1% for civilian govt emplovecs and 1.4% for the Armed Forces personncl.

Similarly, annual growth rate in expenditure for this period which works out to

18.03% is much higher, compared with the corresponding figures of 13.4% for
civilian govt employecs and 12.95% for Armed Forces personnel.

CONSULTANCY

3235 Whilc we appreciate the difficultics encountered by the personncl

of the Central Police Organisations in dealing with various complex situations. we
have noted with scrious concern the extremely high rate of growth of manpower in
CPOs. With a view to finding out more cconomical ways of utilising the
manpower in CPOs and to cnsuring that funds provided by the public exchequer
arc optimally utilised, we awarded a consultancy study to the Centre for Policy
Rescarch with the following broad terms of reference:
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4] To examine the primary and sccondary rolcs of the Central Police
Organisations and redefine mussions with a view to rationahsing the
cxisting structure of the Central Police Organisations.

(n) To explore the feasibility of privatisation of sccunty requircments
in respect of Central establishments. banks ctc.

(i)  Toidentify measurcs for strengthening and modemising the State

’ Police Forces soas to cnablc them to effectively perfon the law
and order and intcmmal security functions, which prizmanly fall
within their purvicw.

(iv) To recommend different models aimed at reducing the number of
Central Police. Orgamisations and avoiding multiplicity and
duplication of filnctions, including«he possibility of bringing them
under onc umbrella.

32.6 We also held discussions with Homc Sccrctary. other scnior officials
of the Ministry of Home Affairs, and Dircctors General of various Central Police
Forces. This matter was alsotaken up with some of the' Chicf Ministers. Chief
Secretaries and DGsP of the States visited by us. In reply to the questionnaire
circulated by us, we received views of Directors General (Police) and Chief
Secrctaries of some of the other States as well as prominent retired police officers.
We have considered all the vigws and suggestions reccived by us as well as the
rccommendations made by thc Centrc for Policy Rescarch and  our
recommendations in thc matter arc discussed in the succeeding paragraphs.

OUR RECOMMENDATIONS

327 One of the reasons for the deplovment of Central Police Forces for
intemal security purposes is the inadequacy of Statc police forces to deal with the
emerging situations. We fecl-that State Police forces should be strengthened and
made capablc of meeting most-of the internal security threats. Currently the police
departments are grossly neglected owing to the cxpenditurc on them being
categorised as non-plan. As a result, funds are not sufficiently available for
modemusation of the State police forces and upgrading the skills of their personnel.
In order to reduce the usc of-the Central Forces, it is of paramount importance to
strengthen the State Police forces. Our suggestions in this regard arc as under -

(a) There is a need to state emphatically that meeting the routine
threats to internal security is primarily the task of State
Govts. The Centre's role should be confined to providing
CRPF Battalions as reserve to meet the occasional
contingencies such as major breakdowas in law and order or
large scale disturbances.

(b) We recommend that the State police departments should have
plan schemes in order to strengthen 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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(¢)

(d)

(o)

o

328

which should be centrally sponsored on matching basis and
Centrat funds earmarked to upgrade State police forces.

Two ambitious schemes - Police Housing and Modernisation of
police which were launched at one stage as Plan schemes
achieved a lot in terms of strengthening the basic
infrastructure and equipment of the State police forces, but
were scrapped half-way. Both need to be revived.

We also feel that the existing regional training centres under
the Central Govt should be strengthened to impart specialised
training to State Police forces so that the skills of the police
personnel are upgraded to enable them to tackle various
situations, thereby reducing the need for deployment of
Central police forces in aid to civil authorities.

Besides allowing the Statc.Forces access to thesc specialised
training facilitics, it is nccessary to provide an exclusive annual
forum to discuss and exchange views on al! matters concerning
these activities. Such a measurc will facilitatc niform
professional standards, training, cquipment ctc.

We also recommend raising of a Special Task force in each

state on the lincs of the Rapid Action Force in the CRPF for
conducting spocialiscql opcrations.

There has been considerable deviation from the roles assigned to the

Central Police forces. No clear cut definition of rolcs is being followed. To cffect
rationalisation and to ensure that CPO manpower is properly utilised. it has
become necessary to redefine the roles of the CPOs and ‘o regroup the forces
according to their assigned roles.

329

We are of the considered view: that Central Police Forces should be

regrouped as Border Security Forces and Internal Security Forces. Based on the.
above approach we recommend that: - ’

(a)

CRPF should be the single force to assist the State
administration in .dealing with major law and order
situations. 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 for election duies should be assessed on a realistic basis
as the existing level of deployment is very high. CRPF should
be the only Central Force for deployment on election duties.
Moreover with strengthening of State police forces and raising of
India Reserve Battalions, the numerical strength of CRPF should
also be reduced to that extent. The Rapid Action Force (RAF)
raised within the CRPF should more appropriately be called as

‘Special Task Force - and:continue to be deployed in communally

SCNSItive arcas.
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(b)

(c)

(d)

(e)

Since the Army has no exclusive responsibility i the matter of
intcrnal sccurity, which is primarily the concern of MHA. there 1s
a casc for rc-cxamination of the roles of Rashtriva Rifles and
Assam Riflcs. We recommend that Rashtriya Rifles, which was
raised without any plausible justification for a period of 3

-years only should be disbanded forthwith. This will make

availablec 36 Bns to thc Ammy which besides tiding over the
shortage of officers and mcn in the Army to some extent, will result
in substantial savings both in terms of manpower and expenditure.

Duc to changed sccnario on account of bctter communication
facilities and other administrative improvements.there is no rcason
for the Assam Riflcs to remain confined to North Eastern States
and that too undcr operational 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
East and merged with CRPF for Internal security duties and
brought under the control of the MHA. By doing so. the force
will integrate with the mainstrcam and would movc out on transfer
to other states as well. This will also result in reduction of the
various Hcad quarters elements of Assam Rifles including training
establishments. Almost 80% of the officers now on deputation
from Army will thus revent to their parent organisation and help in
making up the existing shortages in the Army.

With regard to Border Security, we suggest that while security
of Sino-Indian, Indo-Bhutan, IAdo-Nepal and Indo-Burmese
borders (Northern Border) could be entrusted to ITBP, BSF
should be made responsible to look after Indo-Pak and Indo-
Bangladesh Borders(Western and Eastern Borders) Moreover,
these two forces should be withdrawn from Internal Security

duties.

Regarding NSG, there is a strong casc for withdrawing it from VIP
security duties and putting a eciling on thc organisation. We
recommend that NSG should not comprise more than 1000
personnel including civilians. The staff in excess of the ceiling
should be sent back to their parent organisations. NSG should not
be deployed on VIP security duties and should confine to its
primary role of combating terrorism. The small size of the
NSG is necessary to maintain its elitist character. This mcasure
will result in cutting down of manpower to the extent of

, approaumatcly 6000 men with consequcm reduction in expenditure

on maintenance of this force.

At present Central Industrial Sccurity Force(CISF), Indo-Tibetan

Border Policc (ITBP) and other organisations like the Railway Protection Force
(RPF) arc looking after the sccurity arrafgements of Central cstablishments
including banks. While CISF is looking after the sccurity functions of Industrial
undertakings owned by Central Govt., ITBP is looking after the security of banks
in Punjab. Similarly RPF has been looking after the dutics relating to protection
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of Railway property and booked consignments. With a view to strcambming the
arrangements, we recommend that -

(a)

(b)

(c)

32.11

CISF should only guard the installations which have a bearing
on national security instead of guarding all kinds of industries.
The responsibihity of providing sccurity to other undertakings
should be entrusted to private security agencics or to State. Govts.
concerned or, altematively the industrial establishments should
develop their own in-house security orgarisations for this
purposc. Saving on this account could bc approximately 30%.
This, coupled with general cut on manpower, will result in
substantial saving both in terms of manpowcr as well as
expenditure.

Likewise, bank duties in Punjab should be taken away from
ITBP. Thc manpower saved as a result thercof could better be
utilised for deplovment on borders to offset the shortfall of
personncl for border dutics.

In casc of RPF we find that the dutics connected with booked

consignments involve constant interaction with the commercial
staff 'and Knowledge-of their functioning, which we feel should
continue to be done by RPF instcad of contracting out to private

agencics.

The Ministry of Home Affairs is the nodal ministry responsible for

internal security. Thercfore, cvery force deploved on internal sccurity duty should
be fully accountable and answerable to the MHA so that MHA could control the
actual deployment and operations of the forces. It has also been brought to our
notice by heads of CPOs that oncc their troops arc placed at the disposal of State
Govt, the duration of deployment and movement s stretched bayond reasonable
limits. Even the MHA is not in a position to monitor such movemznts/deplovinents
etc. Attimes the units are despatched to the States without giving them adequate
time for preparation. We recommend that ;

(a)

(b)

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 the MHA which should be manned round the
clock by officers and men drawn from the existing strength of
CPOs. This control room should be cxclusively used for
monitoring the police operations, deplovment and movement of
various units of CPOs and should be placed under an officer of the
rank of Jomnt Sccretary to be designated as JS (Police Operations).

The MHA should ensure that a reasonable time is made
available for equipping the personnel before their movement
to different climatic regions. MHA should also make
arrangements with the Mimistry of Railways for providing rolling
stocks on top priority to the CPOs to facilitatc their speedy
movement. However, our proposal for re-grouping of forces wili
result i substariial reduction in the mover:ent of troops.
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(¢) A "National Framework' should be worked out clearly
identifying the force 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 should be three coordinating fora within the Ministry of
Home Affairs namely,

()  Establishment Board dcaling with matters relating to
. Human Resource Development, recruitment, promotion,
training etc.

(i1) Strategic management group to formulate broad policy
guidelincs and

(iii)  Crisis Management group (o deal with situations which
necd constant monitoring. All thesc three fora should be

‘headed by either the Home Sccrctary or the Special
Secretary (Home) dealing with internal security. The
Director, Intelligence Bureau and Heads of some larger
CPOs should be members of thesc fora. Thesc threc fora
should ensure that optirhum use of the forces is made
without much movement and administrative problems.

32.12 The main objective of restructuring and rationalisation of the
Central Police Organisations was to delineate a national framework for intcrnal
security management and carve out roles for the Union and States. Another aspect
of overriding importance was that the country has repeatedly rcquisitioned the
services of the Army to handle law and order and internal security situations, which
is not warranted barring exceptional situations. It may be appreciated that it is
many times more costly to deploy the Army compared to the State Police or any of
the CPOs. Any measures for restructuring and rationalisation of the CPOs cannot
but take serious note of this imperative and deliberate on a National frame work
which should make dependence on the Army to meet internal security situations
an exception rather than the rule. On tlic other hand, unlimited and unplanned
expansnon of various forces is also a malady and there are dangers inherent in their
expansion beyond a point, such as problems of command and control, difficulty. in
catering to training arrangements, weapons, equipment and other essential

administrative and logistic support. Further large-sized forces tend to have many
pmblems of uneconomic utilisation of manpower due o unaccounted, unauthorised

and wasteful diversions. There has to be-a balance between size and efficient
management.

32.13 The above requirements have been kept in view by us while making

our recommendations on restructuring and rationalisation of forees in this Chapter.
it is expected that the various proposals made by us will lead to an overall
pruning of the numbers of Central Police personnel by 1/3rd within a period
of ten years. Meanwhile, no additional staff should be sanctioned for any of the
Central forces 'and action may be. initiated on the lincs suggested by us. There
would be no need for retrenchment of any person. The cntire reduction can be
achicved by normal attrition.
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331 In the earlier chapters, we have considered the scope for optimization of
civilian manpower in the various 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 subject in the overall context of the emerging
security scenario, the ongoing financial situation and the internal needs of the Defence
Forces to modernise their weapons and equipment and to keep their men fighting fit.

332  The table below gives the manpower figures for various years for the three
Services. An examination of the manpower figures of the three services, the Army,
Navy and Air Force indicates that their manpower has grown at an annual compound
growth rate of 1.4%, during the period 1981 to 1991 which is somewhat higher than

- the rate of growth of 1.2% for civilians during the same period.

Army B ‘ Navy Air Force

Year _Strength Yecar  Strength Year  Strength

1966 8,24,000 1961 16,821 1961 37,558
1971 8,30,000 1971 30,100 1971 97,949
1981 880,930 1981 36,169 1981 1,10,833
1991  9,98,045 1991 51,042 1991 1,29,057
1995 998046 1995 52,453 1995 130441

333  The year-wisc Defence expenditure for the period 1985-86 to 1993-94 was
as under:



Internal Needs

External Threat
Scenario

Year Dcfence Defence Expenditure

Expenditure as Percentage of

(in Crorcs of Rs.) GDP
1985-86 7,989 3.08
1986-87 10,477 3.58
1987-88 ’ 11,967 359
1988-89 13,34] 3.37
1989-90 14,416 l16
1990-91 15.426 290
1991-92 . 16,347 2.66
199293 17,582 249
199394 21,845 278

The data indicates that although the Defence Expenditurce has been
increasing in absolute terms, it has remained within 2-3% of GDP.

We have been informed that manpower and rlated costs alonc
account for about 65% of thc Dcfence Budget lcaving limited resources for
modcrnization and acquisition imtiatives.

NEED FOR RESTRUCTURING

334  Feeling concerned at the large deployment of manpower in the Armed Forces
and the extremely high cost of maintaining this manpower, we studied the operating
scenario to scc how best the situation could be managed. Our inquiries revealed that
with the disintegration of the USSR, which had been for the past two decades a rchiable
and cheap source of military hardware, procurcment of military hardware for our
Defence Forces has become a more costly proposition. Clearly, we cannot maintain a
credible defence posture, if our defence capability is to remain in the current structural
form and the defence expenditure as a percentage of GDP is to remain at the current
level of 2.78%. Our defence preparedness, to be both credible and affordable, will
have to be predicated upon some re-structuring involving a shift of focus from a
manpower - intensive force to an equipment-oriented force.

33.5  The aforesaid re-structuring option could as well be the most appropriate
response in the context of the emerging threat scenario. While there does not seem to
be any threat of war from our immediate neighbours, their military modernization plans
and acquisition of nuclear weapon capability are dimensions which have to be taken
into account. Though the general international climate has greatly eased after the end
of the cold war, it still poses challenges 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 challenges, a demonstratively
higher offensive capability for our Defence Forces rather than their ability to be
engaged in a long drawn-out war, would have the right deterrent effect vis-a-vis anv
military nusadventure or bullying design against us. This proposition is especially
relcvant in the context of nuclear cquation in our immediate neighbourhood. Though
our nuclcar policy has been 10 use our nuclear capability for peaceful purposes without
forsaking our nuclear option, we cannot overlook the nuclear dimension in our future
conflicts and its implication for our conventional defence preparedness.
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33.6  Inthe light of our analysis of the sstuation and with a view to linding feasible
opuions, we commissioned the Institute of Defence Studics and Analyses (IDSA) to
undertake a detailed study with regard to "Manpower opumisation in the Defence
Forces”. The IDSA in their Report have brought out that if the present approach of
maintamning defence capability at 3% of GDP is continucd, we would be scverely
under- prepared for any future cventualitics. The option. according to the IDSA. would
be between achicving mutual arms control specially with sespect (0 our ncighbouring
countrics lcading to somc reduction in manpower or by cngaging in “Autonomous
Restructuring” leading to reduced manpower but increascd mobility-firc power. The
IDSA have supgcsted that the said " Autonomous Restructuring” may be carried
out on the following lines:

- Doctrinally, shift from strategic defence (o strategic offensive
paradigm to prevent war.

- Reduce active manpower in the Army by 35-45% and retain
30-45% of present manpower on standing rescrve and reduce
manpower in the Navy and Air Force in the supporting
components.

- Increase the armoured and mechanised forces.

- Higher offensive capability for Air Force and augmented Naval
presence.

- Substantive increase in Defence R&D.

- Intermediate range ballistic anu suorter range cruise missiie
capability on high priority.

The IDSA have envisaged that with this force restructuring. the
Defence Forces will retain the capability to provide disaster relicf. but will have
reduced potential to unidertake internal security dutics.

33.7 In linc with the proposed Force Restructuring, the IDSA have
suggested 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" (VNS),
“Compulsory National Service" and "Reduced Colour Service with Lateral Induction
within Defence Forces and Outside It". The concept of VNS, which was formulated
by Defence Planning Staff of the Chiefs of Staff Commitiee; envisages retention of
30% personnel on regular service and induction of 70% personnel under VNS doing
5 to 7 vears' service and then being resettled exclusively in the civil sector. Under the
scheme of Compulsory National Scrvice, aspirants to the Central and State
Government Services (particularly Police Forces) and college students who obtain
highly subsidized education (doctors, engincers and the likc) should do a mandatory
period of five vears' service with the Defence Forces which should consist of such
cntrants to the extent of two-third of their strength, the balance one-third being
recruited by direct entry who would provide the permanent cadre of the Defence Forces.
The third option visualiscs reduction in colour service and lateral transfer of personncl
1o suppont functions within the Defence Forces and outside in the civil sector.

338 The IDSA have suggested that as a part of the generail optimization

exercisc. the Service Headquarters should be integrated with. the Ministry of Defence,
which will result in some savings in terms of manpower and cfforts. We have also
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recenved similar sugpestions from the Armed Forees

339 Wehave, while formulating our proposals on the subject. taken 110 account
the suggestions made by the IDSA We also held discussions on these and other
Defence matters with the Service Chiefs. retired chicfs and senior officers of the
Ministry of Defence The views expressed duning these discussions as well as the
views expressed in the Armed Forees memorandum have been quite useful in-helpmg
us to firm up our approach. Wt have also considered the views cxpressed by the
Estimates Commitice (1992-93) of the Tenth Lok Sabha and Tenth Finance
Commission regarding the nced for optimization of manpower in the Armed Forces and
keeping the Forces voung.

OUR RECOMMENDATIONS

33.10  Sincc manpower requarements in our Defence Forces are determined by the
force structurcs to be maintained. any manpowcer optimization exercisc to be well-
grounded must flow from force restructuring in our Defence Forces. In this regagg we
find the IDSA formulation on *Autonomous Restructuring” as a sound framcwork
towards manpower optimization without compromising on defence preparcdncess.
Drawing on this IDSA prescription. we would like to present a bluc-print for
rcstruclurihg our dcfence capability. The re-structuring that we are talking about
could mean a small sized Army reinforced in terms of enhanced mechanised
strike capability and complemented by a2 more offensive-oriented Air Force and
augmented Naval presence. This would require a positive approach lcading to a
drastic cut-back on manpower not only in the Army but also in the support components
of the Navy and Air Force. so that we have cnough resources 1o go in for modernizatior:
and mcchanisauon of our Forces. Acquisition of indigenous missile capabihity and
sustarned development of Defence R & D to attain self-rchance in mecting our defence
nceds must necessarily be the high points of our agenda for modermisation.

33.11  Any excraise for manpower optimization tn the Armed Forcees has to address
to the need of keeping the Armed Forces. especially its combat components. young
In this regard. we have considered the three alternate manpower management modcls
with a provision for higher active reserve. as suggested by the IDSA. Though the
IDSA suggestions offer a framework for restructuring our Defence Forces towards a
lcaner and vounger shape. we are against the 1dca of higher reserves and any change in
the voluntary nature of recruitment into our Defence Forces. Going by our past
cxperience and the general social attitude and cthos, we can not depend on reservists
of any kind for a rcgular war. Morcover. a war in the Indian context is nccessarily
somcthing forced on us by a turbulent ncighbour and the timing can never be decided
by us. By the time the reservists are summoned. our wats arc apt to be over.

3312 Our Defence Forces have all along been making recruitment on voluntary
basis. The concept of voluntary recruitment has been accepted by many countrics in
the world. Even the USA and Great Britain. who had a long experience of national
service, have switched over to the system of voluntary recruitment. We feel that any
change in the voluntary nature of recruitment into our Defence Forces will
seriously affect the quality and morale of the personnel in the services. In view
of these considerations we do not subscribe to the idea of cither Voluntary National
Service or Compulsony National Service. as they would bring in an ciement of force or
conscription in the pattern of recruitment into the Defence Forces. ’

33.13  This leaves us with the option of "Reduced Colour Service with Lateral
Induction within the Defence Forces and Qutside It". We find this concept both
practicable and workable  This option envisages a lean cadre of officers and men
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serving upto their normal age of retirement and a large cadre of officers and
men on short-term engagement with provision for their lateral induction within
the " Defence Forces and outside in the civil sector including police and
paramilitary organisations This concept not only pronuiscs to keep the combat
Arms of our services voung but also provides a framcwork for manpower optimisation
by bringing in the concept of a large cadre on shorter term of ecngagement. However,
the opcrationalisation of the concept would largely depend upon the scope for re-
mustering within the services and the feasibility of finding required number of jobs
outside the Defence Forces. We have as an interim measure elsewhere suggested
increase in the percentage of reservation in Government jobs in CPOs for ex-
scrvicemen and have also suggested a Joint Recruitment Board.

33.14  While the concept of lateral induction holds good for officers and men of the
three services, it holds special significance for the Combat and Combat support Arms
among the Army PBOR for whom we have recetved a specific proposal from Army
Headquarters on reduction of terms of cngagement.  The proposal cnvisages
distributing thc manpower into combat, combat-support and supporting scrviccs
groups and lateral shift within and outside the Defence Forces after prescribed periods
of scrvice and keeping in mind the age profile requirement in the groups. We have
considered the proposal in detail and as a first step towards the operationalisation of
the concept. 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 Services within the Army. Here, while the scheme
would keep the combat components young, it will save the effort required to find
suitable jobs outside the Defence Forces to absorb these short-term engaged personnel.

33.15  We find that thc Armed Forces have deploved their manpower in sevcral arcas
not related to their core functions. If the Armed Forces withdraw from such areas. the
manpower released can be utilised to meet the reported shortages of officers and men
in the three services. Our specific suggestions in this regard are as under:

Rashtriva Rifles have been raised by drawing on the regular Cadre
of thc Army to perform internal sccurity duties. The Armed Forces
have represented that their deployment on internal security duties
should be minimised. We also feel that the Army should legitimately
be kept away from intemnal security chores. We, therefore, suggest
that Rashtriya Rifles should 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 Armed Forces need not divert their manpower to organisations
like the Survey of India, Dircctorate General of Quality
Assurance, Dcfence Research and Development Organisation,
Miliiaky Engincering Service, Border Roads Organisation, ctc.
There should be a gradual civilianisation of all these
organisations and thc officers can be used for core functions.

The Air Force is wasting its manpower on accounts jobs. Such

jobs can be fully handled by civilians. The Air Force manpower
should be withdrawn from such functions.
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The service Headquarters arc holding oflicers in excess of sanctioned
strength, by drawing personncl from the ficld These can be casily
spared for ficld dutics and their place taken by Civilians. We
rccommend that minimum required manpower be kept at the
service HQ., and the surplus manpower released immediately
for ficld dutics.

Therc arc a number of jobs i the Canteen Stores Department,
Army Service Corps, Resettlement Wing, etc. which can be held
by civilians. Wc suggest that these organizations should be
progressively civilianised

33.16 Since cmployment of Civilians is a less costly proposition than that
of Combatants. there is a clear casc for cxploring the possibility of civilianisation of
posts in static. rcar and administrative support organizations and workshops in the
three services. We fecl that the Ministry of Defence should set up a committee to
review the existing civilian-combatant ratios in different wings of the Armed
Forces and Inter-Service Organisations and identify posts for civilianisation

Here, we recommend that, as a governing principle, wherever the existing
civilian - combatant ratio is 20:80 it should be raised to 50:50, where it is 70:30
10 80:20 and where the civilian component is 100%, the status quo should be
maintained.

33.17 For the full operationalisation of the concept of "Reduced Colour
Scrvice with Lateral Induction within Defence Forces and Outside It” and to address
other issucs relating to manpower management in the Defence Forees. we recommend
that the Government should constitute a National Commission on "'Manpower
Utilization in the Defence Forces”. The proposed Commission. to have a holistic
approach 1o the issuc. should comprisc representatives of the Armed Forces. the
Ministry of Defence. Ministry of Home AfTairs. Ministry of Finance and the Ministry
of Human Resources Development and should deliberate on the proposed force mix
requirement in view of the threat scenario and the reduction to be carricd out through
civilianisation of jobs. privatisation and contracting out of services as also integration
of services and infra-structure across the three services.

33.18 Howcver, as an incentive to achicve manpower reduction, we would
rccommend for the Government's consideration a proposal with an in-built incentive
for reduction of numbers in the three services i.c. all savings achieved in the allocated
resources duc 1o cut-back on manpower could revert to the services. To illustrate.
suppose the overall budgetary allocation for the Armed Forces is Rs.30,000 crores.
We could give the Armed Forces a ten-year perspective plan with an annual increasc
of (say) 5%. : This would be a guaranteced 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.

3319 We have considered the issuc of integration of Scrvice Headquarters
with the Ministry of Defence in the light of our govenmental functioning and the
suggestions of the IDSA and thc Armed Forces. We have also taken into account the
views of the Ministry of Defence on the issuc. The Ministry of Defence maintain that
the existing system allows continuous interaction between the Ministry and Service
Hcadquarters and the professional and technical expentisc available in the Service

‘Headquarnters is made usc of for examining defence-related matters. They have further

added that any integration beyond this point will have two main disadvantages :- (i) the
system of independent analysis will be lost; and (11) the military disciplinc would deter
the scrvice officers manning Ministry Posts to modify any proposal forwarded by the
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Scrvice Chicfs. In view of the Ministry's views. we do not recommend any change
in the existing arrangement between Service Headquarters and the Ministry of
Defence.

33.20  In our opinion, thc mcasures listed in this C}iaptcr should Icad to a roughlv
30% cut in the manpower of the Armed Forces during the next 10 years and should
also lead to greater strike power in terms of modemnization of weaponry and

_ upgradation of technology.

Restwuctwning Ondnance Factorics

INTRODUCTION

33.21 There arc 39 Ordnance Factories having a manpower of 1.66 lakhs
and an annual tumover of approximately Rs.3,000 crores. The empioyment under the
Ordnance Factories accounts for nearly 87% of the total Govt. employment under the
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 primanly 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 from the Armed Forces, Ordnance Factories are also now engaging
themselves in production of items for the non-defence sector, for achieving better
utilization of the available capacities and manpower. The existing range of products
manufactured by Ordnance Factories include astillery and infantry weapons and other
small arms, assorted ammunition, explosives and propellants, armoured vehicles ana
military transport vehicles, optical and opto-clectronic instruments required by the
Armed Forces, and combat uniforms, foot-wear and parachutes etc. The manufacturing
processes ir Ordnance Factories correspondingly cover a very wide spectrum, i.c.
engincering, metallurgical, chemical, optics, opto-electronics, textiles and leather.

33.22 Of the 39 Ordnance Factories, 16 were set up before 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- finished goods. In the 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 workforce size control already recommended that no manufacturing
and commercial activity should be undertaken departmentally by the Government. To
what extent the Government could be disengaged from the activities carried out by the
Ordnance Factorics in view of their strategic nature and what form the restructuring
shauld tzke was thxvefore, one of the major problem areas before us. In order to have
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an objective asscssment we commissioned M/s. Tata Consuhtancy Scrvices to
undertake an independent study on "Restructuring of Ordnance Factories”. The scope
of the Study included restructuring of the Ordnance Factorics to make them more goal-
aricnted and sclf-sustaining, cxamination of the viability of converting them to a PSU
Structurc. extent of privatisation possible and formulation of a manpower plan for the
Organization.

3323 The main suggestions made by the Consultants arc as follows:

- Corporatisation of thc Ordnance Factory Organization and
privatisation of clothing and vchicle manufacturing units in a phased
manncr.

- Diversification into civil sector and reduction of backward
intcgration.

- Re-deployment of excess manpower. sclective induction of qualificd
manpowcr and introduction of ncw promotion system.

- Progressive limitation of the control by mspection agencices.
- Modifications in Financial control system.

- Modifications in raw material procurement procedures.

33.24 The Ministry of Defence have not agreed with the suggestion of the
Consultants for corporatisation of Ordnance Factories and have suggested retention of
the existing structure. ‘They are also of the opinion that privatisation is not a viable
proposition. In their view, selective induction of manpower and modernisation of lincs
of production would improve productivity in the organization.

OUR RECOMMENDATIONS

33.25 We have taken into account the views expressed by the Consultants and the
Ministry on this matter and our recommendations on the various issucs connected with
the structure of Ordnance Factories and streamlining of procedure are discusscd in the
succeeding paragraphs.

33.26  Ordnance Factores'are basically a conglomerate of manufacturing/production
units. But, being Departmental undertakings of the Government. they could hardly be
run on the lines of industrial enterprises. This is clearly evident in view of the fact that
some budgetary support 1s still required to be provided by the Government. Further,
with Ordnance Factorics now being required to go commercial (both domcstic and
international) in the face of dwindling indents from the Armed Forces. the nced for
freeing Ordnance Factorics of shackles of Governmental procedures and allowing them
full functional autonomy has become alil the more evident. In our opinion, to make
them more goal-oriented, cost-effective and scif-sustaining, Ordnance Factories
should be re-structured in the mould of Public Sector Undertakings.

3327 In the Public Scctor sct up, therc would be more autonomy in
managing dav-to-day affairs of the factonics as well as in devising their own sct of rules
in the arcas of recruitment, pay scales, production policies, disciplinary rulcs and
material procurement. As a public sector unif, Ordnance Factories will be able to raise
funds from the capital markets. Since interest will have to be paid for the money’
raised, there will be more prudence in the moncey requirement and expenditure. With
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the corporate financial accounting system. the performance of Ordnance Factones will
become measurable and without the assurance of Government support at all times. cost
consciousncss will increase. With the present system of all available funds lapsing on
March 31 dispenscd with, procurement process involving long delivery schedules will
be streamlined and Ordnance Factories will be able to retain profit which they may carn
mn civil rade. Morcover. without the requirement of pre-audit of expenditure. there will
be no tendency to maintain an inventory Ievel higher than what is really required, thus
resuliing in better inventory management and cost control.

33.28 In keeping with our view: that Government should concentrate on corc
activities such as policy making and not be dircctly involved in production activity. we
recommend that Ordnance Factorics be converted into a public sector unit. The
units may sign a memorandum of understanding (MOU) with the Government of India.
under which centain targets would be laid down to cvaluate the performance of
Ordnance Factories. The MOU should also specify the degrec of autonomy to be
granted to Ordnance Factorics.

33.29 In addition to manufacturing stratcgic military stores. Ordnance
Factories arc also presently engaged in manufacture of transport vehicles and cables
and certain clothing, Icather and packing items. There is an emerging opinion that in
keeping with the present hberalised economic dispensation, Ordnance Factorics should
be discngaged from these non-strategic arcas and that thesc items should be procured
ex-trade.

33.30 We recommend that Ordnance Factories engaged in non-core,
non-strategic arcas of production should be privatised in a phascd manner. To
start with, the Ordnance Equipment Group of Factories consisting of Ordnance
Equipment Factory, Ordnance Parachute Factory, Ordnance Clothing Factory may be
considered for privatisation. In the next phase Vehicle Factory and Grey Iron Foundry
be privatised. Subsequently. the Ordnance Cable Factory may also be considered for
privatization.

33.31 In order to significantly improve the capacity utilization of Ordnance
Factories, greater thrust should be given to diversification into civil sector. The
engincering factorics amoug the Ordnancc Factories offer ample scope for
diversification. These factories have special strengths, which can be tapped in.
precision machining, machining of larger jobs, and manufacture of special 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
expensive exercise. Keeping in mind the tremendous scope for diversification. a real
annual growth in civil trade of 25% should be achicvable.

33.32 Though Ordnance Factories have already shed backward integration
in som arcas like bar-mill and stecl-melting, there is still cnough scope for further
reducing backward integration. Ordnance Factorics should disengage from
manufacturing raw materials and other inputs, which arc alrcady available in trade in
desired quality and quantity, as their manufacturing by Ordnance Factories thamselves
docs not lead to economies of scale.

3333 While Ordnance Factories are gencrally over-staffed, they are
particularly deficient in some of the requisite skills. In the Ordnance Factory
Organization, old skilled hands are getting depleted duc to normal wastage through
rctirement and death and there is no induction of new skilled hands to rccoup these
wastages, duc to continuing ban on fresh recruitment in DGOF Organization. This
portends a very difficult situation for the organization in the year 2000 and beyond,
when iost of tie oid skilled hands would retire.  Already, Ordnance Factories, which
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have gone n for NC/CNC machines. are finding it difficult to man them in the absence
of adcquatc skitled hands. In this scenario. a comprehensive manpower review s long
over duc. 1t should be undertaken immediately.

33.34 As large scalc reurements arc scheduled in the next S vears. Ordnance
Factorics have a real opportunity to right-sizc their manpower. The existing flab in
manpower, when wasted out, should not be recouped.  Fresh manpower
induction should be limited only to mect the emerging skill requirements and
Ordnance Factorics can formulate a perspective manpower plan to this end
Here. we specifically reccommend that Ordnance Factorics should be allowed to induct
skillcd manpower both at the working and supcrvisory levels as per.the perspective

- manpower plan.

3335 Ordnance Factorics have their own quality assurance sct-up to cnsurc
quality at all stages. starting from raw material procurement to inter-stage production
to final assembly of the product. This sct-up is paralicl 1o the set-up of DGQA. Naval
Armament Inspection and Air Armament Inspection Wing.  As most of the Ordnance
Factorics have got 1SO-9002 Certification and they have been giving a lot of
impgqrtance to the quality aspect. we feel that they can be depended upon to censure
quality of the product. However, keeping in view the critical importance of quality in
the ficld of anms and ammunition from the point of view of the user 1.¢. Armed Forces.
we would still be in favour of independent audit of the quality of the final product

33.36 Thus, we recommend that independent audit through DGQA,
Naval Armament Inspection and Air Armament Inspectorate should be confined
to the quality assurance of the final product and to quality assurance at inter-
stage production and raw material procurement stage only in the case of some
very lethal and critical items. In all other matters. Ordnance Factorics should be
solcly responsible and accountable for quality assurance.

3337 The cxisting system of pre-audit of expenditure should be
restricted to amounts above specified values and independent financial control
can he exercised by a regular process of post-audit. In the Public Sector Structure,
however, the existing accounts establishment has tc be fully integrated with the
Ordnance Factorics structure.

CONCLUSIONS

33.38 Our suggestions with regard to the Ordnance Factory Organization
would have the effect of making the Organization more goal-oriented and focused in
the context of the new cconomic dispensation and ultimately Icad to greater self-
reliance for the Ordnance Factorics. The three pronged aporoach of conversion to PSU,
privatisation of non-corc. non-strategic arcas and improvement of capacity utilisation
through planned diversification into the civil sector. it is hoped, will result in
improving the cfficiency of thesc units and reduction in manpower to the tunc of 87%
of the existing manpower under the Department of Defence Production and Supplics.
Since the average age of emplovees is high and a significant portion of manpower
would retire within the next six years, redecployment of manpower may not posc a
scrious problem. ‘
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