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ANNEXURE 1
[Para  3-41(1)]

List of tasks to be performed by government in respect of public
sector undertakings.

I. Appointment/resignation of Chairman/board members/financial adviser, of
shief finance and accounts officer on the recommendation of the Board of Dir-
sctors, and of auditor on the advice of the C. & A. G.

2. Higher staff appointments, i.e., where the maximum of the pay-scale of the post
exceeds Rs. 2,250. ‘

Rules of the company governing the conditions of service of the employees, Pro-
vident Fund and other rules.

(3]
0

4. Annual programme of the public undertaking as reflected by its revenue and
aapital budget estimates.

5. Proposals of the public undertaking regarding :
(i) assistance from other ministries when direct contacts did not produce

resuls g
) raising loans excceding specified limits;
(iii) higher foreign cxchange allocation;

) intervention in lacbhour disputes;
(v) negotiations with foreign countries;

)

contracts involving expenditure exceeding specified limits; participation
in negotiations for entering into global coniracts;

(vii) pricing of products;
(viii) creation of rescrves and special funds.

6. Other matters on which the public undertaking is, under its charter, required
to obtain the approval of the President, «.g. (a) to sell, lease or otherwise dispose
of whole or substantially the whole, of the undertaking, (b) to form a subsidiary
company, and (c¢) to divide capital into different classes of shares.

7. References made by public undertaking under instrument of instructions laid
down by the ministry or under accepted or developing conventions.

8. References made by public undertaking in connection with its operations when
the questions involved relate to other business of the adminiswative ministry
or of other ministries for which it has necessarily to seek assistance of the adminis-
trative ministry.

9. Proposal or decision of the Board reserved by the Chairman for the decision
of the Central Government.

10. Changes in the scope (volume and range) of work of the undertaking involving
capital expenditure exceeding specified limits—reviewing public aspects, financial
aspects, technical aspects including modernisation of plant and equipment or
change in design.

11. Examination of reports and returns prescribed by the ministry.

1



12.

13.

15.

“10.

17.

2

Causes of below-the-cxpectation progress of performance or of other wrealk-
nesses or inefficiencies.

Annual report of the public undertaking on its performance ’according tto a
standard pattern) including its balance-sheet and profit and loss statement: to-
gether with the audit report thereon.

Broad evaluation of the financial results, degree of fulfilment of the tasks umde:r-
taken and overall efficiency of the public undertaking.

Public relation aspects including public criticism in regard to scale and range
of products and their quality of the public undertaking.

Parliament work relating to (i) Parliament questions and debates, and (ii) report
of the Parliament committee on public undertakings.

Whether a directive should be issued to the Board of Directors of the publiic
undertaking.



ANNEXURE II
(Para  4-37)
Functional file index - Description

Tk e:isting filing system of the central secretariat offices nas been laid down in
detzil h tre Manual of Office Procedure (chapter VII refers). It suffers from the
flollowirg cisadvantages :

(i Taere is no uniformity, since different sections allot different numbers to
icentical subjects or sub-subjects.

(ii Tracing of files is a time-consuming search through the file registers and
th: officers are dependent on records clerks.

‘iii Trdexing by subject as well as by individual name is necessary.

A

2. To wer:ome these disadvantages, a functional subject-wise and sub-subject-
wise fik iadex should be prepared as follows.

21 Them:in subjects of an office falling under, say administration, office mana-
gement erv.ces, policy matters and miscellaneous items, ave first listed under functional
girow lradngs, which are identified by consecutive Roman numerals.

2-2 Eacr waie subject or main head in each functional group is assigned con-
secutive Arabic numerals beginning with ‘11’ which may go up to ‘gg’.

2~g Simlarly, the sub-subjects or sub-heads under each main head are assigned
consecutve Arabic numerals beginning with ‘11’ which also could go up to ‘g9’

2+ 4 The identifying subject numerals and sub-subject numerals are separated by
‘0’; the sroap of numerals to the left of ‘o’ refer to the main subject while that to
thee righ tc its sub-subject, topic, aspect or factor.

2+ 5 File: orened under the same sub-subject etc. are given serial numbers 1,
2, g anc so on, enclosed in brackets.

26 Theyear in which the file is opened is shown separately from the file number by
a slaat sroke,

2+7 At tie end of each file code number isto be irdicated the dealing adminis-
trativz ofice, division or unit by a suitably chosen abbreviated group of letters,
separatec from the year by a hyphen.

2°8 To dstinguish files relating to different countries (or different individuals
or bodies alpha symbols may be inserted before ihe coded subject number; e.g. Aus-
tralia. Buma, and Cambodia may be indicated by Aus., Bur., Cambeo., respectively.

2-g Eaclsubject and sub-subject thus having been identified by an alpha-numeric
code mar:, a brief content part of the subject, viz., question, issue or specific institution
or personinvolved is indicated in the rectangle on the file cover marked ‘“‘subject”.

210 [llusration—In a file numbered IV-11013(3)/66-Estt., ‘IV’ stands for the
functiona or activity group heading, viz. common office services. The first group
of Arzbicnumerals ‘11’ stands for the main subject heading ‘accommodation’. The
figure ‘0’is a separating sign. The second group of Arabic numerals ‘13’ stands
ffor the swordinate subject or aspect heading. ‘shifting arrangements’. The number
*3’ in rowd brackets denotes 3rd file opened under this subordinate heading. The
figure ‘66 indicates the year of opening the file and the abbreviating symbol ‘Estt.”
stands fo establishment section.
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. Instruction-—If a paper requiring filing is such as apparently does not relawe: tcto

any of the lists, viz., functional (primary, group heading), subject (secondary headiing g)

or sub-subject etc. (tertiary heading), the following points should be considered
Whether they come under any sub-factor or sub-aspect of a tertiary headlinng
as related to a secondary heading.

Whether they seem allied to a secondary heading as related to a primarry
heading.

If not, whether they could be brought under an additional heading plaiceced
at appropriate point in the list of primary headings.

If nothing suggests, it may be temporarily placed in the list of primary headingss aas
the last item.

4. Advantages of the propesed file index

(i) Such a coded file index drawn up on a functional basis establishes an easilly
recognisable, systematic, filing sequence under a comprehensive list of jpree-
identified subjects and their various sub-subjects, topics or aspects, conceerrn-
ing activities of a particular office.

(ii) The symbols and numbers used remove lengthy file designations for which 2
hunt has sometimes to be made, thussaving «time. The proposcd file inidecx
has also the advantage of providing files on the same functional subject andl iits
sub-subject common identifying numbers.

(iii) Ensuring ease in reference, this standardisation greatly facilitates openimg ¢ of
new files, systematic sorting, pick up and storage of files which may be ree-
quired subsequently for reference and thus enables the officers to pick cut anuy
file on their own and with spced.

(iv) Further, when indexing is done, only one index slip (by specific name) meeed
be made, and not two, i.c. both name-wise and subject-wise, as is founad
necessary under the conventional system.

(v) Besides, this coded index will serve as a standard table of contents fur thh®
precedents note-book, which although a necessary requirement for its efecitivve
use, is by and large not prepared.

(vi) It would also hielp in compiling orientation, instruction material on the actiivitty
dealt with, for a comprehensive understanding of it.



ANNEXURE III
(Para 4.40)
Router slip
for submission of drafts

Router slip
{correspondence handling)

From To Initials Date
4
For information Discuss, consult
Draft for approval Draft reply
For signature Revise as directed
Revised draft Note and return
For instructions Accept/reject/recommend

Additional space




ANNEXURE IV
(Para 4.40)

Router slip

for submission of papers

Router slip
(preparation of papers)

From

To

Initials Diatee

Prepare paper Amplify
Consult | As amended
Study team i For consideration
(1) i Approved
(leader)
(ii) ! Planning & policy
|
(iii) !
i
Report by !
Paper submitted

Additional space




ANNEXURE ¥
(Para 4.44)

Statement showing the proposed wing scales, the existing secretariat scales for generalist staff and the
existing scales for specialised cadres

Proposed wing scales Existing secretariat scales for generalist Existing scales for specialised cadres
staff
(1) (2) (3)
Cz2 Rs. 3,000 Rs. 3,000 (ICS joint sccretaries and non- Rs. 3,000—125—3,500 (B grade Industrial Manage-

ICS additional secretaries)

Cr Rs. 2,500—125/2—2,750 . . Ras. 2,500—125/2—2,750 (non-ICS  joint
secretaries)

ment Pool)

Rs. 3,000 (Chairman, CWPC, ICS and senior IAS
D.G.S. & D, D. G. T. D; ISE CE, CPWD; Chief
Economic  Adviser, Finance; - TMS Additional
DGHS).

Rs, 2,500—100—3,000 (G grade IMP).

Rs. 2,750  (Non-IMS  DGHS; Member, CWPG)’

Rs. 2,500—125/2—2,750 (IG, Police; Economic Adviser
in linance and Commerce; non-ISE CE, CPWD;
DGS & D; DGTD; Coal Mining Adviser;  Adviser
(Chemicals) ; Principal Information Officer; ICS and
senior IAS Textile Commissioner and Jute Commissioner)

Rs. 2000—100—2,500 (D grade IMP; Chief Scientist
Ministry of Defence).




(1)

(2)

(3)

D3 Rs. 2,000—125—2,250

D2 Rs. 1,800—100—2,000

D1 Rs. 1,100—50—1,300—60—1,600 Rs. goo—50—1,000-—60— 1,600—50—1,800

—100—1,800

Rs. 2,000 in the scale of Rs. 1,800—100—

2,000 for IAS officers and class I officers

central services.

Rs. 1,800—100--2,000 for GSS officers

+Rs. goo special pay for TAS officers.

Rs. 1,100—1,600
Rs. 300 special
central services.

T - oan -
Rs. 1,100-—1,800
secretaries.

or Rs. 1,300—1,600 +
pay for class I officers

o R
tor GSS

Avd Athar

and other

d

Anivtyy

cputy

Rs. 2,000-—125—2,250 {Director-General Archae-
ological ~Survey; Textile Commissioner, ctc.)

Rs. 1,800—100—2,000—125—2,250 (Accountant Gene-
ral; Commissioner of Income-tax; Collector of
Customs/Central Excise).

Rs. 2,000 (Additional Chief Engineer)

Rs. 1,800—100—2,000 (Industrial Adviscer; Director
CWPC, some hcads of departments)

Rs. 1,600—2,000 (Grade IV, IMP; Drugs Controller
etc.)

Rs. 1,600—1,800 (Technical Director, Civil Aviation;
Director, CWPC).

Rs. 1,300—60—1,600—100—1,800 (economists and
statisticians).

Rs. 1,300—60—1,600 (Grade V IMP)

Rs. 700—1,600  (senior  development  officer)



E5 Rs. 1,100—50—1,400

E4 Rs. 700—50—1,250

E3 Rs. 350 (Prob)-——400—25—500
—30—590—E.B.—30—
800—E.B.—30—830—35—900

E2 Rs. 325—15—475—20—575

Er Rs. 210—~10—270—15—300—
E.B.—15—450—E.B.—20—
530

Rs. goo—50—1,250 (CSS under secretaries)

Rs. 400—1,000+Rs. 200 special pay for
IAS oflicers.

Rs. 400—1,250+Rs. 200
class 1 officers,

special pay for
central services.

Rs. 700—1,250 (senior resecarch officer,

senior analyst, etc.)

Rs. 350 (Prob)—400—25—500—30—590—
E.B.—30—800—E.B.—30—830—35—g00
(section officer)

Rs. 325—15—475—20—575 (research assis-
tant)

Rs. 210—10—290—15—300—E.B.—15—
450—E.B.—20—530 (assistant)

Rs. 1,400 (Selection Grade IPS)
Re 1,100~ 50 1,400 (Assistant

joint directors, economics and
Jdlroolurs i wae cniglieering  side;

Economic  Adviser;
statistire:

Aenut
&rade VI TMP).
Rs. 700-—1,600 (junior Development officer)

Rs. 700—-50—1,250 (scientific officers)

Rs. 700—40-—1,100—50/2—1,250 (Grade VII
engineers, ecnomists & statisticians)

IMP;

Rs. 740—1,300 (senior scale of IPS)
Rs. 600—1,300 (Specialists, Central Health Service)

Rs. 400—1,250 (class T central service)

Rs. 400-—950 (scientific officers)
Rs. 350—goo

Rs. 325—15—475—20—575 (rescarch/scientific/

technical assistant)
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Annexure VI
Lmara 4,5002) _/

XISTING STRUCTURE OF A WING
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Annexure VII™
[Para 4,50(2)_/

PROPOSED STRUCTURE OF A WING
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ANNEXURE ViIl
[Para 4.50(2)]

Statement comparing a typical wing of the present system with one of the proposed

Strength of a wing Cost of a wing (annual)
Existing  *Proposed Existing  Proposed
Rs. Rs.
Joint secretary . . . . . . . . 1} 1 49,500 33,000
Director . . . . . . . . . . 4 .. 87,360
Deputy director . . . . . . . . . 1 . 19,200
Deputy secretary . . . . . . . 3 .. 68,292
Under secretary . . . . . . . . 6 .. 1,05,480
Section officer . E . . . . . . 12 .. 1,26,576 ..
Executive . . . . . . . . . .. 32 .. 3,82,176
Assistant . . . . . . . . . 48 3 2,88,000 18,000
Stenographer . . . . . . . . 9 20 54,000  1,20,000
Upper division clerk . . . . . . . 12 5 44,400 18,500
Lower division clerk . . . . . . . 30 12 90,000 36,000
Steno-typist . . . . . . . . .. 17 .. 56,200
TorarL . 121} g5 8,26,248  7,70,436
Reduction in terms of personnel 26% Reduction in terms of cost : Rs. 55,812
(21.8%) (6.7%)

9

Notk : These calculations do not take into account class IV staff; nor do they take into account the needs of special tasks when additional
posts may have to be created.

*Details are given in the statement on page 16.



Statement showing the sirength of a reorganised wing

Chief of the rank of joint secreiary

1

Planning Office Manage-

Divisions & Policy Special mentand Total

tasks  Registry

Director .

. . . . . 3 1 § 4
Deputy director . . . . . . 14 . - 1
Executive . . . 28} 2@ .. 2% 32
(i.e. aide
and one
registrar)
Assistant . . . . . .. . .. 3 3
Ude - . . .. .. 5 5
Ldc . . . . . .. .. .. 12 12
(including
typists)
Stenographer . . . . 17 3 .. 20
(incl. 2
for the
chief)
Steno-typist ’ 16 I 17

+Rs. 1,300—1,600

{3 on Rs. 210—530
3 on Rs. 325—575
g on Rs. 400—g00

12 on Rs. 700—1,250
1 on Rs. 1,100—1,400

@2 on Rs. 700—1,250}
*1 on Rs. 700—1,250
1 on Rs. 100—000

§The needs for special tasks could be found
from within the existing strength or
additional posts could be created as
and when found necessary.

91



ANNEXURE IX

(Para 6-10)

Lit «f appointments requiring the approval of the Appointments
committee of the Cabinet.

Miniiiries

Railwars . . . I.

Externa Afairs . . i

Diefeace . . . . i

W

© @ oo

10.
II.

2—ARC/08

Apfointments

Chatrman, Railway Board.

. Members and Additional Members of the Railway

Board.

. Financial Commissioner for Railways.

General Managers of Railways and  equivalent
appointments.

. Seerctaniat  appomunents of and above the rank

of Deputy Sccretary.

Field appointments above the rank of TFirst Secre-
taries to Missions except appointments of Ambas-
sadors, Heads of Missions and other higher
dignatories.

Secretariat  appointments of and above the rank
of Deputy Secrctary.

Scientific Adviser to the Defence Minister.

. Director Gencral, Armed Forces Medical Services.

. Appointments in State-owned public corporations,

companies and enterprises of :
(a) Chairman, Managing Directors and General
Managers, salaried or otherwise; and

(b) Financial Advisers entitled to an ultimate
salary of Rs. 2,000 p.m. or above.

. Other appointments in the State owned public

corporations, companies and enterprises carry-
ing an ultimate salary exceeding Rs. 2,250 p.m.

Army

. Chief of the Army Staff.
. Deputy Chief of the Army Staff.

G. O. C.-in-C, Southern Command.
G. O. C.-in-C, Eastern Command.
G. O. C.-in-C, Western Command.

P. S. Os. i.e. Chief of the General Staff, Adjutant
General, Master General of the Ordnance and
Quarter-Master-General.

17



Department
Energy.

All

other

of Atomic

ministries

19.
. Deputy Chicef of the Air Staff.

21.

22.
23.
24.

1.

18

Navy

. Chief of the Naval Staff.

. Flag Officer Commanding, Indian Fleet.
. Deputy Chief of the Naval Staff.

. Flag Officer, Bombay.

. Commodore-in-charge, Cochin.

. P. S. Os. i.e. Chief of Personnel, Chief of Material

and Chief of Naval Aviation.

. Commodore, East Coast.

Air Force
Chief of the Air Staff.

Air Officer Commanding-in-Chief,  Opcrational
Command.

Air Officer Commanding, 'Training Command.
Air Officer Commanding, Maintenance Command.

P. S. Os. ie. Air Officer-in-Charge, Maintenance
and Air Officer-in-Charge,  Administration.

Secretariat appointments of and above the rank
of Deputy Secretary.

Apvoiutments in State owned public corporations,
companies and enterprises of :
(a) Chairman, Managing Directors and General
Managers, salaried or otherwise; and

(b) Financial Advisers entitled to an ultimate
salary of Rs. 2,000 p.m. or above.

. Other appointments in the State owned public

corporations, companies and enterprises  and
appointments to tcchnical and scientific  posts,
carrying an ultimate salary exceeding Rs. 2,250
p.m.

. All other appointments which are made by the

Government of India or which require the approval
of the Government of India and which carry
an initial or ultimate salary of Rs. 2,000 or
above.

. Secretariat appointments of and above the rank

of Deputy Secretary.

. Appointments in State owned public corporations,

companies and enterprises of :

(a) Chairman, Managing Directors and General
Managers, salaried or otherwise including
the Governor and Deputy Governors of the
Reserve Bank of India; and

(b) Financial Advisers cntitled to an ultimate
salary of Rs. 2,000 p.m. or above.
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3. Other appointments in the State owned public
corporations, companies and enterprises carrying
an ultimate salary exceeding Rs. 2,250 p.m.

4. All other appointments which are made by the
Government of India or which require the ap-
proval of Government and which carry an initial
or ultimate salary of Rs. 2 0oo or above.



ANNEXURE X
(Para 6.10)
Functuons of the Central Establishimment Loard

Tt shall be the duty of the Board :

(1) having regard to the merits, claims and availability of all officers in the 1weld
of choice for any particular vacancy. to make recommendations for the selection and
appointment to :

{as all posts of and above the rank of Uad i Secrctary to the Goveonerot of
India in the Secrctariat (except posts of Additional Scovetary. Spocial Sec-
retary and Sceretary to the Government ol Indiai;

(b all non-Secretariat posts und-r the Government of India which are included

as category "\ posts in the schedule of the reorganised Central Secretariat

Service;

all non-Seerctariat posts under the Government of India which are marmed

by officers of the dl-India  Services; and

—
-

all other non-Seeretariat posts which are similar in rank and status to the
posts mentioned in {a; above—when it is proposed to appeint thereto :

(d

{1) oflicers, belonging to the Central Secretariat Service or the Central Ad-
ministrative Pool; and

(ii) officers belonging to any of the services which supply officers to the

Central Adiministrative Pool;

{(2) to advise the controlling authority wiz., the Ministry of Home Affairs, in
regard to the initial constitution and future maintenance of the Central Adminis-
trative Pool as provided for in the scheme for stafling senior Administrative posts
ot the Centr»; and

(3) to advisc the Ministry of Home Affairs in regard to the initial constitution

and future maintenance of Sclection Grade and Grade I of the Gentral Secretariat
Service on matters specifically referred to the Board by that Ministry.

20



ANNEXURE XI
{Para 6.13(3)]

Statement showing number of direct recruits to the I.A.S. since its

inception.
No. of
Year of examination appoint-
ments made
1947 33
1948 33
1949 35
1950 29
1951 38
1952 32
1953 12
1954 49
1955 57
1956 77
1957 64
1958 54
1959 73
1960 87
1961 99
1962 . . . . . . . . . 90
1963 . . . . . . . . . 115
1964 . . . . . . . . . 128
1965 138
1966 . . . . . . . . . 140

21



ANNEXURE XII
{Para 6.13(3)]

Comparative statement showing the number of secretaries to the
Government of India and number of I.C.S. and I.A.S. officers
eligible for appointment as secretary during the years 1948—67
and some pre-independence years (with projection into the

future upto 1989)

No. of ICS/ Selectivity
IAS officers ratio (i.e. col
Year No. of eligible for 3 to col. 2)
secre- apptt. as
taries Secy.

1 S 2 3 4
1934 9 223 25:1
1935 9 242 27:1
1936 9 213 24:1
1937 . . . . . . . 10 172 17:1
1938 . . . . . . . 10 199 20:1
1939 9 178 20:1
1940 19 87 5:1
1949 - 20 102 5:1
1950 21 110 5:1
1951 19 129 711
1952 . 18 141 8:1
1953 20 163 O
1954 22 175 8:1
1955 20 188 9:1
956 - oo 162 7:1
1957 . . . . . . . 23 150 7:1
1958 . . . . . . . 23 147 6:1
1059 . . . . . . . 22 157 7:1

22
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I 2 3 4
1960 . 22 166 8:1
1961 . 23 164 711
71962 . 23 169 7:1
1963 . 22 177 8:1
rgby . 25 201 8:1
1965 . 28 222 8:1
1966 . 33 254 8:1
1967 . 31 288 9:1
1968 . 30 318 11:
1969 . 30 378 13:
1970 . 30 382 13:
1971 . 30 414 14:
1972 . 30 431 14:
1973 . 30 430 14:
1974 . 30 424 14:
1975 - 30 448 15:
1976 . 30 457 15:
1977 . 30 464 15:
1978 . 30 485 16:
1979 . 30 498 17:
1980 . 30 554 18:
1981 . 30 588 20:
1982 30 592 20:
1983 30 628 21:
1984 30 675 22:




24

1 2 3 4
1985 . 30 728 24:1
1986 . 30 766 26:1
1987 . 30 846  28:1
1988 . 30 942 g1
1989 . 30 1,038 351
Notes : 1. The figures given in respact of each year represent the position obtaining

at the commencement of that year,

For the purpose of this statement, an officer who has completed 22 years
service in the ICS/IAS has been taken as eligible for appointment as
secretary.

. The number of secretaries represents the number of posts of secretaries

normally manned by members of ICS, IAS and other generalist services.
It excludes posts of secretaries in the Ministries of External Affairs and
Law, which are generally manned by members of the Indian Foreign
Service, and the Central Legal Service, respectively. For similar reasons,
secretary in the Department of Atomic Energy, which post is generally
held by a scientist has been excluded.

In nrolecting the number of secretaries into the future a steady figure
of 30 has been assumed. This is based on the assumption that of the 41
departments recommended by the study team in its earlier report
6 departments, namely, those of Atomic Energy, External Affairs, Legal
Affairs, Legislative, Railways and Science and Technology will not
normally be headed by ICS/IAS officers. Five more departments,
viz. those of Administrative Reforms, Export Industries, Family Planning,
Parliamentary Affairs and Statistics, it has been visualised, may not
need fulfledged secretaries. A single secretary has been assumed for
each of the remaining 30 departments.



ANNEXURE XItI
(Para 6.14)

Statement showing tenures of appointment of secretaries to the Government of India in certain ministries since 1947.

Number of secretaries with actual tenw  of Averrge  Longest  Shortest
—— Total tenie tenure tenure
Sl Ministry/Department Less than 2 years 4to6 Over 6 of cols.  (vears) (vears) (years)
No. 2 years and above years vears 3-6
but less
than 4
years
1 I 3 4 5 O 7 G 9 10
1 Communications . . . . . 2 2 2 6 2.7 5.8 0.3
2 Defence . . . . . . . 1 2 1 4 4.8 6.04 3-6
3 Education . . . . . 1 1 2 .. 4 3.1 43 1.5
4 Finance (Economic Affairs) . . . 2 2 2 6 3.2 5.1 1.5
5 Finance (Revenue and Expenditure) . 4 X 1 1 7 2.6 6.5 0.5
6 Agriculture . . . . . . I 3 I .. 5 2.9 4.0 1.8
7 Food . . . . . . . I 2 i .. 4 2.9 5-4 1.7
8 Health and Family Planning . . . 4 2 1 7 2.2 7.2 0.1
9 Home . . . . . . . 1 2 2 5 33 49 1.3
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1 2 3 4 5 6 7 8 9 10
10 Industrial Development 1 1 I 1 4 4.6 9.8 0.7
1t Information and Broadcasting . 2 3 I 3.0 5.2 1.2
12 Irrigation and Power 2 I 3 g1 6.8 2.3
13 Labour and Employment 3 1 4 4.7 8.0 3.5
14* Planning Commission 1 1 2 1.6 2.2 1.1
15 Steel, Mines and Metals 2 2 1 5 4.0 7.9 0.4
16 Transport I 1 3 5 3.5 4.3 1.8
17 Works and Housing 2 3 I 1 7 2.8 6.03 0.6
25 30 21 8 84 3-3
29.8%  35-7% 25% 9-5%

*The position shown relates to the period for which Planning Commission had separate secretary.



ANNEXURE XIV
(Para 6.17)

Measures taken by the Government of India in the recent past t.
improve senior management

A-—Institutional arrangements

1. Institation of Cabinet Secretary.—As carly as 1950 the Government had
recognised the need to invest the institution of Cabinet Secretary with a more positive
role in relation to personnel administration. This is reflected in  its acceptance of
the recommendation made in the Ayvangar report (1949) that the Cabinet Secretary
should be ““an administrative officer of the highest rank sclected for the office for his
special qualities of tact, energy, initiative and efficiency”; that he should be ‘“a suffi-
ciently senior officer to command the respect and confidence of all ranks of permanent
service” and that he should be “‘ex-officio president of the Committec of Secretaries
set up to advise the Prime Minister and other ministers on selections for administra-
tive appointments’’.

2. Appointments committee of the Cabinet.—An appointments commit-
tee of the Cabinet headed by the Prime Minister was set up in 1950 to deal broadly
with all appointments in the Secretariat at the level of deputy secretary and above and
outside the Secrctariat against posts carrying pay scales above Rs. 2,000 p. m. In 1961,
a provision was made in the Government of India (Transaction of Business) Rules,
requiring approval of the Cabinet to proposals involving creation of posts or re-
employment of officers on pay exceeding Rs. 3,000 p. m.

3. Central Establishment Board.—In 1951, the old selection board was re-
organiscd and it was decided that the reorganised board (called the ““Central Estab-
lishment Board’) should be headed by the Cabinet Secretary. Appointments to the
posts of secretary were specifically excluded from the purview of the Central Establish-
ment Board. Instead, the Cabinet Secretary, qua Chairman of the Board, was em-
powered to consider the claims of various officers, whether serving at the Centre or
in the states, and to submit his recomme~ndations direct for the orders of the Appoint-
ments committee of the Gabinet. In the reorganisation of the Central Establishment
Board in 1954, the appointmeits to the posis of additional secrctary also were exclud-
ed from its purview. The Cabinet Secretary was now to formulate on his own such
proposals for the approval of the Appointments committee of the Cabinet.

4. Administrative organisation committee of the Cabinet.—For consi-
dering measures for the reorganisation of the machinery of the Government covering
all the three broad aspects, viz., structures, personnel and methods, an ad koc adminis-
rative organisation committee of the Cabinet was set up in 1950. The Committee
was in existence for nearly a decade.

5. Secretaries committee on administration.—In 1961, the Government
appointed a Secretaries committee on administration as a standing machinery for
locating administrative deficiencies and initiating measures for improvement. This
committee has ceased to exist and its work is now looked after by the Secretaries com-
mittee on internal affairs.

B—Measures for improving quality of senior management
6. Strengthening at levels of J. S. and above.—In 1965, while conceding
the need to strengthen all decision making levels, Government observed that this

was particularly necessary at the levels of joint secretary and above because it was from
those levels that administrative leadership, supervision and guidance were expected
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to flow. It was then decided that standa.ds of selection for these posts should be
tightened. The respective role of the present three functionarics at senior manage-
ment levels, iz, joint secretary, add tivnal secretary and sceretary were also clearly
defined. Secretaries were requested to review arrangements for interanal delegations
and to organise analytical studies of work actually handled by individual officers at
the level of joint secretary and above, with a view to locate items of work, about
which delegations, orders, or instructions could issue, requiring disposal at lower
levels. They were also requested to consider the feasibility of transferring to  joint
sccretaries some of the work currently handled by them, e.g. that connected with
inter-departmental committees, negotiations and conferences abroad, and visits of
distinguished visitors. both Indian and foreign.

7. Test of results and weeding of ineffectives.—T'he acceptance of the
principle that the success or failure of an individual officer must be judged rigorou-
slv by the test of results, led (0 a proposal in 1961 to appoint a committee in each
ministry to locate officials, who are ineffective or against whom suspicion existed re-
garding their integrity, amounting to moral conviction., An outcome of this proposal
has been that government has of late been screening officers at senior management
levels. The following pissage in the Prime Ministers’ broadcast of July 1966 is signi-
ficant in this context.

“When I spoke to you last month, I said seniority should yield to merit. Since
then, a number of senlor secrclariat appointments have been reviewed
and certain changes are being effected. This is a beginning.”

8. Minimum tenure for key appointments.—In 1961, the government deci-
ded that officers in key posts should be kept on their jobs for atleast five years to
enable them to produce the results expected of them. If there was any loss of pros-
pects by their being kept in a particuar post in the public interest, such loss should
be aequately protected against.

9. Revision of pay of senior management posts.—In 1962, government
introduced a selection grade (Rs. 1800-2000) batween the seuio. aud the super- time
scale of pay of the Indian Administrative Service. In 1965, it sanctioned an upward
revision of the super-time scales of pay. As a result, the pay of IAS secretaries, addi-
tional secretaries and joint secretaries and equivalent officers was raised. The bene-
fits of the upward revision of the scales of pay were subsequently extended to other
services also. This upward revision of pay scales was meant to generate a greater mea-
sure of ‘elan’ at senior management levels.

C—Development of sources for senior management

10. Since independence, government have almost continuously grappled with
the problem of developing sources for drawing on personnel for the staffing of its
middle and senior management levels. These efforts are reflected not only in the
organisation of All India Services but also in the constitution of certain ‘specialist’
Central Services and the formulation of schemes like the ICA (Central) Cadre, and
Central administrative pool.

11. Constitution of new Central Services.—-New scrvice cadres in certain
specialised fields of activity were organised to facilitate man-power on a long-
term basisand to ensure the availability of an adequate number of officers posses-
sing the right combination of basic calibre and experience. The Central Legal
Service, the Indian Economic Service, the Indian Statistical Service and the Central
Information Service are among the instances in point.

12, ICA{Central) Cadre, 1950.--In 1950, government formulated a scheme
for ICA(Central) cadre to overcome the vagaries of ‘tenure-deputation’ system and
to develop sepcialisation among a proportion of persons drawn from IAS and central
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services for appointment at the Centre. The central cadre was to comprise two pools-
the special administrative  pool designed o serve the needs of cconomic ministries
and thus to replace the Finance-Commerce Pool, and the General Administrative
Pool for staffing other departments. Officers of TAS and Central Services, like ITA& AS
were to come to the Centre on tenure-deputation, in the first instance. On the ex-
piry of their {irst tenure, majority of them were to revert (o their parent services., A
few were, however, to be selected for quasi-permoanant deputation and to remain with
Centre for the rest of their service. unless required to gn back to their parent cadres
for a period of counter-deputation.

13. Central Adminisirative Pool, 1957.---The ub s scheme  could not  be
implemented mainly because the state governments were never fully 1 favour of
it. A new scheme for the constitution of a Gentral Administative Pool was therefore
evolved in 1957 to build up a reserve of officers with special training and  expericnce
for the purpose of economic  administration and i1 maintaining continuity of know-
ledize and experience in the  ficld of general administration. The important feature of
this scheme was the provision regarding lateral recruitment of persons with specialised
qualifications directly from  the open market at higher age levels. Tt s understood
that this scheme s undeigoing certain modifications.

14. Reorganisation and reinforcement of C.S.S..- The reorganisation of the
Central Secretariot Service m 1948-30 by providing for divect recruitment 1o 1the
Section Officer’s grade and arranging for executive training for selected officers of grade
I and grad: IT was another signilicant attempl to make that service yield personnel
for middle management and senior management levels.

15. Induction of scientists and technologists to administrative posts.—
Besides appointing specialists and  1echnologists as advisers. attempts have been made
in the past- to throw open even the highest administrative posts to scientists, techno-
logists and other scholars of eminence. Appointments of Dr. Jivra) Mehta, Dr. Tara
Chand, Dr. Bhabha. Dr. Bhatnagar and Prof. Thacker as sccretaries may be cited
as instances. These also underscore the anxiety of the Government to devise a system in
which the outstanding scientists and technologists can aspire to rise to the highest admi-
nistrative posts. The Prime Minister’s observation in her convocation address at the
University of Roorkec on 18-11-1967 that administrative system must reflect an indi-
vidual’s contribution to human welfare and economic gain sums up Governmental
thinking in this field.

16. Lateral recruitment.—Even in iis first five year plan the Planning Com-
mission had recommended (a) that individuals with high academic qualifications
and special experience in the economic ficld should be drawn into administrative
services at age-limits cxceeding those fixed for initial recruitment, (b) that a propor-
tion of junior officersin the administrative services should be selected early in their
careers and given intensive training in the economic field and (¢) that individuals
with special experience and knowledge in other fields such as universities, banking
and finance and industry should be drawn into public services for manning responsi-
ble senior posts. These recommendations have been accepted by Government in

principle.

17. Training.—The expansion in the facilities for the trziaing of public ser-
vants. particularly in the fields of ‘Inservice traning’ and ‘Executive Development
Programme’ has bcen significant. The founding of the Indian Institute of Public
Administration, the setting up of the Admini.trative Staff College on the lines of a
similar college at Henley on Thames in U.K., the organisation cf refresher training
programmes in the National Academy of Administration and arrangements for the parti-
cipation of civilian personnel in the courses of the National Defence College are aspects
of this expansion. The proposal to set up a training division in the Ministry of Home
Affairs is cqually significant.



ANNEXURE XV
[Para 6.26(¢)]

Statements showing the tenures of appointment of the Chief Justices of
the Supreme Court and Chairmen, Railway Board

A—Statement showing the tenures of appointment of Chief
Justices of the Supreme Court (since November, 1951)

S. Name of Chief Justice Tenure of appointment Remarks

No. years months days

1 Shri M. Patan‘ali Shastri 2 1 27

2 »”  Mehr Chand Mahajan . 0 11 19

3 ? Bijan Kumar Mukherjee 1 1 8 Died 6 months
and 13 days
before  his due
date of retire-

ment,

4 ”  Sudhi Ranjan Dass . 4 9 8

5 ” B. P. Sinha . . 4 4

6 » P. B. Gajendragadkar . 2 1 15

7 ,, A. K. Sarkar . o 3 14

8 ,, K. Subba Rao . 0 9 11 Resigned 3 mon-
ths and 5 days
before his due
date of retire-
ment.

9 ,, K. N. Wanchoo . o 10 14 Calculated  with
reference to the
anticipated date
of retirement.

*Average tenure : . 1 I 6

*This represents the actual average tenure of the nine Chief Justices. If the appoint”
ments of the two Chief Justices who did not complete their full tenure (namely
Shri B. K. Mukherjee and K. Subba Rao), are exculded, the average comes to 2 year s
2 months and 18 days. If, on tie other hand, their full (as distinct from actual)
tenure is taken into account, the average tenure works uot to 2 years and 8 days’.
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B—Statement showing the tenures of appointment of Chairmen,
Railway Board (Since September, 1947).

| ! 1 !
! i Tenure of ‘ Extension if 1 Total
\ | apptt. : any, granted ’ tenure
| © without ex- | !
S, | Name of Chairman ! tension | i
No, ; ' 1 :
} ; YMDVYMD!YMD
i I : i
1 Shri K. C. Bakhle. . . . 3 6 21 3 6 2r
2 ,» F.C.Badhwhar . . . I 5 4 2 o 26 3 6
3 ,» G.Pande . . . .23 .. .. .. .. 23
4 ,» P, C. Mukharjee 2 5 29 2 5 29
5 , K.B, Moathur . . . ... 3 1 .. 6 18.. g 19
6 ,» Karnal Singh . . . 1.9 6 .. 6 22 2 3 28
7 ,» D, C. Baijal . . .2 2 14 .. 9 8 211 22
*8 »» Kripal Singh . . . .. .. .. I 5 14 I 5 I4
Average tenure . . . rrIr 28 2 5 2

*Had been granted extension of tenure as Member, Railway Board. Later
promoted as Chairman,
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ANNEXURE XVI

(Paras 7' 19 and 7" 21)

Declegation of financial powers
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(h) Rs. 1,000
for irrecove.
rable  log
of publie
money, and
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C.2a.Large
hospitals

Ministry of
Finance
().M. No. LY
(50,-L
{Coord)]65
of 13.3.66.

(a) Powers to
create  Lein-
porary class
Il posts for
a prriod not
exceeding 2
years,

{b) powers to
create  lem-
porary class
11 and class
v pusts
without any
restriction as
to the peri-
ad, subject
to other rest-
rictrons laid
down in the
Minpistry  of
Finance

0. M. No.
T0(50)L
(Conrd}/65
of t3.3.66.

Same  as for
adintnistra-

tive  ninis-
tries; though
subject to the
reappropria-
tion powers
of the lauter,
except  that
no  reappro-
priation shr.
uld be possi-
ble without
the previous
cansent of
the adminis-
trative  mi-
nistry

(a) from the
primary unit
“Major
Works’*
to any othur
unit,

(bY to  aug-
ment provi-
sion for any
scheme by
more than
59 or Rs. 1
takli which-
ever is more,
and

(c) from the
provision
made for a
scheme i
one primary
unit to meet
expenditure
for any other
purpose pro-
vided in
another pri-
mary unit.

Twice the cx-

isting mone-
tray  limits
but in  no
case  exceed-
ing the pro-
posed  pow-
crs of head-
quarters.

Full  powers
within allo-
cated atnou-
ut subject to
procedural
restrictions.
T'here should
be no mone-
tary, itcm-
ised  restric-
tions.

(c) Rs.10,000
e defieien-
cies and  de-
preciation in

the value of

stores includ-
ed ir: the stos
¢k and oth-
€r accounts.,

(2) Rs. 10,000
for irrccove-
rable  losses
ofstores,

(b) Rs.5,000
for irrecove-
rable  losses
ol public
moucey, and

{c) Rs. 20,000
for deficien=
cies and dc-
preciation in
the value of
stores includ.

ed iy the
stock and
other acs
counts.

LE



Organisa-
tion

1

Creation of

posts

2

Existing
Reappro- Purchases and Contingent Write off of
priation contracts expenditure losses
T 3T T T ) 5 6

_(—)-rgani;z_x- Creation of Reappro- Purchases and
tion posts priation contracts
(1 E3) 3) )
C.2b ,Other Powers to . i
hospitals create¢ tem- isting mone-
porary_ class tary limits
111 and class but in no

Proposed

v posts
without any
restriction as
to the peri-
nd, Subject
to other res.
trictions laid
dowr: in the
Ministry of
Finance

No.

0. M.
10(50)-E
(Coord)|65
of 15.3.66.

(.3, Scien-
tific insti-
tutions-

(a) Powers to
create tem-
porary class
I posts carr-
ying a ma-
ximum pay
of Rs. 1,250
p.m. for a
period ~ not
exceeding 2
years,

(b) powers to
create  teme
porary class
IIIIT &1V
posts  with-
out any res-
triction as to
the period,
subject to
other restric-

Same as for
admini-
strative
ministries,
though
subject to
the reap.
propriation
powers of the
latter, ex.
cept  that
no reap-
propriation
should  be
possible
without the
previous
consent  of
the admi.
nistrative
ministry :

Twice the ex- Full powers

case exceed-
ing the pro-
posed pow-
ers of large
hospitals.

Twice the ex-

isting mone-
tary limits
but in no
case exceed-
ing the pro-
posed  pow-
ers of head-
quarters.

Contingent Write off
expenditure of losses

(%) (6)

(a) Rs.5.000

within al- for irrecove-
located amo~ rable losses
unt subject  of stores,
to procedure-
al  restric- (b) Rs. 1,000
tions, There for irrecove-
should he rable losses
no mone. of public
tary, itema money, and
ised restric-
tions, {¢) Rs. 10,000
for deficien-
cies and de-
preciation in
the value of
stores ine
cluded in
the stock and
other ac-
counts.
{a) Rs.10,000
Do. for irreco-
verable losses
o stores or
of public mo-
ney, and
(b) Rs, 20,000
for deficien-

cies and  de-
preciation in
the value of
stores includ-

ed in  the
stock  and
other ac-
counts,
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C.4, Com.
mercial
organisa-
tions,

tions laid
down in the
Ministry of
Finance

0. M, No.
10(50)-E
(Coord)/65
of 15.3.66.

(a) Powers to
create tem-

porary class

Y posts carry-
ing a maxi-
mum pay of
Rs. 1,250

p.m, for

a perjod
not exceeding
2 yearfs.

(by Pawers to
create lE]m'
porary class
ILII, & IV
posts without
any restric-
tion, as to
the prriod,
subject fo
other restric-
tions  laid

(a) from the
primary
unit “Major
Works™ “to
any other
unit,

(L) to aug-
ment provi-
sion for any
scheme by
more than
5% or Rs. 1
lakh which-
ever s
more, and

(c) from the
provision

made for a
scheme in
one primary
unit to mect

expenditure
for any
aother  pur.
pose rro-
vided in

anather ori-
mgary unit,

Same as for
administra-
tive  mipis-
tries though
sabjeet 1o
the reap-
proprialion
powers of
the  latter,
except that
no reappro-

priation
should  be
possible
without the
previous

consent  of
the ardminis-
traiive
ministry :

(a) from the
primary unit

Same as for
headquarters.

Do

Do,




R |
Existing i Proposed

and Contingent Write ofl
expenditure of loss

Organisa- Cireatjon of Reappro- Purchases and Contingent ritc off of  Qreanisa- Creation of  Reappro- Purchase
tion posts priation contracts expenditure lossus tion posts priation countyacts

e} (5) oy

} 2 3 4 5 6 (€3] (2

i

| down tu the  Major

! Ministry  of  Works™  ta

| Finance OM. anv  other
No. t0(OME  unit,

(by to  augz-
mient provi-
sion for any
scheme by

39 or Rs. 1
lukl  which-
ever is mlore,
and

{¢) from the
provision
made for a
scheme  in
ane primary
upit to mect
i exprpditure
i for any other
purpose pro-
i vided in
another pri-
f mary unit.
i

[ e N

DFPR, 1958 —Dclegation of Financial Powers Rules. 1938,
GPWD__Central Public Works Department.
CCOP&S_Chiel Contro'ler of Printing & Stationcry.
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ANNEXURE XVII

(Para 7-29)

Delegation of tasks in personnel administration

Organisation

Major tasks such as appointment, confirma-
tion, promotion, re-cmployment, retire-
ment, transfers and postings, study leave,
cte., imposition of major penaltics, such as,
reduction to a lower service or grade,
removal, dismissal from governmment service,
etc., in relation to

Alinor tasks such as sanction of leave, sanction of tours,
ete., deputation of officers and staff for training in
accordance  with approved  training programimes,
forwarding applications for jobs outside the depart-
ment, permitting officers to attend seminars,  sclec-
tion committees, cte., imposition of minor penalties,
such as, censure, withholding of increment, etc.,
in relation to

A. Administrative ministrics

B. Line organisations
B.1. Headquarers

B.2. Supervisory level

B.3. Executive level

(a) Head of organisation

(b) Senior management

(¢) Middle  management and  non-
management stalf in the ministry.

(a) Middle management

(b) Non-management stall  in  the head-

quarters

Non-management
office

stafl in the supervisory

Non-management  stafl’ in the executive
and sub-cxecutive offices.

fnt Head of organisation
management, middle  management  and

(hy Senior
non-nuagement  stall in the  ministry.

{a) Senior management

(by Middle management and non-management staft
in the headguarters

(ay Middle management
thy Non-management  stafl’ in the supervisory office
Non-management  staft in the executive and sub-

exccutive ollices.

8%



C. Specialist
organisations
C.1a. Major  training  agencies
C.ib. Other training agencies
C.2a. Large hospitals
C.2b. Other hospitals

C.3. Scientific institutions

C.4. Commercial organisations

Non-management staff in the agency
Non-management stafl in the agency
Middle management and non-management
staff in the hospital

Non-management staff in the hospital
Middle management and non-management

staff in the institution

Middle management and non-management
staff in the organisation.

Middle management and non-management  staff in
the agency.

Middle  management and  non-management staff
in the agency

Senior and middle management and non-management
stafl' in the hospital

Middle management and non-management staff in
the hospital

Senior and middle management and non-management
staff’ in the institution

Senior and middle management. and non-management
stafl’ in the organisation.

Notre.— Consultation with the administrative ministry or headquarters may be necessary if a substitute is required in senior and middle

management cadres,

[47%
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SPECIAL ANNEXURE A
(Para  3-29)

Skeleton reorganisation scheme for four selected ministries—
study reports.

Sections
I Introductory
II Ministry of Health and Family Planning .
II1 Ministry of Education
v Ministry of Commerce
\'% Ministry of Steel, Mines and Metals
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SPECIAL ANNEXURE A

(Para §-29)

Skeleton reorganisation schenie for four selected ministries—
study reports

I
Introductory

1-1 As stated in chapter ITI, skeleton reorganisation exercises were carried out
in four non-stafl’ ministries to test the ideas set out in the proposed system. Two
of the ministries selected for this purpose, ¢iz. the Ministry of Health and Family
Planning and the Ministry of Education haundle mainly state subjects; the other
two, viz. the Ministry of Commerce and the Ministry of Steel, Mines and Metals
handle mainly central subjects.

r+2 For cach of these four ministries, there is a separate report. These represent
nothing more than skelcton reorganisation cxercises undertaken to test the practi-
cability of the scheme. They are not attempts to produce detailed plans for these
ministries.

1-g The scheme developed for non-staff munistries in chapter III, being general,
did not indicate the slight variations that would be necessary for its application to
multi-department ministries. The Ministry of Health and Family Planning and
the Ministry of Steel, Mines and Metals are even now multi-department ministries
and they will continue to be so. In the earlier report of the study team, it was
recommended that the Ministry of Commerce and the Ministry of Education should
also have two departments each.  The study reports, thercfore, bring out prominently
how the administrative offices for staff work and the policy advisory committeecs should
be set up and how they should function in such multi-department ministries.

14 According to the scheme, the sccretary should continue to be at the apex
of the ministry. Whether itis necessary to have a secretary at the head of each depart-
ment in a multi-department ministry has to be viewed in the light of two considera-
tions. Firstly, while the carlier report spoke of a department being conceived of
as a secretary’s charge, it left the question open as to whether every department nece-
ssarily should be headed by a secretary; in fact, the possibility of other organisational
arrangements was conceded. Secondly, while discussing the problem of inter-depart-
mental co-ordination in a multi-department ministry, it was suggested in that report
that one of the secretaries in such a situation should be squarely allotted the responsi-
bility for co-ordination within that ministry. A decision on the first point must take
into account the individual circumstances in each ministry. As for the second, it
should be for the minister to assign the co-ordinating role to the secretary who has
the ability or natural advantage of fulfilling that function.

1-5 Whether it is necessary to have separate planning and policy offices for each
department in a multi-department ministry depends upon the circumstances of
the different ministries having more than one department. A common planning
and policy office may serve the purpose provided there is sufficient affinity between
the subjects allotted to the various departments. Where a number of complex tasks
are to be handled, it might be better to have separate planning and policy offices.

1-6 Whether there should be separate sets of personnel, finance and public rela-

49
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tions offices for each department in a multi-department ministry or whether a
single set could do also requires consideration. Where a single set is enough, its
location and relationship with the departments to be serviced are further questions
requiring answers. The advantage in having separate sets of personnel, finance and
public relations offices would be that this would make each department operationally
self-sufficient. But the workload in each department may not be sufficient to justi-
fy separate sets of offices. Furthermore, since the aim must be to man these ! offices
in due course by specialists—and specialists are bound to be in short supply for some
time to come—there may be much to be gained by having a single set servicing the
departments. This single set should be placed organisationally outside the depart-
ments, but for internal administration and supervision should work wunder the con-
trol of the co-ordinating secretary.

1+7 Asin the case of offices of planning and policy, the need for a separate policy
advisory committee for each department in a multi-department ministry must be
judged on the circumstances of the different ministries.

1*8 The Ministry of Commerce and the Ministry of Steel, Mines and Metals
have ex-Delhi organisations. The chiefs of these organisations should be given the
same position organisationally as the chiefs of New Delhi based organisations.  Arr-
angements like telex, location of liaison officers at New Delhi, would make good the
present inadequate ‘communication’.

19 An illustrative phased plan of implementation showing the precise steps to
be completed each year and the implications in terms of personnel and finance has
been worked out for the Ministry of Health and Family Planning only.

II

Ministry of Health and Family Planning

Basic facts

2+1 The Mirnistry cf Health and Family Planning has two departments : (a) Depart-
ment of Health; and (b) Department of Family Planning. These handle subjects

largely in the State List.

2-2 The Department of Health handles mainly type B work, i.e., substantive
work for which there is a non-secretariat organisation, which in this case is the
Directorate General of Health Services. In the department, there are subject joint
secretaries, deputy secretaries and under secretaries looking after type B work. A
deputy secretary assisted by under secretaries looks after establishment and office
management.

2+g In the Department of Family Planning, the office of the commissioner for
family planning is placed functionally in the secretariat without secretariat status.
There is, however, a subject joint s ecretary to look after policy and planning. A
deputy secretary and two under secretaries look after personnel and office
management.

2+4 There is also an internal financial adviser of deputy secretary’s rank for rendering
financial advice to the two departments. He is under the administrative control
of the Secretary, Department of Health.

2-5 The departments are at present under a single secretary.

2+6 A chart showing the existing structure of the Ministry of Health and Family
Planning is at page 53.

2-7 In the carlier report of the study team, it was suggested that there should bea
Ministry of Health, Family Planning and Regional Planning with a separate depart-
ment for each of the three activities. In this study report, only the Department of
Health and the Department of Family Planning are covered.
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Special featares

28 In the field of Hcalth, the executive agencies are the state governments,
since the central executive agency (DGHS) carries executive responsibility for a
limited field only. Save for co-ordination of the work in the states and providing ini-
tiative, and leadership in the specialised and technical aspects, the main task of a
ministry operating in the State List will be development and formulation of strategic
policy. Accordingly, the greater part of such a ministry needs to be transformed
into an efficient organisation for policy, planning, as also technical advice since it
is intimately connected with development of overall and co-ordinated policy and plan
programme. There should, therefore, be a distinct administrative office in the
Department of Health to handle the tasks of planning and policy and technical advice
relating to professional education, medical care, public health and public health
engineering. This office should deal with functions which have received scant atten-
tion in the past, listed at page 55, but should be given more importance in the future.
These functions have been dectailed by the sister study team on centre-state relation-
ship. Care should be taken to ensure that this office does not overload itself by taking
-on functions for which there is no clear justification for central handling. This office
should keep in touch with its counterpart organisations in the states and should be
the main channel through which initiative, leadership ana guidance is furnished to
the states.

2-g Although there is affinity between the subjects allotted to the two depart.
ments, a separate cell for planning and policy is necessary in the Department of Family
Planning since the problem of controlling population growth has assumed emergent
proportions,

2:10 The workload in the Department of Family Planning may not justify
a separate set of other staff offices for that department. A common chief personnel
office, chief finance office and public relations office may, therefore, service both the
departments. The offices should be functionally outside both the departments but
may be placed administratively under the charge of the Secretary, Department of
Health. This would mean that differences between the chief personnel officer, the
chief finance officer and the public relations officer on the one hand and chiefs of
administrative offices on the other, would be resolved by the department heads, even
though the Secretary (Health ) would have a special position in regard to the internal
organisation of these offices.

2-11 According to the scheme, the headquarters offices of the present non-secre-
tariat organisaiions should be converted into administrative offices. On this basis,
the Directorate General of Health Services, as it now is, should be eligible for conver-
sion into an administrative office. The present functions of the DGHS, however,
cover—(a) central field of executive functioning, such as international quarantine,
drugs control, Central Government Health Scheme, etc; (b) planning and policy
work relating to health; and (¢) medical research and medical education. As stated
in para 2+8, there should be a separate office of planning, policy and technical advice.
Also, as stated in chapter III, where sectoral research is of significant importance,
it should enjoy the position of an adminisirative office. Since medical education
goes naturally with research, there should be a separate office for medical reseaich
and medical education. The office of the DGHS in the reorganised set-up will then
be left with central executive funciions only.

2+-12 The study team on centre-state relationship has placed considerable em-
phasis on the role of a central ministry in the field of evaluation of state programmes,
at present a relatively neglected subject. If this subject is to be given the importance
visualised for it, there should be a full-ledged administrative office of evaluation in
the Department of Health. This should be separate from the office of planning, policy
and technical advice, to ensure for it a degree of independent functioning.
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2-13 Organisational arrangements appear to be necessary in the Department of
Family Planning for two important fields, namely, population studies (including
both demographic and sociological aspects) and publicity. The planning and policy
cell suggested in para 2-9 could, for convenience, be located in the administrative
office of population studies.

214 For the reasons given in para 2-g, there should be two separate policy
advisory committees, one for the Department of Health and another for Family Plan-
ning with appropriate arrangements for co-ordination between the work of the two.
One such arrangement should be to include as members of both committees, the chief
of the office of planning, policy and technical advice in the Department of Family
Planning. Another arrangement might be to have the Secretary, Department -of
Health, who will have the co-ordinating role, as a member of the policy advisory
committee of the Department of Family Planning.

Skeleton reorganisation scheme

2.15 There may be a secretary for the Department of Health and a secretary on the
pay of present day additional secretary for the Department of Family Planning. The
co-ordinating role should be that of the Secretary (Health).

2+ 16 The administrative offices for staff, substantive and special work to be set' up
under Secretary (Health) and those to be set up under the Secretary (Family- Planning)
are shown in the chart at page 57. The common staff offices for personnel, finance and
public relations have been shown in the chart functionally outside both the departments,
although organisationally under the Secretary (Health).

2+17 The chief personnel and the chief finance officers should be of the rank of’
joint secretary drawn from a pool of specialists in personnel and financial managements,
respectively. The public relations officer may be of the rank of under secretary, trained
and experienced in journalism.

2-18 The chief of the office of planning, policy and technical advice in the Depart-
ment of Health should be an officer of rank equivalent to joint secretaryfadditional
secretary, who should be the best qualified and available person from .among
experts and generalists. Under him should be specialists in different fields like
medical care, professional education, public health, etc. The chief of the office
of the DGHS will continue to be the Director General. The offices of homeopathy
and indigenous systems of medicine are suggested to be given separate identi-
ty as administrative offices, as these matters have little in common with the other
work handled in the ministry. However, these need be only small offices with the existing
officers and staff to look after the problems of homeopathy and indigenous systems of”
medicine. The chief of the office of medical research and medical education should be 2
director general, who should be a member of the governing bodies of the medical rese-
arch and/or ecducational and training institutes. The chief of the office of evaluation
should be an officer of the rank of joint secretary drawn from among experts.

219 The office of family planning should continue to be headed by a commissioner..
The chief of the office of population studies should be an eminent person of
standing in the ficld of demographic studies. The chief of the office of family planning
publicity should be an officer well trained and experienced in journalism and publicity,
2-20 The policy advisory committee on the health side should include as members,
besides the secretary, the chief of the office of planning, policy and technical advice,
the chief of the office of evaluation, the chief of the office of the DGHS, the chief of the
office of medical research and education, the chief personnel officer, the chief finance
officer and some of the important divisional heads from the office of planning, policy
and technical advice. The chief of the office of population studies should also be a
member of the committee.

2°21 The policy advisory committe€in the Department of Family Planning should
consist of the secretary of the department and the chiefs of its three component offices
besides the chief personnel and the chief finance officers. The Secretary (Health) or the
the chief of office of planning, policy and technical advice might also be a member of
the committee.

2+22 Anillustrative phased plan of implementation is at page 59
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(Pm 2.6 of Sph Anmasuve A)

MINISTRY OF HEALTH AND FAMILY PLANNING
EXISTING STRUGTURE

DEPARTMENT OF HEALTH

Qmmsun)

DEPARTMENT OF FAMILY

PLANNING

SECRETARY

fr iy — — . — — — —

4.5

1

« Type *B* work
relating to
{tems 1-12 of
No,(2)

e Type 'At work
relating to indi-
genous systems of
medicine, homso-
pathy, UTS  medi-
cal comcil,
maraing comeil
& dental eouncil,

D-G.-H.S

o Medical education & training

o Payamedical training

+ Medical Research

o Hospitals & dispemsaries

«C,G,H.8,

¢ Architecture

o Public health

e Campaign & control of
diseases

» Food adulteration &
Nutrition

» Central health education
bureau

» Natiomal instt: of heelth
edn,

« Aduniincl: a cell for ewvalusation

« Plaming Burean

« Drugs and Drugs Control

+ NMedioal Stores

LC.M.R.

o Intermational health
« Publiec health engineer

ol mtrggcunt in

* aefee o_gn} 5‘%213’,‘.,‘...,« & cash,

«Modioal Research

*Typs 'B' work yrela-
ting to items 13-13
ot No,{(2)

*Type 'A' work rela-
ting to Loml Self
Government

« Personnel management
of Hars, of the
Deptt. and of non-
Sectt: Orgn, in the
nan-delegated fields
& office mnagement
of Hars, of the
Departwent

¢ Budget of the Ninistry
ané ““'

+ Policy & planning,

« Aindustan Iatex 144,
& 100D

+ Pgrgonnel and offipse
mpageaent

* Budget & Cash

S OW

« Demographic Research

« Fanily planning progremme
& training

+ Field operations

* Supply of Contraceptives

« Bvalmtion of family
planning prograwmes

« Panily planning publicity
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Guide list of functions of Central ministries dealing with subjects
falling within the the state sphere

(Paras 2.8 and 3.7 of special annexure A)

Providing initiative and leadership to the states, and in particular serving as a
clearing house of information intimating details and data about good programmes
and methods adopted in one part of the country to the rest of the country.

Undertaking the responsibility for drawing up the national plan for the develop-
ment sector in question in close collaboration with the states, and developing
for this purpose well-manned planning and statistical units.

Undertaking research at a national level, confining attention to matters which
are beyond the research resources of states.

Undertaking training programmes of a foundational nature, e.g., training of plan-
ners and administrators and training of trainees.

Taking the initiative in evaluation programmes with the object of checking pro-

gress, locating bottlenecks, taking remedial measures, making adjustments and
so on.

Providing a forum and a meeting ground for state representatives for the exchange
of ideas on different subjects and for the evolution of guidelines.

Attending to functions of the nature of co-ordination which can only be handled
at the Centre.

Maintaining relations with foreign and international organisations.

4—9 ARC#68
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Phased plan of implementation
(Para 2.22 of special annexure A)
Ministry of Health and Family Planning
1. Introductory

It is suggested in chapter III that a central reorganisation committee should be
made responsible for evolving an overall plan of reorganisation for all the ministries.
And that, in each of the four ministries selected, the chief finance officer should, as his
first task, draw up detailed plans of implementation for his ministry, The plan here set
out for the implementaion of the skeleton reorganisation scheme of the Ministry of
Health and Family Planning outlined in the study report may, therefore, be treated
as purely illustrative and suggestive.

The plan assumes that the entire reorganisation of the Ministry of Health and
Family Planning could be completed in three years. A shorter period, itisfelt, would
prove inadequate for a firm establishment of the scheme; and a longer period might
result in slowing down the process which could detract from its benefits.

2, Guiding approach

Besides keeping the impact of reorganisation on current work within *““tolerance”
limits, it would seem necessary to take account of the implications in terms of personnel,
The guiding approach should be that, as far as possible, no one may be retrenched or
reduced in rank. As such, the rate of growth in surpluses in any grade should, subject
to minimum fresh intake, match the annual rate of casualtiesin that grade. The im-
pact on personnel, more than the financial implications, has been kept in view while
drawing up this plan.

3. Implementation plan

The steps to be taken for implementation of the reorganisation scheme during a
period of three years are indicated below.

4. First year
(1) (a) A postof chief finance officer of the rank of joint secretary should be created.
(b) An officer experienced in financial management may be appointed to that
post.
(c) Heshould be made the reorganisation officer and be responsible for the
implementation of the scheme.

(d) The budget, cash and accounts, central registry and house-keeping work
in establishment (general), O & M and work study units, parliament cell,
now in the Department of Health, should be placed under the charge of
the chief finance officer.

(e) He will have a separate branch for handling questions relating to finan-
cial advice to the chiefs of administrative offices, the finance officers or the
personnel officers of the administrative offices.

(2) (a) A post of chief personnel officer of the rank of joint secretary should be
created.

(b) An officer experienced in personnel management may be appointed to
that post.
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(c) The existing establishment sections, namely, CHSI, CHSII and establish-
ment (policy), will be placed under the chief personnel officer.

(d) He will also deal with vigilance work.

(e) All work relating to personnel management, a part of which is now being
carried out in establishment (general), medical education section, medical
and para-medical section, medical aid section, hospitals section, drugs section,
campaigns control section and public health section, should be centralised
and placed under the charge of chief personnel officer.

Immediately after their appointment, the chief personnel and chief finance
officers will study the proposed intra-ministry reorganisation methods and pro-
cedures of working as outlined in the report with a view to appreciating the
nature of their duties in the revised set-up, prepare an adequate plan for the
effective functioning of their wings and initiate preparatory action for installing
their wings with the least amount of disturbance in the normal flow of work
of the ministry. They will hold discussions with their counterparts and with
the secretaries of the nodal agencies with a view to understanding and solving
likely difficulties and evolving working principles, procedures or practices.
They may also undergo brief spells of training as may be decided by the
committee of secretaries for reorganisation, All this will be done by them
within a period of three months.

A post of secretary on the pay of present day additional secretaryin the Dep-
artment of Family Planning will be created in place of the existing vacant post
of secretary.

(5) Special powers will be given to the Secretary (Health and Family Planning)

for facilitating the implementation of the reorganisation scheme. A list of such
powers is at page 63.

(6)A reorganisation committee of officers of the Ministry of Health and Family

Planning may be constituted as follows:—

(a) Secretary, Ministry of Health, as Chairman,
and

(b) Secretary, Department of Family Planning,

(c) Director General of Health Services,

(d) Commissioner for Family Planning,

(e) Chief Personnel Officer,

(f) Chief Finance Officer, as Members.

The O&M officer under the chief finance officer will provide the secretarial
assistance for the committee.

(7) The reorganisation committee would first deal with:

(i) Setting up of the office of planning, policy and technical advice. The office
of planning, policy and technical advice may be headed:by an officer of
rank equivalent to additional secretary, who should be the best qualified
and available person from among experts and generalists, and may have
the following sub-offices, each headed by a specialist as far as possible :

(a) Professional education
(b) Medical care

(c) Public health

(d) Planning

(e) Statistics

{f) Public health engineering.

The existing advisers in the office of the DGHS, the existing officers in the plan-
ning bureau, the central health education bureau and the PHE division could be
fitted in the new sub-office with suitable modifications, as necessary.
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(ii) Sctting up of the Directorate General of Health Services as an admini-

strative office of the Ministry. The office of ythe DGHS may have the
following sub-offices:

(a) Personnel

(b) Finance

(c) CGHS

(d) Drugs control
(e) Medical

(f) Public health
(g) Architecture

(h) Stores,

(iii) Setting up of the administrative offices of indigenous systems of medi-
cine and homeopathy.

(iv) Setting up of a policy advisory committee for Department of Health

and framing rules for its composition, terms of reference and methods
of functioning.

{v) Devising training programmes for personnel.
(vi) Working out in detail:

(a) Inter-relationships of administrative offices.
{b) Procedure for intra-office consultation and intra-ministry consultation.

(c) Procedure for consultation between the personnel officer of an administra-
tive office and the chief personnel officer, between the finance officer of
an administrative office and the chief finance officer and between the
personnel and finance officers.

{vil) Adequate financial and administrative delegation of powers to admini
strative offices, hospitals, medical research institutes, executive offices, etc

(viii) Delegation of powers of authentication for appropriate officers func-
tioning in the personnel office, finance office, chief personnel office,
chief finance office and other officers in the administrative offices.

(ix) Disbandment of the following sections which will no longer be neces-
sary on account of the reorganisation that would not require subject
joint secretaries, deputy secretaries, under secretaries and their staff in
the Department of Health:

(a) Medical education section

(b) Medical and para-medical section
(c) Medical aid section

(d) Hospitals section

(e) Drugssection.

(f) Compaigns control section

(g) Public health section,

(x) Deployment of net surplusesin the first year which willbe: 2 deputy secreta-
ries 4 under secretaries, 2 section officers, 17 assistants, 4 stenographers, 14
upper division clerks and 26 lower division clerks.

This is expected to yield net savings of the order of Rs. 3+66 lakhs.
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(8) It is understood that direct recruitment to the grades of assistant and clerk
will be stopped. Such'recruitment will be resorted to if additional posts are
created as a result of addition to services or new services ; provided that the
surplus cell certifies that it cannot offer personnel for these new posts, and
provided further that the chief finance officer of the Ministry and the Depart-
ment of Administrative Reforms, certify that circumstances do justify outside

recruitment.

Second year

(1) Setting up of the office of medical research and medical education.
(2) Setting up of the office of evaluation.

(3) Setting up of the office of public relations.

(4) Evolving suitable budgetary classification for each administrative office
of the Department of Health.

Third year

(1) Setting up of the office of family planning, the office of population studies
and the office of family planning publicity in the Department of Family
Planning.

(a) The chief of the office of family planning may continue to be the
commissioner. The office may consist of two sub-offices :

(i) Personnel-cum-finance sub-office,

(ii) Technical sub-office to deal with family planning programmes, field
operations, contraceptives, Hindustan Latex etc.

(b) The office of population studies may be headed by a specialist in demo-
graphic studies. The officers and research staff now under the commis-
sioner of family planning should be transferred to this office

(c) The office of family planning publicity may be headed by an officer
trained in journalism and publicity. The programme officer, the publi-
cation officer, the editors, etc., now functioning under the commissioner
of family planning should be transferred to this offices

(2) Setting up of a policy advisory committee for Department of Family Planning
and framing rules for its composition, terms of reference and methods of

functioning,

(3) Evolving suitable budgetary classification for each administrative office of
the Department of Family Planning.
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Special powers to be given to Secretary,
Department of Health.

[ Item (5) on page 60]

Creation of new posts which normally requires the concurrence of the Ministry
of Finance; such posts should be created by Secretary (Health and Family
Planning) in pursuance of the reorganisation plan as approved by the
secretaries’ committee for reorganisation.

Where the expenditure involved in the creation of posts cannot be met
from within the sanctioned budget provision (with permissible reappropria-
tion) of that particular office, approval of the secretaries’ committee should
be specifically taken.

Sclection of suitable officers from different cadres for manning the posts
in the reorganised offices, in consultation with the Secretary, Department
of Personnel.

Appointment of specialists on contract basis to posts in the reorganised offices
without prior consultation with the UPSC, but after obtaining the approval
of the secretaries’ committee for reorganisation.

Retention of officers in the reorganised offices, where necessary, in relaxation
of the existing deputation and tenure rules until the latter are suitably modi-
fied.

" Transfer and surrender of personnel who do not or will not fit into the new

system.
Sanction of special pay to the officers working in the reorganised offices with

the approval of secretaries’ committee, provided that the expenditure involved
is met from within the approved budget provision.
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IT1

Ministry of Education

Basic facts

31 The Ministry of Education handles subjects which are largely in the State

List. It has both type A and type B work. It deals with certain iiems of executive
work directly.

3-2 This is not a multi-department ministry. There is one secretary for edu-
caticn. The D. G., C. 8. 1. R., is also a secretary in the ministry; however, he is in-
charge of C.S.I.R. only.

3°3 A chart showing the existing structure of the Ministry of Education is at
page 67 .

3°4 This Ministry has statutory bodies like the University Grants Commission,
registered societies like the National Council of Educational Research and Training
and Lalit Kala Academy, an attached office for archaeological survey and subor-
dinate offices for archives, museums, etc., besides a number of advisory bodies.

3°5 In the earlier report of the study team, it was suggested that this Ministry
should have two departments, one for education and another for youth services. That
report also contemplated that the work relating to scientific research and scientific
surveys should be transferred from the Department of Education to the proposed
Ministry of Science and Technology; also that certain other items of work, e.g., NCC
from the Ministry of Defence, youth hostels from the Department of Aviation and Tou-
rism, should be added to the proposed Department of Youth Services.

Special features

3'6 With the creation of a Department ¢f Youth Services, the Department of
Education should deal with central educational programmes, educational research,
overall educational planning and policy, as also evaluation and languages. In order
that the Department of Youth Services has an adequate charge, it should deal with
not only physical education and sports, NCC and youth community services, but
a_lsc})1 with cultural activities, archaeology, museums, archives, libraries and copy-
right.

37 There should be an office of planning and policy in the Department of Educa-
tion to deal with national problems of education and, in particular, to deal with the
states. This office should have specialised divisions for different aspects, such as,
school, university, technical and social education, plan coordination, statistics, and
so on. It should deal with additional functions relating to states listed at page 55.

3'8 Although there is affinity between the subjects allotted to the two depart-
ments, a separate office of planning and policy is considered necessary in the Depart-
ment of Youth Services in view of the importance of the subject.

3°9 A common chief personnel office, chief finance office and public relations
office should service both the departments, which would ensure adequate charge for
each office.

3+10 The centrally executed activity in the field of education should be separated
and entrusted to an administrative office to be known as the office of central educa-
tional programmes to deal with the executive functions relating to school, social,
university and technical education, as also the award of scholarships.
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g+ 11 There should be an administrative office for educational research, w.hich
could be dealt with through special arrangement, »iz., Natiocnal Ceuncil of Educational
Research and Training.

3+12 Evaluation should be handled as a distinct function by a separate office.

3-13 Since there is a large volume of publication work in this ministry ax.ld
there are frequent enquiries from scholars and others with regard to published material
in different fields of educational functioning, a separate office of information and
publication is necessary. The work to be handled here may, on the face of it, seem
to overlap the functions of public relations office. But, there is a difference between
the two, the slant of the former being mainly academic.

3'14 A small but distinct administrative office is necessary for languages. This
1s because the subject has its own special problems and has little in common with
the other work handled in the Ministiry. The office need not be large and could,
in fact, comprise the existing officers and staff.

3-15 For respoasibilities in the field of cultural activities, a separate adxqi-
nistrative office is proposed. The earlier report suggested that cultural affairs
should be dealt with in this Ministry through special arrangements (such as, the Council
for Cultural Affairs) which would ensure that the subject does not get swamped by
education proper as also that the mode of handling is adjusted to needs in the field
of cultural affairs. Although a separate administrative office of cultural activities
has been suggested, it should not preclude special arrangements of the type mentioned
above being developed in preference to the usual departmental patterns.

3°16 Small administrative offices are proposed for archaeology, museums,
archives and libraries and copyright. Each subject has its own special problems
and grouping any two or more of them together to form large viable administrative
offices would be a wrong approach, attractive though it may be from the angle
of simplification. Each of these small offices should be operationally independent in
the same manner as any other administrative office and deal directly with the chief
personnel and chief finance officers.

3+17 Besides the small administrative offices proposed, there could be three
administrative offices in the Department of Youth Services to look after : (a) youth
and community services; (b) National Cadet Corps and National Service Corps, and
{c) physical education and sports.

The internal organisation of this department is very much dependent on the extent
of importance given to this work by the government. The number of adminis-

trative offices for youth services would have to be adjusted according to the availability
of funds for sizable programmes here.

3-18 In view of the diversity of functions of the two departments, there should
be two separate policy advisory committees with appropriate arrangements for co-
ordination between the work of the two.

Skeleton reorganisation scheme

319 There may be a secretary for the Department of Education and a secretary
on the pay of present day additional secretary for the Department of Youth Services.
The co-ordinating role should be that of the Secretary (Education.)
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320 The administrative: offices for staff, substantive and special work to be set
up under the Secretary (Education) and those to be set up under the Secretary (Youth
Services) are shown in the chart at page 69 . A common staff office for personnel,
finance and public relations, has been shown in the chart functionally outside both
the departments, although for purpose of administration these offices will be under
Secretary (Education).

3-21. "As already explained, the chief personnel and the chief finance officers
shoy.ld.bc of the rank of joint secretary drawn from a"pool of specialists in personnel
administration and financial management respectively, And, the public relations

officer may be an officer of the rank of under secretary trained and experienced in
Journalism.

3:22 The chief-of the office of planning and policy should be an officer of rank
equivalent to joint secretary. He may be an eminent educationist or a planner or
a general administrator. Under him should be specialists in different fields like school
education, social education, university education, technical education, etc. A joint
educational adviser could be the chief of office of central educational programmes
and he would look after the executive work in the bureau of general education, tech-
nical education and scholarships. The chief;of the office of information and publi-
cation could be an officer of a deputy secretary’s rank trained in journalism and pub-
licity. The chief of the office of evaluation should be an officer of the status of joint
secretary drawn from specialists. The chief of office ‘of educational research should
be the executive head of the National Council of Educational Research and Training,
who, in addition to his work for the council, will look after the work now performed
in NCERT Unit of the ministry.

323 The small administrative offices for cultural affairts, archaeology, archives,
museums, may be headed by officers having specialised experience or technical officers
of appropriate rank depending upon the extent of importance given to this work by the
Government, and so should be the offices of youth and community. services, the Na-
tional Cadet Corps, and the National Service Corps and physical education and
sports.. The office of planning and policy (including sociological research) propo-
sed for the Department of Youth Services may be headed by a chief of the rank of
joint secretary/joint educational adviser,

g'24 The policy advisory committee on the education side should include as
members besides the secretary, the chief of office of planning and policy, the chief of
office of evaluation, the chief of office of central educational programmes, the chief
of office of educational research, the chief personnel officer, the chief finance officer
and some of the important divisional heads from the office of planning and policy.
The-chief of the office of planning and policy in the Department of Youth Services,
should also be a member of the committee.

When an item relating to languages is to be discussed in the committee, the chief
of the office of languages could be asked to attend as a special member.

3-25 The policy advisory committee in the Deépartment of Youth Services
should consist of the secretary, the chiefs of the offices of planning and policy, youth
and community services, physical education and sports and cultural activities, besides
the chief personnel and chief finance officers. The Secretary (Education) or the chief
of planning and policy in the Department of Education could also be a membeér of
the policy committee.

“Vhen an item relating to archaeology, archives, museums, library and copy-
right is to be discussed in the committee, the chief of the concerned office could always
be asked to attend as a special member.
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v
Ministry of Commerce

Basic facts

41 The work of the Ministry of Commerce falls in the Central List. Itis a'mix-
ture of type A and type B. The activities of the Ministry are classified as follows :

(a) administration and general;

(b) foreign commerce, which includes general commercial policy, foreign trade
development and export promotion services; and

(c) internal trade and essential supplies, which includes consumers’ protection
services, textiles, and handicrafts and plantation industries.

4-2 At the apex of the administrative hierarchy, thereisa secretary and a special
secretary. Bulk of the work relating to product development and a part of that of ex-
port promotion services is looked after by the special secretary; the rest constitutes the
secretary’s charge. To assist them, there are a number of joint secretaries and a f'ew
directors, with complement of deputy secretaries/joint directors and under secretaries
deputy directors. There is preponderance of directors, joint directors and deputy
directors in the export promotion services wing. There is also a whole-time internal
financial adviser of the rank of director.

4-3 Work relating to trade policy, foreign trade and internal trade is handled
directly in the secretariat, except a few subjects like control of futures trading and pro-
tective tariff for which there are statutory commissions. For the work relating to com-
modities, there are non-secretariat organisations also like the Textile Commissioner,
Jute Commissioner, statutory boards/commission, corporations and councils. With
respect to services, there are field organisations for import and export trade control,
commercial intelligence, etc.; some of the services, viz., exhibition and commercial
publicity, are handled by the secretariat itself.

4°4 An organisation chart of the ministry is at page 75 .

4'5 Theearlier report suggests that, besides the existing work, this Ministry should
deal with consumer protection (including consumer cooperatives), rubber, mica and
leather products. Italso recommends the setting up of two departments, viz., Depart-
ment of Trade and Consumer Protection and Department of Export Industries.

Shecial features

4'6 The existing pattern of distribution of subjects among the joint secretaries
and deputy secretaries in the Ministry does not generally conform to the principle
of rational grouping of similar or allied subjects, and they often deal with topics which
have nothing in common. Out of a group of allied items, some are handled by one
Jjoint/deputy secretary, and others by another joint/deputy secretary. An attempt has
been made to arrange allied and kindred activities into rational groups, which could
be adapted by the Ministry itself to suit the exigencies of the actual conditions.

4'7 There is no central unit for planning and policy-making for the Ministry as
a whole; at present these functions are performed by the respective units as the general
commercial policy wing of the Ministry handles primarily the regional and interna-
tional aspects of foreign trade. It would be advantageous to have a single office of
planning and policy for the entire Ministry so as to derive full benefit out of the location
of export-oriented industries in it.

4°8 Personnel and finance work is being handled in a dispersed manner. Chief
personnel and chief finance offices are therefore necessary. Considering the existing
workload, these offices should be common to both the departments. Likewise, there
should be a2 common public .elations office.
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4'9 Foreign trade presents a host of problems, e.g., trade imbalances, obstacles
in trade transit, banking difficulties, trade linkages, tariff and non-tariff barriers,
unfair commercial practices, trade monopoly by centrally controlled organisations,
‘switch trade’, control over export of sensitive items, inadequate shipping facilities,
discriminatory freight rates, fulfilment of import and export obligations in the case of
trade with rupee payment areas, etc.

All these require expert handling which may be done in an office of internaticnal
trade. This office should have a planning and policy unit which would ‘look forward’
and anticipate future developments so as to take appropriate action in advance, in
addition to territorial units for handling trade with different regions.

410 Specialisation would also be necessary in various other trade aspects : assess-
ment of current and potential demand for Indian goods, marketing techniques and
marketing channels; commodity studies, pattern of demand in foreign countries, new
items which could be included i1n the export spectrum; export promotion techniques
direct and indirect incentives to exporters; export services like dissemination of com-
mercial information to Indian traders and foreign buyers, propaganda through
exhibitions and rotational displays, adequate transport facilities, quality control and
pre-shipment inspection, and se ttlement of commercial disputes.

As these are allied topics, it is suggested that they may all be handled in an office of
export promotion and services which should have separate units to foster and encourage
specialisation in various commeodities, region-wise, and export techniques.

411 Work relating to consumer cooperatives and supply of essential commodities
of standard quality at fair prices to the public may be looked after by an office of
consumer protection.

4°+12 In the field of internal trade, the Ministry’s functions relate to :introduction
of metric system in weights and measures (for which enforcement machinery has been
set up in states and the central government has only a limited role of providing guidance,
-effecting coordination, and making evaluation), control of futures trading, matters
arizsing out cf commercial laws, propagation of fair trade practices, imposition of pro-
tective tariffs, quality control and price regulation.

Quality control at the production stage is not receiving the attention it should;
price regulation also is a matter of vital importance. These will involve liaison with
enforcement agencies under different ministries and with states. While the office
of consumer protection will look after the quality and prices of certain essential items
of mass consumption and the office of export promotion will keep a watch from the
export angle, there is need for central units to maintain unified control over the -qua-
lity and prices of all commodities figuring in trade. Such units may be set up in the
office of internal trade.

413 A few pablic enterprises (like STC, MMTC, ECGC) are under the admi-
nistrative control of this Ministry; the arrangements for handling government level
tasks relating to them are conventional and, therefore, do not match the requirements.
As indicated in the outline scheme, there should be a separate administrative office
in the Department of Trade and Consumer Protection for looking after their working.

The Ministry has lately decided to take over ‘sick’ units in the textile industry and
manage them through a public sector corporation. This corporation will have by and
large the same relationship with the Ministry as other public undertakings within its
purview. Onits formation, it may also be looked after by the office of public enterprises,
which could then be located organisationally outside both the departments and have
the same relationship with them as the staff offices.

4-14 The Ministry looks after the work of a number of statutory bodies like the Tea
Board, Coffee Board, Khadi and Village Industiies Commission, etc., which are en-
trusted with promotional work. Their position is analogous to that of public enter-
prises except that there is the promotional rather than the production aspect involved.
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For efficient performance of their functions, near-complete autonomy needs to be con-
ferred on them. Till this is done, Government will continue to carry certain responsi-
bilities under the relevant Acts and rules. Even after adequate powers have been
delegated to them, the Ministry would have to exercise key-point control, offer guidance
and evaluate their performance and problems in the same manner as in the case of
public enterprises. For this purpose, a separate office of boards is proposed,

4+15 In accordance with the scheme outlined in chapter III, the headquarters
of the present non-secretariat organisations, viz., Chief Controller of Imports and
Exports, Delhi, Director General Commercial Intelligence and Statistics, Calcutta,
Textile Commissioner , Bombay, and Jute Commissioner, Calcutta, would be inte-
grated with the Ministry to form separate administrative offices.

Skeleton reorganisation scheme

4+16 Considering the dimensions of activities visualised for the two departments,
there should be a secretary as head of the Department of Trade and Consumer Protec-
tion and a secretary on the pay of present day additional secretary as the head of the
Department of Export Industries; the coordinating role will be discharged by the
former, who may continue to be known as Secretary (Commerce).

417 The administrative offices for staff and other work to be set up in the
Ministry, together with the grouping of subjects, are shown in the chart at page 77.

4-18 For the same reason as justifies a single planning and policy office, there
should be a common policy advisory committee for the Ministry presided over by
Secretary (Commerce).

4'19 The chief of the office of planning and policy should be of joint secretary’s
status. He should be an expert in administrative and economic analysis and well

versed in trade matters; he may be assisted by a few officers of intermediate level
having similar qualifications.

4-20 The chief personnel and chief finance officers should be of the rank of
joint secretary, drawn from pools of specialists in personnel and financial managements
respectively. Thereisat present a protocol officer of director’s status; he makes arrange-
ments for reception of foreign dignitaries coming to India for wrade talks. He may also
look after public relations work assisted by a deputy. The public relations officer
in the CCI&E should functionally be under the Ministry’s protocol-cum-public
relations officer.

4-21 The office of enterprises may be headed by an officer of joint secretary or
director’s rank assisted by a few officers of intermediate status. They should have
experience in senior management positions and should be experts in subjects like
management accounting and industrial engineering. A joint secretary could head
the office of boards; he should be assisted by officers well conversant with the production,
marketing, economic, and export aspects of the concerned industries.

4-22 The office of international trade should be under a senior chief of rank
equivalent to additional secretary, while the offices of internal trade and consumer
protection should be headed by joint secretaries .

4-23 The office of export promotion and services could be headed by a joint
secretary or an officer of rank equivalent to additional secretary, depending upon the
suitability of the person available. The exhibition and publicity unitsin this office should
be looked after by a director with a complement of officers having practical experience
of organising fairs/exhibitions and directing publicity through different media. Other
services units. (viz. transport, export assistance) may be similarly manned by specialists
in the line or experienced generelists of the rank of joint director.

4-24 The policy advisory committee should have as its members the secretary
in charge of Department of Export Industries, the chiefs of planning and policy,
finance and personnel offices, the chiefs of offices of international trade, export pro-
motion, internal trade and consumer protection. Other chiefs of offices, or heads of

boards, corporations etc. may be co-opted as special members when items concerning
them have to be discussed.
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Ministry of Steel, Mines and Metals
Basic facls

5+1 This Ministry has two separate departments, viz., the Department of Iron
and Steel and the Department of Mines and Metals; each is headea by a secretary who
is assisted by a complement of secretariat officers.

5-2 This Ministry deals with subjects falling in the Central List and handles a
mixture of type A and type B work.

5+3 The earlier report suggested the transfer of two subjects currently handled in
this Ministry, »/z. steel structurals and the Geological Survey of India. Accordingly,
these two items have not been covered in this report.

5+4. The Department of Iron and Steel handles work relating to : development of
iron & steel industry, prices and distribution of indigenous steel, import-export policy
and licensing in relation to steel items, public enterprises in production,and projects
for new public enterprises or expansion of old ones. Bulk of this work is done at New
Delhi, some of it being handled by the iron and steel control organisation at Calcutta.
A study team headed by Shri R. K. Khadilkar, M.P., recently examined the work of
the latter. It recommended, among other things, that a technical wing should be crea-
ted in the Ministry at New Delhi with a branch at Calcutta, so as to give technical sup-
port to the work handled at the headquarters as well as by the iron and steel controller,
who should be called the steel commissioner to emphasise his development role rather

than that of a controller. The recommendation is still being considered by the
Ministry.

5°5 The Department of Mines and Metals is responsible for work relating to :
coal, minerals, non-ferrous metals, public enterprises under production and projects
for new enterprises or expansion of old ones. Coal items are handled partly in the sec-
retariat at New Delhi and partly by the coal controller at Calcutta with the Coal Board

(a statutory body) sharing out some functions. Other minerals are looked after by the
Indian Bureau of Mines at Nagpur.

5'6 In the Department of Mines and Metals, there is a coal mining adviser, a
specialist, who functions through one of the joint secretaries.

An organisation chart of the Ministry is at page 83 .

Special features

5+7 Thisis just the kind of ministry where technological and scientific inputs into
policy making need to be organisationally fitted in. For instance, the Department of
Iron and Steel will have to handle work relating to integrated steel plants and overall
tasks, such as formulation of import-export policy in regard to steel items, maintaining
co-ordination with the other ministries (particularly engineering industries), promoting
standardisation, etc. The creation of a technical wing at New Delhi, as suggested by
the Khadilkar study team, would make for improved handling of work; but, the point
for consideration is whether it would be advantageous to merge this wing with the unit
for planning and policy suggested in the outline scheme. On the one hand, scrutiny
of individual applications for industrial licences, capital goods import licences, and
50 on, might detract from planning and policy issues; on the other, policy in the field of
industrial development is often related to and arises out of individual cases, and a com-
bined arrangement would enable scarce technical personnel to be economically em-
ployed. The balance of advantage would seem to lie in having a composite office of
planning, policy and technical advice in this Department.
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5-8 Recently, the Department of Mines and Metals has removed control over the-
prices and distribution of all grades of coal, except over distribution of coking coal
required by the metallurgical industries. The latter function would be discharged by
the coal controller after taking into consideration the views of the ‘coking coal producers
and consumers committee’; this committee is headed by the chairman, Coal Board,
and consists of the representatives of the coal and steel industries. The coal controller,
who is also chairman of the Board, has also been instructed not to implement those
provisions of the Colliery Control Order, which have become redundant on de-control.
A review of that order as well as of the Coal Mines (Conservation and Safety) Act,
under which the Board has been set up, is being undertaken by the Ministry. Thus
the functions of the coal controller will be significantly reduced and will relate only to
the development of coal mines and distribution of coking coal required by metallur-
gists.

It seems unnecessary to have two organisations for dealing with coal, both located
at the same place, viz. Calcutta. Itis, therefore, suggested that the residual functions
of the coal controller may be transferred to the Coal Board. References from the Board
to the Department may be attended to by a unit in its planning and policy office.

5°9 This Ministry has a number of public enterprises under its administrative
control. For handling the government level tasks relating to them, separate office will
be needed in each department.

5-10 Inview of the immensity of problemsand tasks likely to arise during the cons-
truction of the Bokaro Steel Plant, a separate office of projects will be necessary in
the Department of Iron and Steel.

Since project work in the other department would mainly relate to progressing,
it would be looked after by its office of planning and policy.

ye14 Though thereis somsthingin common between the work of the two depart-
ments, particularly as between steel and coal, it is not enough to justify constitucing
a single policy advisory committee for the whole Ministry. Accordingly, each depart-
ment may have a separate committee with appropriate members drawn from the other
to ensure co-ordination.

Besides the chiefs of planning and policy offices, one or two of their deputies could
participate in the deliberations of the committees when issues relating to the subject
allotted to them are discussed. Chiefs of ex-Delhi offices could be similarly associated.

5+12 Thisis a ministry where the need for inducting scientific approach inits work
is pronounced. Itis, therefore, suggested that it should have a scientific adviser.

5-13 There is an administrative tribunal in the Department of Mines and Metals
which hears appeals against the decisions taken under the mining laws. Organisationally,
this should be situated outside all administrative offices, and have a directlink with the
Minister rather than the secretary.

Skeleton reorganisation scheme
5+14 The nature and range of work and responsibilities of the Ministry justify

a full-fledged secretary for each department; either of them could be assigned the co-
ordinating role by the Minister.

5-15 The proposed organisation of the Ministry, as visualised above, is indicated
in the chart at page 85 .
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5°+16 The technical unit of the office of planning, policy and technical advice in
the Department of Iron and Steel will look after the integrated sector which comprises
the steel plants of Hindustan Steel Ltd. (Bhilai, Durgapur and Rourkela), TISCO
and IISCO; the steel commissioner at Calcutta will be in charge of the non-integrated
steel units.

517 On the mines and metals side, the office of planning and policy will have
to deal with only overall problems relating to coal and minerals and all problems in
the field of metals. The Indian Bureau of Mines, Nagpur, on being raised to the status
of administrative office of mines, will also attend to regulatory and legislative work
in the field of minerals (other than coal), the second check of any draft legislation pro-
posed by it being exercised by the policy advisory committee.

5° 18 Asingle set of chief personnel office, chief finance office, and public relations
office could service both the departments.

5:19 The chiefs of the planning and policy offices should be officers having ad-
ministrative experience and intimate knowledge of economic problems of the items
they have to deal with. The units for handling technical matters and statistics relating
to steel, coal, minerals and metals should be headed by technicians and statisticians
respectively.

5°+20 Offices of public enterprises should be manned by experts in management
accounting and industrial engineering. If a man with outstanding managerial ex-
perience is available, he could head both the offices.

521 Some officers of the technical unit in the Department of Iron and Steel
could assist the office of projects also, if there is dearth of competent technical person-
nel.

5-22 The policy advisory committee in the Department of Iron and Steel may
have as its standing members: secretary, scientific adviser, chief of the office of plan-
ning, policy and technical advice, chief of the office of planning and policy of the Depart-
ment of Mines and Metals, chief personnel officer and chief finance officer. The steel
commissioner, chiefs of the offices of public enterprises and projects, and one or two
deputies to the planning office chief could participate in its deliberations when issues
relating to the subjects allotted to them are discussed. The heads of Hindustan Steel
Ltd., Hindustan Steel Construction Works Ltd., and Bokaro Steel Ltd., could also be
invited.

5-23 The policy advisory commmittee in the Department of Mines and Metals
may have as its standing members: secretary, scientific adviser, chief of the office of
planning and policy, chief of the planning office of the Department of Iron and Steel,
chief personnel officer, and chief finance officer. The chiefs of the office of public en-
terprises and office of mines, and one or two deputies to the planning office chief could
be associated when topics relating to them are discussed. The heads of the National
Minerals Development Corporation and National Coal Development Corporation could
be invited as necessary.

52 A, R.C./68
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SPECIAL ANNEXURE B
(Para 4-25)

Skeleton reorganisation sheme for a few selected wings—study reports
I

Introductory

1'1 As envisaged in chapter IV, skeleton re-organisation exercises were carried
out in selected wings of a few ministries to test the feasibility of introducing the scheme
outlined in para 4-24 of the report. Four ministries were chosen for the purpose,
2iz., the ministrics of Commerce, Health and Family Planning, Finance (Department
of Economic Affairs) and Food and Agriculture (Department of Agriculture).

1:2 In respect of the ministries of Commerce and Health and Family Planning,
skeleton schemes for their overall reorganisation on the lines indicated in chapter IIT
were prepared earlier (see special annexure A); these were keptin view. This helped to
ensure that the results of the two exercises, which were carried out independently of
€ach other, are not inconsistent. The proposed plans for reorganisation of the selected
wings given in this annexure are complementary to those for overall reorganisation of
the respective ministries.

In respect of the other two, viz., the Department of Economic Affairs and the
Department of Agriculture, although skeleton schemes for overall reorganisation on
the basis of chapter III have not been attempted, the reorganisation suggested for a

selected wing in each of the two Departments could be fitted into such schemes when
evolved.

1-3 The wing of the Ministry of Commerce selected for reorganisation represents
a type A situation (see para 3-8 of the report). The selected wings of the Department
of Economic Affairs and the Department of Agriculture represent a mixture of type A
and type B situations, the former handling a Central List item and the latter a State
List item. These three wings are secretariat organisations.

In the case of the Ministry of Health and Family Planning, which handles mainly
type B work relating to a State Listitem, the choice made was that of the headquarters
of an attached office, i.e., a non-secretariat organisation. A reorganisation scheme of a
sector in the administrative office of the Directorate General of Health Services as
contemplated in special annexure A, has been attempted.

14 These exercises show that, while reorganising wings in accordance with the
concepts stated in chapter IV, it may be found necessary to make minor departure
from the outline scheme. Some of the variations found necessary are indicated below

(i) The outline scheme visualises for a typical wing two to four divisions for
handling substantive work and a planning and policy cell. In the case of the
selected wing of the Department of Agriculture, it was found necessary and
feasible to have as many as six divisions and one cell for that Work. This
shows the extent of flexibility required with respect to the size of a wing.

(ii) While the scheme envisages only a cell for planning and policy work, the
nature and volume of this work in the case of selected wings of the Ministry
of Commerce, Department of Economic Affairs and Department of Agri-
culture were found to be such as to justify a division for handling it.

1t was also considered advisable in these three cases to carve out a small

cell within the planning and policy division for systematically compiling and
collating data.

89
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(iii) The scheme, which is primarily developed to match the requirements of type
A situation, provides for handling of office management and registry, functions
by an aide to the wing chief. In the case of mixture of type A and type B
situations like those of the Department of Economic Affairs and Department
of Agriculture, the subordinate offices throw considerable personnel and fi-
nancial work on the headquarters of the respective departments; for managing
this, a separate personnel and finance cell is required there. In these_cases
the Wing chiefs need not have aides to assist them.

To enable the wing chief to have time to think, plan and organise and not get
weighed down with excessive work, the scheme provides for an aide to him.
Where an aide is not found necessary, as in the case of the selected wing of
Department of Economic Affairs, the director of planning and policy division
having regard to the overall nature and responsibilities of the work of the wing,
has been nominated ‘number two’ as visualised in para 3-4o.

The concept of size 0f a wing in the case of non-secrctariat technical or spe-
cialised organisation like the Directorate General of Health Services is different
as compared to that in the secretariat. In the former, it was found necessary
to divide the wing into a few sectors and one such sector was then reorganised
in accordance with the outline scheme. The pay scales of sector chief, divi-
sional heads and technical officers in this case do not correspond to those
visualised in the scheme.

—
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1-5 The four study reports, which follow, are intended to elaborate the ideas
contained in the outline scheme and indicate how it may be adapted when applied
to specific cases. These reports do not purport to be detailed plans for the proposed
wings.

II

International trade wing - Ministry of Commerce

Basic facts

2:1 The work of the Ministry of Commerce has recently been divided into the
following components called ‘divisions’

(i) foreign commerce,
(it) internal trade and essential supplies, and
(ii1) administration and general.

2+2 The foreign commerce ‘division’ comprises the gencral commercial policy
‘wing’, the foreign trade development ‘wing’, and the export promotion services
€ M 9
wing’.

The foreign trade development ‘wing’ has two ‘branches’ for dealing with trade
development and product development.

29 This study covers the work relating to foreign trade policy dealt with in the
general commercial policy ‘wing’, and territorial trade dealt with in the trade deve-
lopment ‘branch’ of the foreign trade development ‘wing’.

2-4 The general commercial policy ‘wing’ deals mainly with basic trade issues
connected with tariffs, customs and other non-tariff barriers imposed by foreign coun-
tries, regional groupings like European Common Market, Kennedy Round of nego-
tiations, and international agreements like the General Agreement on Tariffs and
Trade. Itis concerned with problems of the developing countries vis-a-vis the deve-
loped countries, viz., trade imbalances, obstacles in trade transit, access for primary
exports, modification of protectionist policies, elimination of fluctuations in export
prices, diversification and expansion of export trade in manufactures and semi-manu-
factures, modifications in the existing international monetary framework, etc., which
are discussed in the United Nations Conference on Trade and Development.
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2.4.1 This “ving’ at present consists of GATT, UNCTAD, tariff, and import and’
export trade control and foreign trade (co-ordination) sections and ECAFE cell.
(The first two sections constituted the erstwhile trade policy disien of the Ministry),

2.5 The trade development . ‘branch’ of the foreign trade development ‘wing’ is
concerned with the conduct of territorial trade through bilateral and regional arrange-
ments or otherwise, negotiations of trade agreements, and the operational problems
arising during their implementation such as fulfilment of export-import obligations,
control over export of senstive items, diversion of Indian goods to free currency areas
etc.

It also deals with work realting to two public sector enterpries, riz., Scate Trad-
ing Corporation and Minerals and Metals Trading Corporation and that of Indian
participation in joint industrial ventures abroad.

Besides, it examines establishment proposal referred to the Ministry by the direc-
torate general of commercial intelligence and statistics at Calcutta.

The Board of Trade, an advisory body presided over by the Commerce Minister
is serviced by it.

2.5.1 This ‘branch’ at present has separatc scctions for handling trade with East
Asia, South Asia, Africa, West Asia and North Africa, America, West Europe, and
East European and communist countries respectively. (Till recently, these territorial
scctions along with ECAFE cell contstituted the foreign trade division of the Ministry),
State trading and barter deals section, the so-called planning and pollicy section (for-
merly known as Board of Trade section) and overseas investment cell are also in the
‘branch’.

2.6 A chart showing the existing organisational set ~up is at page 97.

2.7 The existing method of working in the section is briefly described helow.

2.7.1 In the GATT and UNCTAD sections, officers are allocated specific pro-
lems or issues relating to the subjects assigned to them. The dealing officer, who may
be of the level ofsection officer or above, instructs the investigator or assistant under
him to collect relevant basic data from various sources. After this has been done and
pervious papers linked, the dealing officer prepares a paper which is vetted by senior
officers. The paperinits final shape issubmitted to the secretary for advice or orders,
or referred to other economic ministries for consultation where necessary. Thus while
noting is avoided, the paper is processed through all the functional levels.

2,7.2 In the foreign trade (communist countries) section, a m~dified from of ‘desk
officer’ system. described in chapter IV (para 4.14), is in operation. Specific items of
work are allocated to officers who deal directly with the joint secretary {except
in one case). The assisantants are engaged on collection of data and putting up draft
replies to simple receipts as inst.ucted by the desk  officers. Notes are, however,
written as usual.

2.9.3 In the other territorial trade sections, the method of working follows the
usual pattern. The effective level of initial scrutiny is that of under secretary/deputy
director. The staff below this level is engaged mainly on collection and compilation of
data, and handling of simple or routine receipts. A substantial portion of the routine
receipts, both from the point of view of information and action proposed, are scen by
the under secretary/deputy director simple receipts are similarly seen by the depu
secretary/joint secretary.
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2.8 Files are opened and maintained in the conventional manner, i.e., in accor-
dance with the main subjects or themes settled at the beginning of the year. In the ter-
ritorial units, however, the names of countires form the standard file headings, which
therefore do not give any indication of the subjects or sub-subjects dealt with in the
files. Thus there is lack of uniformity in allotting numbers to files relating to different
countries though dealing with identical topics or issues.

Special features

2.9 Neither the general commercial policy ‘wing’ nor the trade development
“branch’ are handling allied or kindred items of work, Examples of irrational grouping
of subjects are given below.

(i) The bulk of the work in tariff section is connected with administration of the
Tariff Commission (including preparation of its budget) and processing of its
reports on the protection of domestic industries. The latter item is related
more to internal trade than to foreign commerce.

{ii) The import and export trade control unit deals with applications under the
trade control orders and export promotion of certain commodities. This
should appropriately be handled by the import-export trade control and ex-
port promotion wings respectively.

{iii) The foreign trade coordination unit handles some administrative items also
e.g., training programmes of L.F.S. probationers, ‘Bharat darshan’ tours cf
commercial representatives posted abroad, budget provision for covering ex-
penditure on delegations visiting foreign countries, etc,, these should be
looked after in the personnel and finance wings.

{iv) The overseas investment cell assists Indian entrepreneurs associating with
foreigners for establishing industrial enterprises abraod, the share of the for-
mer being restricted to the value of indigenous machinery, tools, equipment,
etc. exported from here. As this has primarily an export promotion aspect,
the ceil siould [onia part of the export proraotion wing.

{v) The state trading and barter deals section is concerned with establishment
and budgetary work relating to the State Trading Corporation and the Mi-
nerals and Metals Trading Corporation as well as thier overall functioning.
The latter aspect deserves more importance than has been accorded so far;
hence this work should be attended to separately, preferably in a unit dealing
with all public enterprises under the ministry.

(vi

ey

The planning and policy section is actually a misnomer since the section Is
not dealing with planning or policy work but is only a sevicing unit for the
Board of Trade. Besides making arrangements for the meetings of the Board
and managing other related work, it looks after administration work flowing
from the directorate general of commercial intelligence and statistics, Calcutta,
It does not, therefore, qualify for inclusion in the trade development ‘branch’,
It may be included in the administration and general ‘divison’ till a planning
and policy wing is formed in the Ministry when the work of servicing the Board
of Trad= could be performed by a cell in it.

Further, work relating to enemy trading and enemy cargo is handled by
a cell located in the consumers protection services ‘wing’ of the internal trade
and escential supplies ‘diviston’ of the Ministry’, There is no nexus
between enemy trading and consumer protection; the former item should be
transferred to the wing dealing with international trade.

2.10 It will be seen from the chart at page g7 that there is no homogeniety of charge
or unity of command in the area covered, diverse and wholly unrelated items
being allotted to officers at the level of deputy and joint secretary. An instance is
that of the jointsecretaryin charge oftrade with East Asia, South Asia and ECAFE
region also supervising the establishment and house-keeping work of the Ministry.
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2.11 The outline scheme of a typical wing visualises a cell to give specialised
attention to overall problems of policy, planning and programming. However, for the
proposed international trade wing, a strogner unit would secem justified on account of
the dimensions and complexities of problems in the field of foreign trade. The policy
issues referred to in paras 2.4 and 2.5 are of far-reaching importance and need to be
handled in a special division with permanent arrangment for sectoral type of research
and study that should furnish expert guidance.

The planning and policy division would ‘look forward’ and anticipate future de-
velopments likely to affect India’s trade with any country whether in traditional or
non-traditional commodities. Itshould also be in a position to advise on major
operational issues which may come up in the course of territorial trade.

This division would handle the work at present being done by the GATT and UN
CTAD sections, which are almost wholly engaged on prepartions of papers in regard
to strategic policy matters and international trade problems.

2.12 A pre-requisite for formulation of sound strategic policies and for effective
handling of operational problems is adequate knowledge of economic and commercial
conditions in foreign countiies and their trade regulations. At present, there is no cen-
tralised unit in the Ministry where complete information of this kind could be found;
each section is expected to collect and maintain the data it needs. A wealth of such
data has to be  systematically complied, stored and kept up to date. For this purpose,
a commercial intelligence and statistic cell is necessary, It may be located within the
planning and policy division, though functionally it may be an extension of the direc-
torate generai of commercial intelligence and statistics at Calcutta.

The proposed call will call out relevant information trom journals published by
that directorate, periodical reports sent by the licensing authorities, periodical reports
sent by the commercial representatives posted abroad, reports on market surveys and
commodity studies, etc. It will feed the planning and policy division and the territorial
units with such basic intelligence as may be required by them, and initiate follow-up
action on the study/survey reports.

2.13 India’s foreign trade falls broadly in two territorizl groups : (i) trade with
the free currency areas comprising countriesin Asia, Africa, West Europeand Ameri-
ca~; and (ii) trade with the rupee payment areas covering the East European and other
communist countries.

The former is conducted essentially between private parties even though formal
trade agrecements subsist with several of those countries. It leads to the earning of free
foreign exchange and involves intense competition from the manufacturers of developed
countries.

The latter is conducted wholly on governmental basis as the countries concerned
have state-controlled economies; its essential features are that it is fully planned, it is
conducted on a balanced basis, and itis financed through central accounts maintained-
in rupees in India.

Each group presents a distinct set of operational problems and correspondence
handling situations peculiar to itself, and so there should be separate substantive divi-
sions for dealing with them.

2.14 A randoom sample study of three territorial sections showed that their work
could be classified in terms of the nature of receipts as follows :

strategic policy . . . . . 7.9%
problem solving . . . . . 15.29%

correspondence handling . . . . 77.5%
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About{ 40%, of the total receipts are of routine/simple type falling in the correspondence
handling category. Thus, about 60%, of the work in these sections requires competent
handling.

In the proposed set up, while strategic policy issues arising in the conduct of foreign
trade would be processed through the planning and policy division, others would be
handled in the territorial divisions themselves.

2-15 The Ministry is at present handling a special task arising out of the deva-
luation of the rupee in June 1966 which raised India’s contractual obligations in pur-
suance of the agreements signed by India with the East European countries. The total
financial implications are still being worked out in the foreign trade (communist coun-
tries) section.

This ad hoc work may be handled by a separate devaluation cell, which should be
wound up when it is over after a short period.

216 Personnel and finance work relating to deputations abroad of officers and
making budget provision for their expenditure is at present handled by the concerned
trade policy and territorial sections; it may be centralised and looked after in the office
management unit of the proposed wing.

Skeleton reorganisation scheme

2+17 The chief of the international trade wing should be an officer in C2 pay
scale. He may bhe an experienced generalist or a specialist having thorough knowledge
of foreign trade as well as of India’s export potential.

218 After excluding extraneous work but including the item which is related
to foreign trade, as explained in para 2-9 above, this wing should consist of the follow-
ing :

(i) planning and policy division, including commercial intelligence and statistics
cell;

(i1) foreign trade I division;
(iii) foreign trade II division;
(iv) devaluation cell;

(v) office management unit;
(vi) registry.

2.19 The planning and policy division should deal with all general international
trade policy problems. It should also process strategic policy issues relating to territo-
rial trade. Considering the nature and magnitude of the work, the head of this divi-
sion (D3) may have to be assisted by a deputy director. It may have eleven executives
(E5, E4, E3); of these, one E3 executive may be in charge of the commercial intelligen-
ce and statistics cell.

The cell itself may consist of ten junior executives allocated as follows:

three E2 and three Er executives for the officers in planning and policy divi-
sion; one E2 and one E1 executive for those in foreign trade I division; and
one Ez and one E1 executive for those in foreign trade II division.

2.20 Foreign trade I division will handle trade with all countries excluding those
in East Europe and other communist countries, as also matters relating to enemy trad-
ing and enemy cargo. It may have a director (D3) and ten executives in all, the distri-
bution of work among the latter being as follows:

three groups, each having an E4, E3 and E1 executive, to share work
relating to trade with countriesin (i) East Asiaand South Asia, (ii) West Asi?
and Africa, (iii) America and West Europe, respectively; the junior executives
handling comparatively simple matters;
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One E4 executive to handle important aspects of the work relating to enemy
trading and enemy property after it has been processed in the office of the
custodian of enemy property.

2.21 Foreign trade II division will handle trade with the East European and other
communist countries. It may have a director (D3) and three executives, the allocation
of countries among the latter being as follows:"

one E5 executive to be the desk officer for USSR, GDR and Yogoslavia;
one E4 executive to be the desk officer for Czechoslovakia, Hungary and Poland;

one Eg executive to be the desk officer for Bulgaria, Rumania and other commu-
nist countries.

2.22 The devaluation cell may be placed in the charge of an E4 executive, who
may be assisted by an E1 executive.

2.23 The wing chief may have an aide (E4 executive). The latter may have charge
of an office management unit having one executive (E1) and a wing registry having
three executives (Eg, E1) as well as clerical staff.

2.24 An organisation chart of the proposed wing is at page g9.

2.25 The executives at different levels will be required to deal with the following
number of receipts in the various divisions/cells:

(i) Planning and policy division (excluding commercial intelligence 3-8
and statistics cell).

(i1) Commercial intelligence and statistics cell . . . . 46

(iii) Foreign trade I division . . . 10°3

(iv) Foreign trade II division (mcludmg devaluatlon cell) . . 7:9

2.26 Though the number of receipts to be handled by each executive inthe wing
is less compared to that visualised in the outline scheme, this would seem justified in view
of the complexity of foreign trade work.

Further, 1t would be desirable to have a larger proportion of officers at intermediate
and senior management levels than are employed at present in the trade policy and
territorial sections.

2.27 The strength of staff engaged at present on international trade work and

that proposed in the revised set up are indicated in statements at pages 101 and 102.

[The personnel and financial implications of reorganisation are worked out in another
Jtatement at page 103; itislikely to yield a saving of Rs. 1- 15 lakhs (14%).

2.28 As foreign trade is a specialised activity, its management requires expert
knowledge of the basic principles and mechanism of, and trends in, international trade
and commerce, as also of the developments in Indian economy in relation to export
needs and capacities. The three substantive divisions should, therefore, be staffed by
officers possessing such knowledge and having experience or training in the techniques.
of foreign trade. Members of the Indian Trade Service, Indian Economic Service,
Indian Statistical Service, as well as other services could man them after undergoing
the necessary orientation course. It will be mutually advantageous to the ministries of
Commerce and External Affairs if there is reciprocal exchange of officers handling
foreign trade matters.

The devaluation cell should have officers who are familiar with accounts work
while the office management unit and registry should have generalist personnel.

2.29 The constitutent units of the proposed international trade wing are at present
accommodated in different floors of the office building; these may be located
compactly.
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Statement showing existing strength of officers and staff dealing with international trade in the Ministry of Commerce

{Para 2-27 of Special annexur¢ B)

SI.  Designation GATT UNC ECA Tariffi F[ Total East South  Africa West  America West Enemy Total ~ Fast  Grand
No. TAD FE . * Coor- (3to Asia Asia Asia Euro- proper~ (9to 15) Euro- Total
dina- 7 ’ & N. pe ty pe (84164
tion* Africa , 17)
1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18
1. Jt. Secretary . 0-33  0-34¢ 0-17 0-12 0-96 0-17 0-16 0-20 0-20 0-20  0-33 .. 1-26  0-76 2-98
2. Director 1-00 .. 1-00 .. .. . .. 0.20 0-20 .. 1:20
3. Dy. Sccretary 0-50 0-50 0-20 0-20 0-20 0-50 0-25 1-35 1-50  3:35
4. Jt. Director ... 1:00 .. 1-00 .. .. .. .. .. .. 1-00  2-00
5. U.S./0.8.D. 1-00 1-00 0-34 .. 2-3% 0-33 0-33 0-33 .. 1-00 0-33 2-32 4-66
6. Dy. Director .. 0-17 0-17 0-50 0-50 0-67
7. C.R.O. 1-00 1-00 .. 1-00
8. Asstt. Dir. .. .. .. .. .. .. .. .. . .. .. .. 2.00 2.00
9. S.0. 1-00 1-00 1-00 0-50 3-50 1-00 1-00 1-60 1-00 1-00 1-00 6-00 1.00 10.50
10. Research Officer 2-00 .. 2-00 2:00
11. Senior Investigator 2-00 2-00 .. . .. 4-00 .. .. .. .. .. .. .- .- ..
12. Assistant 1-00 .. 1-00 0-50 1-00 3-50 .. 3.00 2-00 300 1-00 2-00 2-00 13-00 2-00 18:50
13. Jr. Inv. /T.A. 1-00 1-00 2-00 3-00 .. 100 1-00 1:00 .. 6.00 1.00 9.00
14. UDCs .. 100 .. .. .. 100 .. 1-00 .. .. .. 1-00 . 2:00 1-00  4-00
15. LDCs 2.00 1-00 1-00 0-50 1-00 5-50 2-60 2:00 2-00 2-00 2-00 2.00 1:00 13-00 2-00 2050
16. Stenographer 3-44 2-81 3-26 9-51
17. Stenotypist 2-47 2-08 1:76 63

*Remaining staff in these sections has been excluded asit is engaged on other work.
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Statement showing proposed strength of officers and staff of the International trade wing
(Para 2.2 of special annexure B.)

Wing Chicf (C2: Rs. 3,000)
Aide (E4: Rs. 700—1,250)
St Designation with pay scale Planning Forcign  Foreign  Devalua-  Office Registry Total
No. and trade 1 trade I tion cell  Manage
policy division  division ment unit
division
1 2 3 4 5 6 7 8 9
1. Dircctor (D 3 : 2000—2250) . . . . . . 1 1 1 .. .. .. 3
2. Dy. Direccor (D 2: 1800—2000) . . . . . 1 .. .. . .. .. 1
3. Exccutive (ES :-1100--1400) . . . . . 2 .. 1 . .. .. 3
4, Exccutive (B4 : 700—1250) . 4 4 1 1 10
5. Executive (E3 : 350—900) . . . . . . 441% 3 ] .. .. 1 10

Intelligence & Statistics cell
P.P. F.I.lI. F.T.II

6. Exccutive (B2 : 325—575) . . . . 3 1 1 .. .. . .. .. 5
7. Exccutive (EI : 210—530) . . . . 3 1 1 3 .. 1 1 2 {2
8. Stenographer . . . . . 4 1 2 Phakd 9
9, Stenotypist . . . . . . . 7 6 2 1 .. 1t Y
10, Udce . . . . . . . . .. .. .. e .. .. 3 3
11. Ldc e e e e - .. . - .. 8 8

*In charge of Intelligence & Statistics cell. **for wing chicf. tfor aide.
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Statement showing strength and cost of existing and proposed
officers and staff for the International trade wing

(Para 2.27 of special annexure B)

Sl Designation Pay scale Existing Proposed No, according
No. No. to
Chapter III |Chapter IV
reforms reforms
I 2 3 4 5 6
1 Additional secretary/
Wing chief (G2) . Rs. gooo .. 1 I
Joint secretary . . Rs. 2500—2750 2-98 .
Director (D3) . . Rs. 2000—2250 .. .. 3
4 Director/deputy director
(D2) . . . Rs. 1800—2000 I-20 4 I
5 Deputy secretary - Rs. 11001800 3'35
6 Joint director/executive
(Eg) . . . . Rs. 1100—1400 200 2 3
7 Under secretaryj O.5.D. Rs. goo—1250 466

8 Deputy director/chief
research officer/ exe-

cutive (E4)/aide . Rs.700—1250 1:67 2 11
9 Assistant director « Rs. 400—g50 2+00
10 Section officer/ research
officer/executive (E3) Rs. 350—goo 12:50 12 10
11 Senior investigator/ex-
ecutive (E2) . . Rs. 325—575 4+ 00 4 5
12 Assistant/executive (E1) Rs. 210—530 18- 50 18 12
13 Stenographer . . Rs. 210—530 9:51 8 9
14 Junior investigator . Rs. 210425 9°00 9 ..
15 Udc . . . Rs. 130—280 4+ 00 4 3
16 Steno-typist . . Rs. 110—180-Rs, 20SP 6-31 6 17
17 Ldc . . . Rs. 110—180 2050 20 8
ToraL . 102+18 96 83
1. Reduction in terms of personnel according to
(i) chapter III reforms : 10(25-18 -96=6-18
or 6.
(i1) chapter IV reforms : 10218 - 83=19-18
or 18-69,

II. (a) Cost of existing officers and staff-Rs. 8-24 lakhs.
(b) Cost of officers and staff after reorganisation according to
(i) chapter III refarms : Rs. 7-23 lakhs.

Savings : Rs. 1-01 lakhs.

or 129,
(i1) chapter IV refroms : Rs. 7-09 lakhs.
Savings : Rs. 1-15 lakhs.

or 149,
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III
Medical and Public Health Sector

Administrative O ffice of the Directorate  General Healh Scrvices

Basic  facts

3.1 The Director General, Health Services is the principal adviser to the Depart-
ment of Health with respect to the following: establishment and expansion of medical
colleges, medical education, medical training and research; and other matters, such
as: water supply and sanitation (through public health engineering divisions),
control of comunicable diseases (through National malaria eradication programme,
leprosy control organisation, etc.); medical care (through Central Government
Health scheme) and certain services (through administration of public health training
institutes, food laboratories, medical stotes, port health organisa‘ion, etc.). The direc-
torate general health services thus controls a number of hospitals, institutes,
laboratories, dispensaries and field offices.

3.2 The directorate general, a ‘participating’ attached office of the Ministry of
Health and Family Planning, has the following divisions :

(i) Medical and professional education
(i1) Public health

(iili) Health  administration

(iv) Medical care and hospitals

(v) Cholera

(v1) Small-pox

(nii) Central Government health scheme
(viii) Drugs

(ix) Public health engineering

(x) Establishment.

3.3 Each technical division is headed by a deputy director general or addi-
tional deputy director general on the pay scale of Rs. 1800-2250 plus Rs. 600 as
non-practising allowance, except the public health engineering and the drugs
divisions, which are respectively headed by an additional director general on the pay
scale of Rs. 2250 and by a drugs controller on the pay scale of Rs. 1600-2000. The
establishment division is headed by a director (administration) in the pay scale

of Rs. 1100-1800.

3.4 The reorganisation scheme proposed here is for a sector of the admini-
strative office of DGHS as visualised in chapter III and not that of the DGHS as it
is today. In para 2-8 of the study report on the skeleton reorganisation scheme of
the Ministry of Health and Family Planning (see special annexure A), it is stated
that the administrative office of the DGHS in the reorganised set-up proposed in
chapter III should deal with central executive functions only. The work handled
by it relating to planning and policy, including the bureau of planning, the central
bureau of health intelligence and statistics and the public health engineering division
would be transferred to the proposed administrative office of planning, policy and
technical advice. And, for evaluation of the various programmes in the states, there
would be a separate administrative office. There would also be a separate administra-
tive office for medical research and medical education. The work relating to plans and
policy of school health now handled in the CHEB will have to be transferred to the
office of planning, policy and technical advice; the work relating to research and
training to the office of medical research and education; the work relating to evalu-
ation to the office of evaluation; and the remaining work regarding publicity and
publications to the office of P.R.O.
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3.5 It is visualised in chapter IIT that non-stafl administrative offices having
field offices should have their own personnel and finance units. Since the office
of the DGHS has a number of field offices under its control, a separate personnel and
finance office will be necessary here. If] therefore, these recommendations relating
to chapter IIT are implemented, there could be two sectors in the administrative office
of the DGHS dealing with technical work relating to the hospitals, institutes, labora-
tories, CGHS, ctc. and one sector each for personnal and financial management.

3.6 As stated in chapter IV, although the conclusions and recommendations made
therein relate primarily to a typical secretariat wing handling type A work,
these could, with suitable adaptations, apply to the headquarters offices of non-
secretariat organisations as also to the administrative offices visualised in chapter ITI.
The headquarters office of the DGHS is at present a non-secretariat organisation.
It will have the status of an administrative office in the reorganisation scheme visual-
ised for the Ministry of Health and Family Planning. What modifications would
be necessary to the general scheme suggested in chapter IV, if a non-secretariat
organisation like the office of the DGHS is reorganised, are brought out in this study.

3.7 The skeleton reorganisation exercise relating to the Ministry of Health and
Family Plunning (see special annexure A) to test the general scheme suggested in
chapter III, aimed at formation of administrative offices based on a rational regroup-
ing of subjects. Another important basis of reform, suggested in chapter IV, is homo-
geneity in charge and  unity of command in a wing. The formation of divisions in
the office of the DGHS, has been suggested in the succeeding paras accordingly keep-
ing in view these basic ideas or principles.

3.8 This study relates to the medical health sector of the technical, executive {un-
ctions of the directorate general as an administrative office under the proposed chapter
III referm (sec annexure A).

The existing number of officers, the dealing officials and the ancillary staff dea-
ling with work relating to this sector are shown in the statement at page 117

3.9 A chart showing the existing structures of these divisions is at page 111.

Special  features
3.10 Ualiks the chiefofa wing dealing with type Awork whowilihave a maximum
number of four divisions, the chief here f.e.dthe Director General, Health Services
wiil have under him 4 sectors or 10 or 12 divisions, somewhat as follows :
(1) Medical and public health sector.
(a) Medical division.
(b} Public health division
(c) Drugs control division
(d) Architecture division,
(2) CGHS sector covering 2 divisions.
(3) Personnel sector consisting of 2-3 divisions,
(4) Finance sector consisting of 2-g divisions.

3.11 It was observed in para 4.10 of chapter IV that the secretariat wing is
manned by “generalists”. In a non-secretariat organisation like the DGHS, the techni-
cal divisions are understandably manned by specialists. There are 30 officers
from the central health service assisted by 20 technical staff, and 88 dealing officials
who belong to the generalist class. The architecture division consists of 13 architects
assisted by 37 technical staff.

3.12 In the present set up, one of the main items of work handled by the techni-
cal officers relates to personnel and financial managemnt of the hospitals, institutes
and laboratories under the control of the DGHS, Studies show that 44.8 per cent of
the work relates either to personnel or financial management. This couled be one of
the reasons why generalist assistance at lower levels was considered necessary in
technical divisions.

6—2ARC/67
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g.13 While the chief of a wing in the |secretariat will be an officer of the rank of
Jjoint secretary, the head of a sector in the administrative office of the DGHS would
be an officer of the rank of deputy director general in the highest grade of director
i.e. corresponding to Ds3.

38.14 A model wing in the secretariat, according to chapter IV, should have
two to four divisions headed by a director with 8 or 12 executives in each division.
For alarger division with 12 executives, there should be 2 deputy director to assist
the director. However, in each of the proposed divisions in the administrative office
of the DGHS, it may be necessary, as explained later, to have onc or two deputy
directors with 6 to 12 executives to assist the directors.

3.15 While the chief of a wing shoud have an aide and a registrar, the head of
a sector need have only a registrar who would be assisted by one executive for office
management. The registrar in the sector will perform two functions;(a) supervision of
the registry and R&I; and (b) office management of the sector. Only the chief
i.e. the DGHS will have an aide.

3.16 Should the wing pay scales proposed in chapter IV be extended to the
technical officers in the reorganised set up? In the proposed wing of the secretariat
the wage pattern was so adjusted as to arrange an early entry of specialists. In a
sector to be manned by specialists this consideration is not there.

The officers belonging to Central Health Service (CHS), when posted in  the
technical division of DGHS as deputy assistant director general get Rs. 600-1300
4 Rs. 475/- p.m. as non-practising allowance or as assistant director gneral thev get
Rs. 1300-1800--Rs. 600/- p.m. as non-practising allowance, and as deputy or addi-
tional deputy director general they get Rs. 1800-2250+4Rs. 600/- p.m. as non-
practising allowance. Although the CHS officers could be fitted into one or the
other scale of pay proposed for the wing, itis better that the existing scales of pay
and allowances are continued for these officers not only because of the special allo-
wance admissible to them but also because the sector will have to be manned mainly
by officers of this service with some assistance from the generalists at lower levels.
The executives at the lower levels viz. E1, E2 and Eg will have the same scales
of pay as suggested for the wing. A statement showing the scales of pay of the head
of the sector, the directors and the execatives in the secter and the comnarative
scale of pay proposed in the case of reorganisation of a wing is at page 113.

3.17 The head of the sector should have some limited powers in personnel manage-
ment such as :

- power to sanction leave
- power to fill short-term leave vacanciesin Er and E2 grades
— power to impose minor penalties on ancillary staff.

Skeleton reorganisation scheme

3.18 With the introduction of chapter III reform, from the existing medical, public
health and drugs control division, items of work relating to overall planning and
policy, medical research and medical education, etc, will be transferred to other admi-
nistrative offices. In terms of percentage of the total volume of work now handled
in the existing divisions of the directorate general of health dealing with the medical
and public health functions, the work that will be transferred from them will be as
follows

Division Percentage of work
to be transferred

Medical including stores . . . . . . . 629,
Public health including BT cell . . . . . . 35%
Drugs control . . . . . . . . . 30%

Architecture
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3.19. With this transfer of work, there would be a proportionate reduction in
the existing number of officers and dealnig officials and these are indicated below.

Division No. of officers No. of dealing offi-
cials

Existing Required Existing Required

after after
transfer transfer
of work of work
Medical . . . . . . 9t 4 74+30 2.6411.4
Public health . . . . . 17% 11 6236 4+23.4
Drugs control . . . . . 5 3.5 2--17 1.4+ 11.9
Architecture . . . . . 11 11 37 37

3-20 After transfer of work, the functions of this sector would be handled in four
divisions and two cells:

(a) medical division to dcal with executive functions of the hospitals/institutes,
medical attendance and examination rules, and legislation connected with
hospitals, mental health, etc;

(b) public health division to deal with executive functions of the public health
institutes/laboratories, administration, amendment and interpretation of
Prevention of Food Adulteration Act and rules, etc.;

{c) drug division 1o deal with drugs price control, court judgments, administra-
tion, amendment  and interpretation of various Acts relating to drugs, etc.;

(d) architecture to deal with preparation of type plans of hospitals and associa-
ted buildings, scrutiny and advice on health construction schemes ;

(e) a civildefence cell to look after civil defence measures relating to medical
and public health;

{f) a planning and policy cell to give specialised attention to  overall pro-
blems of planning, policy and programming of the executive functions of
the sector.

3.21 The head ofthe sector will be a deputy director general carrying a pay
scale corresponding to director in D3 grade and of the division a director
of D2 or D1 grade on the pay scale indicated in the sta‘cment at page 113. The
architecture division will be headed by a senior architect as at present.

The planning and policy cell for medical, public health and drugs should
be headed by a director D2 grade.

The civil defence cell which now consists of one director and two executives
should continue as an ad hoc celt under the head of the sector.

3.22 The director of the public health or medical or drugs division may have a
deputy director each cn the pay scale indicated in the statement at page. 109

In the substantive divisions of the sector, there will thus be four effective level
instead of three visualised for a wing of the secretariat.

The reasons for suggesting the level of deputy director in the divisions are :

(a) Public  health  division. The number of executives in this divi§ion will
be 13 meriting the appointmentof a deputy director as visualised for a
large division in a model wing.
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(b) Medical division : (i) Medical attendance/treatment rules, admissibilty of
reimbursement of medical charges, medical examination etc.
generate considerable volume of correspondence of work on which
specific technical advice is sought ;

(ii) such correspondence could be attended to by the executives once
the deputy director gives a clear directive ; and

(iii) if such correspondence were to be submitted to the director for
advice be would be carrying a heavy load of non-creative type
of work on him.

(€) Drugs division : In this division there is significant amount of legislative work
relating to Drugs Act, 194+, Drugs and Magic Remedies (Objectionable
Advertisements) Act, 1954, Dangerous Drugs Act. Medical and Toilet Prepa-
ration Act. 1955, Poison Act and Rules, ctc. which need processing at the
levels of execcutive and deputy director.

3.23 The number of exccutives on pay scales indicated in statement at page 113
required in the divisions and cells will be as follows :
(1) Alfea'iclgl )divisz'on : Six executives (two of Eg4, one of Eg, onc of E2 and two
o I).
(2) Public health division : Thirteen exccutives (onc of E5, four of E4, two of Eg
two of E2 and four of E1)
(3) Drugs control division : Six executives (two of E4, one of Eg and three of E2)
(4) Architecture division : As at present.
(5) Planning and policy cell : Three to four executives.
(6) Civil defence cell : As at present.
With the exception of Egand E4 executives, “all other executives will function

under the deputy directors concerned. The E4 and Ej executives will function under
the director.

3.24 After reorganisation, each executive will handle 11 receipts per day.
Of these, 83.5% will be fdealt with by correspondence-handling method, and the
remaining 16.5% by he p.obiem-solviug inethods. This s a manageablz load as
observed in chapter IV.

3.25 There should be a registry consisting of one registrar, one deputy registrar
and one E1 executive in charge of typing pool. It should have units for diffrerent
divisions and cells. Each unit may consist of one udc and one ldc except the archi-
tecture division which may have two ldcs ouly and the larger public health division
which may have one udc and two Idcs. The planning and policy and civil defence
cells may have a common unit.

§.26 For the office management cell, there should be one EI executive and one
udc under the registrar. The broad functions of this cell are :

(i) maintenance of jcasual leave rosters and handling applications for leave
on average pay and other kinds of leave;

(ii) disciplinary cases of ancillary staff;

(iii) procurement, storage & supply of stationery items ;

(iv) procurement, maintenance and supply of office furniture and equipment ;
(v) maintaining cleanliness in the sector.

3.27 The chart showing the proposed setup isat page 115.

3.28 The divisions are now located in three different floors. There will be need
for providing compact accommodation for the whole sector on one floor.

3.29 The savings as a result of the reorganisation scheme come to Rs. 1.82
lakhs(13.8%).

3.0 Statement at page 117 indicates personnel and financial implications of
reorganisation.



Statement showing proposed staff strength of the Medical and Public
Health Sector

Sector Head (Rs. 1800-2250-4 600 NPA)

(Paras 3.22 and 3.30 of Special annexure B)

S. Designation with Medi- Public Drugs Civil Plan- Regi- Total
No. pay scale cal Health divi defe- ning stry
divi- divi- sion nee &
ston  sion cell  policy
cell
1 2 3 4 5 6 7 8 9
1 Director (D2:1600-2000) I 1 1 I I 5
(D1: 1300-1800) (D1) (D1} (D1) (D1) (D2)
(1100-1800)

2 Dy. Director (1300-1600) 1 I 1 3
3 Ixecutive (E5: 1100-1400) I I
4% Executive (E4: 600-1300) 2 4 2 3 11

(700-1250)

5 Executive (E3 : 400-900) I 2 1 I 5

6 Executive (E2 : 325-575) I 2 3

7 Executive (E1: 210-530). 2 4 2 3 1
8 Stenographer 2 3 2 1 I 2% It
g Stenotypist 3 6 3 3 I 16
10 Ude . . . 5 5
11 Lde . . . . 13 13

*For sector head.
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(Para 3,9 of Spl,
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Scales of pay of sector-head, directors and executives in the proposed
medical and public health sector of DGHS

(Paras 3.16 and 3.20 of Special annexure B)

S. Designation No. of Sector
No. posts scale

Corresponding
wing scale

Sector Head

Director (D2)

Director (D1) .

Dy. Director

Executive (Es5).

Executive (E4)

Executive (E3).

Executive (E2)

Executive (E1)

11

11

1800-2250+- 600
(NPA)

1600-2000
1300-1800 -+ 600

(NPA)
1100-1800

1300-1600
1100-1400
600-1300+475
(NPA)
700-1250
350/400-900
325-575

210-530

2000-125-2250

1800-100-2000
1100-50-1300-

&0-1600-100-
1800.

1300-1600
1100-1400

700-50-1250

350/400-900
325-575

210-530
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Statement showing cost of existing and proposed officers and staff’ for
the Medical and Public Health Sector of the Office of the DGHSE

(Paras 3.8, 3.22 and 3.30 of Special annexure B)

S. Existing posts No. Proposed posts No.
No.
1 2 3 4 5
1 Dy. Dircctor General . 3 Sector Head . I
2 Drugs Controller 1 Director (D2) I
3 Director (CD) 1 Director (Dr1) I
4 Asstt. Director Gencral 3 3
5 Adviser . . 2 Dy. Director 3
6 Dy. Drugs Controller 1 Exccutive (ER) I
7 Dy. Asstt. Director General 4 Executive (E4) I
8 Asstt. Drugs Controller I
g T. B/B. C. G. Officer 2
10 Regional Medical Officer 1 Executive (Eg) 5
11 Section Officer 8
12 Asstt. Chemist 1 Executive (E2) 6
13 Sr. Scientific Assistant 2
14 Assistant . . 20 Executive (E1) 1
15 Research/Technical Asstt. 11
16 Udece 22 Udec 5
t7 Ldc . . go Ldc . . 11
18 Stenographer 8 Stenographer II
19 Steno-typist 7 Steno-typist 16
20 Senior Architect 2 Senior Architect . 2
21 Architect 4 Architect 4
22 Asstt. Architect . 7 Asstt. Architect 7
23 Chief Draftsman 2 Chief Deaftsman 2
24 Senior Draftsman (SG) 6 Senior Draftsman 6
25 Senior Draftsman (OG) 24 Senior Draftsman (OG) 24
26  Junior Draftsman 2 Junior Draftsman 2
27 Ferro-Printer . 3 Ferro-Printer 3
28 Lower Division Clerk 2 Lower Division Clerk 2
180 138

I. Reduction in terms of personnel :

180—138=42 or 23.3%

II. Cost of existing staff =Rs. 13.13 lakhs
Cost of proposed staff =Rs. 11.31 lakhs

Net saving = Rs.

117

1.82 lakhs or 15.8%
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v

Internal finance wing--Department of Economic Affairs

Basic facts

4.1 The Department of Economic Affairs of the Ministry of Finance is respon-
sible for the preparation of central government budget, assessment of foreign exchange
needs and resources and mobilization thereof in keeping with the country’s plans and
development requirements.

It lays down policies regarding credit control, currency, including import and
export of foreign currency, banking, finance corporations, foreign exchange, foreign
aid (economic, financial and technical assistance received by India or rendered by
her to foreign countries), and private fereign investments in India and Indian invest-
ments abroad.

Control over capital issues and reguiation of stock exchanges is also included in
its charge.

It deals with financial problems arising out of partition and Implementation of
agreements arrived at between India and Pakistan from time to time.
4.2 The Department is divided into the following five wings called ‘divisions’:
(i) Administration,
(i1) Budget,
{11) Economic,
(iv) External finance, and
(v) Internal finance.

4.3 The internal finance ‘division’, hereinafter treated as a wing, deals with all
matters connected with banking, control over capital issues, and currency and
coinage. It has overall administrative charge of mints, ‘silver refinery project’,
‘India security presss’, ‘security paper mill project’, ‘Kolar gold mining under-
takings’ and ‘rehabilitation finance administration’ unit. It also handles govern-
ment-level tasks relating to a number of autonomous financial institutions like
Reserve Bank of India, State Bank of India and its subsidiaries, Industrial Finance
Corporation, Industrial Development Bank of india, etc. The 1vork rzlating to
administration of Securities Coontracts (Regulation) Act, 1956 and regulation of Stock
exchanges, formerly handled in the Department of Company Affairs and Insurance,
is at present looked after by this wing.

4.4 Heading this wingis an additional secretary. He is assisted by two directorS
and two deputy secretaries; in addition, there are one joint director and two under
secretaries. The entire work is distributed among ten sections, of which three deal
with control over capital issues, one each with banking companies, Statc Bank of
India, regulation of stock exchanges and finance corporations, and the remaining three
with currrency, coinage, gold and silver respectively. A minor portion ofits work,
viz. administration of Rehabilitation Finance Administration (RFA) Act, is looked
after by joint secretary in charge of administration wing.

The additional secretary and one of the directors also supervise work flowing
from investment section of the external finance wing.

4.5 A chart showing the existing organisational set up of the wing is at page 123.

4.6 The staffing of the sections and the method of working is by and large
conventional. In some cases, however, the practice of noting on each
and every receipt has of necessity been dispensed with on account of the nature
and quantum of work, e.g. in the banking section where little noting is done and
mostly draft replies are put up straightaway. In cases involving complex problems
or policy matters, issues are generally examined at higher levels; these could well
be handled through paper preparation method.

4.7 Files are opened and maintained in the usual manner except in the sections
dealing with capital issues. In the latter, the files are maintained firm-wise and
notin accordance with standard main heads or sub-heads; all issues relating to a
firm are dealt with on the same file, new volumes being opened year-wise. An alter-
native could be to maintain files according to a functional index.
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For ensuring correct decisions on the basis of precedents, decisions in important
cascs are recorded in  sectional note-books maintained on a functional pattern
that is, subject-wise and topic-wise. Firm-wise record indices could also be developed
to show -what questions concerning each firm, in chronological sequence, were dealt
with and on what files.

Special  features

4.8 The subjects dealt with in the internal finance wing are kindred, allied
or homogeneous. It is not feasible to transfer to it any item from other divisions or
wings of the Department as the naturc of work handled by them is quite different

4.9 The principle of unity of command prevails in this wing except for minor
deviations.

Under the RFA Act, loans were given by the former Rehabilitation Finance
Administration to displaced persons to rehabilitate them. Their recovery is watched
by the RFA unit whichis a subordinate office. Work flowing to this wing relates
to remission of loans or postponement of recoveries as well as establishment of the
RFA unit. At present it is looked after by director (investment) and supervised by
the jointsecretary (administration), who does not rcport to the additional secretary.
It is only appropriate that this work should be supervised by the head of this
wing and not by joint secretary (administration).

Another deviation is in connection with the work relating to foreign investment
handled in the external finance wing which is supervised by the director and addi-
tional secretary of this wing; it should appropriately be the charge of officers of the
cxternal finance wing.

4.10 In the existing arrangement, all issues whether of routinc naturc or those
involving strategic policy are subjected to similar method of processing.

4.11 On several matters, including policy formulation, the secretariat leans heavily
upon the advice of specialised institutions like Reserve Bank.

4.12 'There is no central unit in the wing for handling policy issues which are
at present dealt with individually in the sections concerned, co=ordination being effected
at additional secretary’s level. A wing conderned with financial and credit control
in the country has to be constantly seized of policy formulation in the light of
changing economic conditions. It is necessary that policy issues should receive inte-
grated approach for which purpose this work needs to be centralised ina planning
and policy division. This division will work in liaison with the ‘internal economics’
units of the ‘economic wing’ which review the developments and trends in capital
markets, stocks, and bank advances from an overall economic angle.

.4. 13 At present statistics and returns are received in individual sections ; as

here is no arrangement to process them, they are not put to proper use. There
should be a separate cell to collect, collate and analyse all the relevant data for
use in the wing. This cell may form a part of the planning and policy division.

4.14 Work relating to stock exchangesis at present looked after bya director
who is also in charge of sections d=aling with control over capital issues and cor-
porations. After Governments’ consent to the issue of capital is accorded, the shares
are registered with the stock exchanges for purposes of quotations and sale. Control
over capital issues and regulation of stock exchanges are inter-related aspects and
therefore should be grouped together in a separate division.

4-15 The work handled in State Bank section, banking companies section and
corporations section relates to financial institutions and should be separately grouped
in a division. The close relationship of the work handled in the State Bank and banking
companies sections would seem apparent; and the work in the corporations section is
also a related item as the various finance corporations take loans from the government
at a lower rate of interest and advance money to the private sector at a higher rate,
thus performing a banking function.
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4-16 In the currency, coinage and gold and silver scctions, apart from about
65% work relating to personnel and finance, the remaining substantive items are :
issue of currency, import of paper and Reserve Bank holdings in the currency section,
procurement or transfer of gold, gold reserves and seliing of gold and silver in the market
in the gold and silver section, and procurement of stores in the coinage section. These
ttems have little in common with those dealt with in other sections and are at present
under the charge of a whole-time director. As these items constitute only 1/3rd of the

total work in the sections, a separatc division may not be justified and these may therefore
be grouped in a separate cell.

4°17 All the subordinate offices of the Department of Economic Affairs are ad-
ministered by this wing. In addition, there are a number of autonomous bodies in
respect of which government-level iasks arc perforined by it. Thus a large portion
of its work relates to personnel and finance matters; in the currency, coinage, gold
and silver sections particularly, this accounts for 65 9% of the load.

4-18 For proper handling of substantive issues which require undivided attentions
it 1s advisable that substantive divisions should not be burdened with work relating

tol}gersonnel and finance. The latter could, with advantage, be handled in a separate
cell.

4°19 The nature of subjects handled in this wing is such that special tasks are
likely to arise quite often; special cells could be created 1o attend 1o such work, A
recent example of special task is the introduction of social control over banks.

4'20 The wing is at present mastly staffed by generealists; out of 45 officials,
only 3 belong to Indian Economic Service. The nature of work in this wing requives
thorough grasp of general economic principles, knowledge of banking and corporate
finance and familiarity with company law. Itis, therclore, essential that this wing
should be manned by specialists.  Selected officers of the Indian Economic Service
and the Indian Statistical Service could be given requisite ‘raining before being posted
there. Also, there should be an interchange of officers of the wing and those of the
Reserve Bank or State Bank or finance corporations on tenuve basis. Fol instaace,
the officers in charge of banking division could be drawn from Reserve Bank or State
_Bank. The scales of pay of the staff of these banks are, howecver, better than those
in the secretariat. This disincentive which may prevent Reserve Bank or State Bank
staff from coming over to the Department will have to be overcome; one method
could be to bring officers on their own personal scales. There is a Banker’s Training
Institute run by RBI:; perhaps its training courses could be suitably tailored for officers
of Indian Economic Service and Indian Statistical Service to man different posts in

4:21 A random sample study of four sections of the wing indicated that the work
could be classified in terms of nature of receipts as under :

strategic policy . . . . . 109%
problem solving . . . . - 25%
correspondence handling . . - 65%

In the correspondence handling category, 45% of receipts are of routinefsimple type,
the :remaining 209, being such as require initial handling at higher levels. Thus
in all, about 55% of the total work calls for competent handling. In such a situation
it would be desirable to have a much larger proportion of officers at intermediate and
senior management levels in this wing than are employed at present.

Skeleton reorganisation s-heme

4-22 The chief of the internal finance wing should have C2 pay scale. He may
be either a generalist officer having broad-based experience of corporate finance and
bankinz. or a spocialist with general administrative experience.
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4-23 The wing should consist of the following :

(i) planning and policy division;

(ii) capital control and stock exchange division;

(iii) banking companies and corporations division;

(iv) currency and coinage cell; and

(v) personnel and finance cell, including registry.
4+24 The planning and policy division may be headed by a divector(D2) assisted
by two executives (E4, Eg); the former may act as “number two’’ in the wing.

The statistical cell may be in the charge of an E3 executive assisted by two Lt

exccutives.

4-25 The capital control and stock exchange division may be headed by a director
(D1). He may be assisted by five executives (K5, Ey, Lig). Of these, two executives
may look after stock exchange work and the remaining three executives that relating
to capital issues.

4-26 The banking companies and corporations division may be in the charge
of a director (D2} who may be assisted by five exccutives (Eq, Eg). Of these, three
may deal with banks and the other two with finance corporations.

4 27 The currency and coinage cell may be headed by an K5 executive assisted
by two executives (Eg).

4-28 The persoanel and finance cell could be in the charge of an E4 executive,
He may be assisted by three exccutives (Eg, E1).

The registry will be in the charge of an Eg executive who will be assisted by
supervisor (Er1).

The cell will also look after office management functions visualised in chapeter
IV for aide to the wing chief.

4+29 The proposed organisation of the wing is indicated in the chart at page 125.

4-30 As stated earlier, for efficient handling of the work it is necessary for the
divisional heads/executives to have a thorough grasp of general economic principles
and specialised knowledge of the subjects to be handled by them.

The planning and policy division should be manned by experts in corporate
finance and banking who are conversant with company law.

The director and executives in the capital control and stock exchange division
should be experts in corporate finance and also be familiar with company law.

The director and executives in the banking companies and corporations divison
should possess sound knowledge of banking and corporate finance.

4-31 The executives at various levels will be required to handle the following
number of receipts per day:

(i) planning and policy division

. . . 47
. . . 6-5
. . . 7-6

(ii) capital control & stock exchange division
(iii) banking companies & corporations division

(iv) currency and coinage cell . . 7°0
(v) personnel and finance cell .

. . . 112,
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Though the number of receipts to be dealt with by each executive in the wing is
Jless.compared to that visualised in the typical wing, this would be justified in view of
the fact that at least 50%-61%, of the receipts might be of complex variety and would
be time-consuming.

4-32 Statements indicating the staff employed at present as well as the proposed
strength are at pages 127 and 128. Another statement at page 129 shows the personne}
and financial implications of reorganisation, which will lead to a saving of Rs. 0-52
lakhs (9°7%)-

4-33 At present the wing is housed in two different buildings; some sections are
located in North Block and others in Jeevan Deep building in Parliament Street. It
would be advisable to locate the entire wing at one place.
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DEPARTMENT OF ECONOMIC AFFAIRS

INTERNAL FINANCE DIVISION
EXISTING _STRUCTURE

ADD ITIOMAL
SECRETARY

- ——— iy ek Aamsany gamern |

| 1
DIRECTOR
D,8.
f v.s, u.8.

| { sow ?ﬁm
e

J commcy

J r COINVAGS

"Carrency notes,  *Cotrs,

Bl 1 | _
serioy | stoexExemsat | | et (o ]| eeran T c.!c.r.ltxm 11 cmpm]i-rms 1 [ swm | [mmTu‘lEaTme_s‘

*Stock exchanges, ‘Grant of consent ‘“Statistica ovo *Gyant of consent ‘IPC *State Bank of *Bank Regulation
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director to joint secretary (admn,) Indta,

These officers wupervise work of |
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( Pare 4,29 of Special

I Amnaxary ‘B' )
DEPARTMENT OF ECONOMIC AFFAIRS
PROPOSED STRUCTURE .
WING CHIEP ]
r |
CAPITAL CONTROL AND STOCK PANKING CONPANIES AND PIANNING AND
EXCRANGE DIVISION CORP(RATIONSG DIVISION POLICY DIVISION
DIRECT®R DIRECT(R DIMECTR
PERSONNEL AND
STATISTIGAL CURRENCY ARD -
CELL CcO CBLL ¥
o & 4 e e b
£3 %4 24 E3 E3 B¢ ® E3 E3 EI B4 E3  Es » B4
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Statement showing strength of officers and staff in the Internal finance division
(Para 4.32 of special annexures B)

Stock CCI CCI CCI Total State Bank- Corpo- Total Curr- Coi- Gold Total Grand

Designation Ex- I 11 III (3to Bank ing rations (8to ency nage and (12to Total
change 6) Com- 10) silver  14) (74
panies 114
15)
2 3 4 5 6 7 8 9 10 11 12 13 14 15 16

—

QW O YU B W R

Additional Secretary
Director

Deputy Secretary
Joint Director

Under Secretary
Section Officer (Tech.)
Finance Officer
Section Officer
Assistant

Economic Investigator
U.D.C.

L.D.C.

Stenographer .
Stenotypist

0°20
0-25

0-20 o0-8o
0+25 0°75
1

N
RN SR SV]

—

0*50 0*50

0-50 0°50

1 I
2 2
2 2

020 0°20 033

0-25 1-25
I 033

I 3 1
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2 6 2
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0e33

033

033
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Statement showing proposed strengh of officers and staff of the

Internal finance wing

(Para 4-32 of Special annexure B)

Wing Chief (C2 : Rs. 3.000)

Capital Banking Plan- Cur-  Perso-
Sl Designation Control Compa- ning rency nnel
No. with pay-scale & nies & & & &  Re- Total
Stock  Corpo- Policy Coi- Fi-  gis-
Ex- rations divi- nage nance try
change division sion  cell cell
division
1 2 3 4 5 6 7 8 g
1 Director/D2 : 18o0-2000 1Dy 1(D2) 1(D2) .. 1
{D1: 1100-1800) D22 b3
Dr:1 )
2  Executive(Eg){1100-1400) I .. .. 1 2
3 Executive(E4)(700-1250) 2 1 I 1 5
4 Executive(Eg)(350-900) 2 4 2 2 2 I 13
5 Executive(E1)(210-530) .. .. 2 1 1 4
6 Stenographer(210-530) 2 I 1 I 2% 7
7 Stenotypist . . . 3 3 2 1 2 11
8 Ude. 1 3 4
g Ldc. 7 7

*For Wing Chief,
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Stat:ment showing strength and cost of existing and proposed staft for
the internal finance wing

{Para 4-32 of special annexure B)

Sl Designation Pay Scale Exis- Pro-
No. ting posed
No. No.
I 2 3 4 5
1 Additional Secretary/Wing Chief (Ca2) Rs. 3v00 I 1
2 Director (D2) Rs. 1800-—-2000 2 2
3 Deputy Secretary/Director (Dr) Rs. r100—1800 2 I
4 Joint Director/Executive (E5) . Rs. 1100—1400 1 2
5 Under Secretary Rs. goo—1250 2
6 Exccutive (E4) Rs. 700—1250 .. 5
7 fection Officer (Tech.) Rs. 400—g50 I
8 Tinance Officer Rs. 400—goo I
9 S:ction Officer/Executive (E3) Rs. 350—goo 9 13
10 Assistant/Executive(Er) Rs. 210—530 24 4
11 Stenographer Rs. 210—530 5 7
12 Economic investigator Rs. 210—425 ..
13 Udec. Rs. 130—280 2 4
14 Swenotypist Rs. 110—180-+Rs, 20 3 11
Spl. Pay
15 Liec. Rs. 110—180 19 7
ToraL _—_; 57
I. Reduction in terms of personnel = 73-57=16 or 21:9%,
IT. Cost of existing staff =

Cost of proposed staff
Net saving

129

7—2 A.R.C.[67

Rs. 5-37 lakhs
Rs. 4-85 lakhs
= Rs. 0°52 lakhs or g 7%,
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v
Aunimal Husbandry Division- Department of Agriculture
Basic  facts

5.1 The Ministry of Food, Agriculture, Community Development and Coope-
ration has four departments: (a) Department of Food, (b) Department of Agriculture,
{(c) Department of Community Development, and (d) Department of Cooperation,
The Department of Food has a separate secretary at its head, and the other three

departments have a common secretary, All these departments handle subjects largely
in the State List.

5.2 The Dezpartment of Agciculture is responsible for formulation of policies
and programme:; for agricultural production, overall supply and availability of agricul-
tural inputs, guidance to the state governments in the implementation of programmes
and promotion of agricultural rescarch with a view to applying its results in the field.

5-3 The work of Department of Agriculture is distributed among the following
8 wings :

{1) Production,

{ii) Forestry,

fi11) Fisheries,

{iv) Inputs(F),

(v) Inputs(M),

(vi) Land problems,

(vii) Special development programmes, and

(viii) Co-ordination.

5.4 The production wing has two divisions; onc is called ‘animal husban-
dry’ and tne other ‘crops’. The former 1s headed by aniraal husbandry commissioner
(AHC) who functions as joint secretary. The whole wing comprising the two divisions
is under the overall charge of an additional secretary(P).

5.5 The animal husbandry division deals with livestock development programmes.
These relate to setting up of a number of intensive cattle development (ICD) blocks
for improved breeding, supply of loans for purchase of cattle, provision of improved
fodder, sheep, piggery and poultry development, etc.

5.6 Other statutory and constitutional obligations of the Department of Agriculture
which are handled by this division are :

(i) Inter-state quarantine. (This includes animal quarantine and certification
service in India).

(i) Prevention of Cruelty to Animals Act, 1gbo.

(iii) Livestock Importation Act, 1953.

(iv) Matters relating to issue of licences under the Industrial (Development and
Regulation) Act, 1951.

5.7 This division is also responsible for animal husbandry matters relating to the
Union Territories and making grants to all-India organisations such as Central Council
of Gosamvardhana, Animal Welfare Board, National Dairy Development Board.

5.8 The work of this division is handled by 3 sections, viz. livestock development I
(L D I), livestock development III(LD III) and dairy development (DD), and 13
technical units.
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5.9 Livestock development I section deals with various adminisirative and procedural
matters particularly budget, issue of sanctions relating to building construction pro-
grammes, administration of the three regional poultry farms which are subordinate
offices, cow protection committee, sheep development and slaughter house schemes.

5-10 Livestock development III section deals with government orders on policy
matters relating to cattle development and breeding schemes, administrative matters
relating to Central Council of Gosamvardhana, Animal Welfare Board, Regional
Hide Flaying Centre, Hissar Farms, call rearing scheme, Indo-Danish/Indo-Swiss
cattle development projects in Mysore and Kerala, administration of Prevention of
Cruelty to Animals Act, Cattic rearing farms, animal quarantine, import of
live-stock.

5. 11 Dairy development section deals with the Delhi milk scheme, state dairy
schemes, National Dairy Development Board, training programme under various
foreign aid assistance schemes, schemes for establishment of milk preduct factories in
private scctor.

5.12 Technical work relating to schemes, their planning, formulation and progress
is processed by the 14 technical units.

5.13 A chart showing the existing structure of this division is at page 137.

5-14 There are alsosix foreign experts under various technical assistance programmes
assigned to this division for specialised work, c.g., poultry, cattle husbandry,
pork technology, dairy engineering(FAD), slaughter house consiruciion, dairy mana-
gement (Colombo Plan). The period of assignment of these experts varies from 24
to 54 ycars.

Special  features

5.15 Aside dairy development, all other technical work is centralised in one
composite block with 13 constituent units, each unit being responsible for a specialised
activity, e.g., sheep, piggery development, cattle development. The basic dealing
official is the technical assistant or the senior technical assistant who possesses the re-
quisite professional qualifications for dealing with the subject.

In the dairy development section also the first level of consideration is the senior
technical assistant.

5.16 The hierarchical levels above the technical assistant/senior technical assistant
are : technical officer, assistant commissioner, deputy commissioner, joint commissioner,
all possessing technical and professional qualifications.

5.17 The administrative work relating to Delhi milk scheme dealt with in the dairy
development section, however, flows through the conventional hierarchical levels,
viz., upper division clerk—section officer—under secretary—deputy secretary.

5.18 The number of specialists in the division is 48 while that of the generalists is
10 and one part-time additional secretary.

Technical work relating to planning, formulation and implementation of live-
stock and dairy schemes has been assigned to the technical officers.

Technical officers are empowered to address their counterparts in state governe
ments on technical aspects only; formal letters to state governments are issued over
the signature of under sccretary/deputy secretary.

5.1g Cases which raise both technical and administrativa issucs are first handled
by the technical units. These arc either discussed with the under secretary, or,
if a detailed examination is necessary, the file is referred to the LD I/LD III sections
by the technical unit.
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5.20 This division—whose nature and volume of work would justify raising its
level to that of a wing—has under its control two Jersey cattle breeding farms at Kataula
(H.P.) and Hassar-Ghatta (Mysore); three Central poultry farms at Bombay, Bhuban-
neswar and Bangalore; four sheep farms; and assistant registrar, herd registration
scheme at Bhubaneswar; and Delhi milk scheme. Proposals are also there to have six
cattle breeding farms, and five regional forage production and demonstration stations.

5.21 Studies showed that all personnel and financial matters relating to staff,
whether they be officers at the headquarters or in the subordinate offices, have been
segregated ; their processing is done in the personnel division of the co-ordination wing
and not in the production wing.

Similarly, matters relating to supplies and service, budget, accounts. Parliament
and R & I are centralised in a separate division called the genera! administration division
of the co-ordination wing.

5.22 Broadly, the co-ordination wing (personnel division and general administra-
tion division) deals with the following maticrs relating to personnel administration
and financial management

(i) recruitment to posts

seniority

) ”n
(iii) deputation , of all officers at the headquarters and in the
) confirmation |> attached and suboidinate offices
l
J

lecave

)
(vi) retirement, etc.
)

co-ordination in preparation of budget of attached and subordinate offices
and various schemes of the department of agriculture

(viii) budget proposals of Union territories.

The sections on the animal husbandryside viz. LD I, LD ITII and DD are mainly
concerned with the following administrative and financial matters :
(1) Recruitment rules of posts ir the subordinate and egional cfficss
(ii) creation of posts
(iii} budget of various schemes

(iv) expenditure sanctions for purchases outside the delegated field of regional and
subordinate offices

(v) proposals for the release of foreign exchange.

For dealing with these and allied items of work, there is a separate under secretary
and a deputy secretary.

Examination of proposals for creation of posts, scrutiny of budget, according admi-
nistrative approval, and issue of expenditure sanctions require good knowledge of and
experience in financial management. Framing of recruitment rules require intimate
knowledge of certain aspects of personnel management.

A question arises whether there should be an internal personnel and financial cell
for this wing since the chief is to be responsible for formulation of budget proposals as
as well as financial management of the budget allocations concerning animal husbandry.
A separate personnel and financial cell could ensure that matters relating to animal
husbandry do not get swamped by those of the Department proper in its co-ordinztjon
wing. One under secretary (E4) assisted by two executives should be adequate to meet
the requirement of the work relating to the personnel administration and financial ma-

1agement. The reasons why deputy secretary level may not be justified are: (a) that
the cell will function under the overall control and guidance of the centralised personnel

wing of the Department, and (b) that the nature and volume of work would justify only
cxecutives and not a dircctor.
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5.23 Every officer of and above the rank of assistant commissioner has been provi-
ded with a full-time stenographer. Technical officers have been provided with stenogra-

phic assistance by way of one full stenographer for two of them or one steno-typist
each.

5.24 Thereis asmall evaluation cell headed by progress evaluation officer (class IT).

5.25 [twill appcar from the chart at page 137 that the staffing pattern varies from
section to section. In LD I'and LI IIT sections and a part of the dairy development
section, the work is handled on conventional lines.

5.26 There is no uniform patrern of work How in the 13 technical units. One unit
has only onc level of consideration above the first dealing officer, four units two, six
units three, and the remaining two units four.

5.27 Itis visualised in chapter IV that the charge of the chief of a wing should be
homogeneous, and that there should be unity of command. Regrouping of functions
and subjects in the animal husbandry wing has been proposed accordingly.

5-.28 Studies showed that the conventional sections LD I, LD III and DD in
many respects function like registries; for instance, files relating to sheep, piggery,
feeds and fodder, animal quarantine etc. are maintained in LD I/LD III scction and

submitted withoul examination to the specialist in the technical division for comments/
advice.

5.29 Some overlapping of subjccts among the administrative sections (LD I
and LD III) and the technical units was also observed. For instance, herd registration
work is handled in technical unit while the work relating o extension of herd registra-
tion is handled in LD IIT section. Similarly, animal health information is collected

by a technical unit, bur dissemination of information and literature on poultry is
dealt with in LD I section.

5.80 One of the main items of work handled by the wing relates to central and
centrally sponsored schemes listed at page 139. Some of these schemes are taken up
by the Centre because they are of all-India character. Others, though of regional in-
terest, are undertaken by the Department or the Central Council of Gosamvardhana,
which is a registered society financed by the Centre, cither because of inadequacy of
funds in the state budget or lack of expertise at the state level.

5.31 If the Centre is to restrict its role to setting up model livestock/poultry farms
on an experimental basis, most of these farms should be administered by the state
governments with the funds and technical know-how provided by the Central Govern-
ment. Thus, one out of three central poultry farms, three out of six cattle

breeding farms, and one out of five sheep breeding farms need only be retained
by the Centre.

5.32 As the activities are specialised, it will be necessary that the chief of this
wing should be a senior specialist who should continue to be on Rs. 2000-2250.

5.33 The study team on Centre-state relationship has recommended that an
office of evaluation should be set up in the administrative ministry. Studies also showed
that except for very important schemes in the state sector, e.g., key village scheme,
this wing does not obtain progress reports in respect of plan schemes in the state sector.
However, progress reports, when received, did not appear to have been made full
use of; In fact, there are no arrangements for undertaking systematic, critical review
or evaluation of the progress of schemes, except for ad hoc examination at the time of
annual plan discussions. Setting up of a separate evaluation division to ensure systematic
and continuing evaluation of the plan schemes would seem necessary.

5.34 Under the personnel and finance cell there should be a registrar assisted
by one E1 executive for office management. The registrar in the wing would perform

two sets of functions, viz., supervision of registry and R & I, and the office management
functions of the wing.
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Skeleton  reorganisation scheme

5.35 The wing should be rcorganised, distributing funciions among six divisions
and a separate cell as follows :

{a) A planning and policy division covering cach specialised activity in amrnz?.l
husbandry with a statistical cell, under a director. This will be responsi-
ble for the overall policy and planning of the wing as a whole. The divi-
sionai head should be a specialist. The statistical ccll of the division wile wot
ouly receive statistical information relating to various schemes but will ?.lso
compile;analyse data on all-India basis relating to the activitdes of Ha wing.

(b) Caule development division to deal with cxecutive functions of the ICD
block, key villages and slaughter houses.

(¢) Animal health division to deal with livestock health, animal quarantine,
hide flaying, wild cattle catching scheme, herd registration, rinderpest
eradication, and feed and fodder demonstration centre.

(d) Sheep, piggery and pouliry division to deal with operational problems re-
lating to the development of poultry, piggery and sheep, cow protection
committee,

{e) Dairy developnent division will be concerned with executive  {unciioring
of DMS and milk preduct factories in the private sector and dairies of
state governments.

(fy Evaluation division to undertake review of all schemes. This division will
be headed by a director (D1), trained in evaluation techniques and effi-
ciency analysis.

(g) Personnel-cum-finance cell will be uader the charge of one under secreiary
(E4). He will be assisted by two executives (E1) and will also look after
registry and cffice maragement functions.

5-36 The wing chief will be a director of D3 category; the head of division, a
director of D1 category.

The number of directors and executives required in the six divisions and one cell
will be as follows:

I. Animal health division , . One director (D1) and four executives
(one of E4 and three of E3).

2. Cattle development division . One director (D1) and five executives
(two of E4, two of Eg and one of Ea2).

3. Poultry, piggery and sheep Onc director (D1) and seven exccutives
development division. (three of E4, two of E3 and two of Ea2).

4. Dairy development division . One director (D1) and seven executives
(three of E4, three of Eg and one of E2).

2}

. Planning and policy division . One director (D1) and eight executives
(five of E4 and three of E2).

6. Evaluation division, . . One director (D1) and four executives
(two of E3 and two of E2).

. Personnel and finance cell . One executive (E4) and two execu-
tives (Er1}.

~1

A statement showing distribution of directors and other executives in various
divisions is at page 14o0.
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5.37 The joint commissioner with respect to DD section and the deputy com-
missioner {poultry) with respect to LD I scction dispose of most of the correspondence
without writing notes. They write notes only when a problem or issuc is to be brought
to the notice of the higher officers or it involves a policy issue requiring their approval
and orders. It could, therefore, be said that technical officers are already following,
to some extent, the methods reform visualised in chapter IV.

5.38 A study of 271 files and 26q receipts of LD I, DD and technical units of the
wing indicated that the work could be classified in terms of nature of receipts as
under:

Sirat gic Problem Corresfondeiice handling
policy solving Routine Simple Others
7% 13.0% 22.8% 27.5% 29.7%

After reorganisation, the number of receipts to be handled by each exccutive,
including those in planning and policy division, will be 5+1 per day.

5.39 80% of the work would be disposed of straightaway by the executives
through correspondence handling method by drafting replies without any noting.
For the remaining 20% of the work, which mainly consists of formulation of schemes
and providing leadership and guidance to states, papers will have to be prepared cither
by an executive or by a team of cxccutives depending on the nature of problem to
be tackled. FEven now groups of technical officers are formed to tackle problems,
e.g. selection of suitable sites for cattle breeding favems.  The above nature of wark
is the reason for giving a comparatively lighter load (in terms of receipts per day)
to the executives in this wing.

5-40 As most of the schemes or projects are composite in character involving
various types of actions from their initiation to completion, a file dealing with a scheme
may contain a number of volumes each being split up into two parts, viz.

(i) the first part on the right containing documents, viz. the paper dealing with
substantive major and technical aspects, and correspondence relating
thereto, filed in chronolcgical sequence; and

(ii) the second on the left containing brief minutes and decisions of the higher
officers with reference to the documents in the first part.

5-41 There should be a registry consisting of one registrar (E3), one deputy
registrar (E1) and one executive (E1) in charge of R & I and typing pool; it should
further have three cells, each staffed by one udc and one ldc to maintain files of a
group of two divisions.

5-42 For the office management functions, there should be one executive (Er) and
one udc who would be placed under the registrar.

5-43 The chart showing the proposed set up is at page 141.

5-44 The statement showing the comparative cost of existing and the proposed
set up is at pages 143—144. There will be a saving of Rs. 1-04 lakhs (12:29%,). Details
of the personnel rendered surplus and the additional requirement of officers and staff
after reorganisation are indicated in statement at page 145.

5.45 At present, the sections, units and officers of the wing are dispersed over
all the five floors of the building. It would facilitate consultation and disposal of work
if the whole wing is provided accommodation in a compact sector of one floor of the
building.
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DEPARTMENTY OF

ANIMAL HUSBANDRY

G

DIVISION

EXISTING STRUCTURE

ADDITIGAL
SECRETARY

J.C.

LIVESTOCK
SECTION:
I

DEVELOPMENT -

LIVESTOCK
DEVELOPMENT -
11X

*Administation of
Regional Poultry
Farms, '

*Poultry Develop-
ment Schemes in
States,

‘Administretion &
other matters
reg: Poultry/
gisggry & zheep
evelo
Scbmm U.Ts,

“Sheep Develop-
mtpSchenen in
Suus.
* Indo-Australian
collaboration,
*Cow Protectien
Commit

*Jersey Breeding
Farma,

*Distribution of
exotic animrls
to the States/
Institutes,

*Bxtension of Herd
Registration,

* Inport/Export.

*Animal Quarantine
& Certification
Service,

*Rinderpest Eradi-
cation Scheme,

‘Bstablishment of
Porage Demonstra-
tion Stations,

*Delhi Milk Scheme,

i
*Dairy Develomment
Schemes in various
Statea/U,.Ts, |

Mational Dairy
Development Board,

‘Training Programmes.

[
*UNICEP USA DD/
Coleabo Plan]

assisted dairy
projects,

*Swedish & Danish
ecredits for dairy
projects in India,

TECRNICAL
UNIT:

‘Channel for commmication for all administrative
Note: 1. e Such of the cases as have
through the animel husbandry commissloner,

2, Cases which have both technical and administretiye content are examined in IDI & IDIIX Sections

RE

SRR IR RS e e B

us-ds~addlsecretary,

(other than personnel and financisl) cases is
technical bias also are routed to addl, secretary

and are processed through the technical officer (of technical mit) concerned with the subject,

A R.C,
1
I |
J.c. OQSQDO f]
3 1
I ‘i
D.C. { D,C.
|
|
| ! ] 1 ? |
. ;
A.c| A.cn A-.co Aoco Aaco A.C. ’ A,C, A°c'
l | I I [
i ALL OTHER ’
FEEDS & F(DDER SHEEP 1.c,D, & XEY PIGG}I!Y ANDAAL HEALTH| RINDERPEST o DEVE HERD CATTLE WQRID FOW POULTRY
DEVELOPMENT | DEVELOPMENT VILIAGE DEVEIDPM & QUARANTINE | ERADICATION w m; REGISTRATIN FARNMS FROGRAMME | DEVELOPMENT
- ’ . . 1 ,
Import of s Import of Intensive Pig breed- °*Progress *Monthly *Develo t ‘Central ‘Cattle “Supply of “Supply of
Gats, sheep. cattle ing angd report ~ report of cattle Herd Books breeding feeg an ligrztura
; development, supply of  cAarcass from in U,Ts. notifica.  schemes = fodder. on poultry,
‘Ban on use of °‘Allecation b4 ina, utilisation States on tion, distribution
expeller oil  of sheep Kay Village | centras, anirml ‘Retbili. . of calves *‘Qquarterly “Pernmit to
calkes for to warious  Schemes, get:!mz “Corcass zu:?ndry hﬁ:ﬂ“d gtvestock tor milk-: progress import
: * ‘centros, P pig- seasge nosa arms, colonies, port -
animal 'feed, *Establish- breed: utilimtion control, cattle, :etateviso poultry.
*Standards *Review of  ment of Staty Plant, *Cancells. °Request I of vriois °*Selective
for annual sheep Icp Project  © SO erodernt “Progress tion of from projects
feed in con- population in Kerala ’;cg les t m‘;‘lﬂ&”,‘ report Registered States for uder WFP  of
sultation in’ various and other 2.tes slaughter from animls, ﬂppli of and scru- poultry.
with ISI, States, States. houses = States, superlor | tiny of
proposals, :"::d wcons proposals  * Import of
bull paultry
s. equipment.
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List of Central and Centrally Sponsored schemes in animal husbandry
and dairying sector under the 4th plan

(Para 5-30 of special annexure B)

A. Development  Schemes (Department of Agriculture)
1 Expansion of Jersey cattle breeding farms.
2 Establishment of cattle breeding farms.

3 Intensive cattle development blocks in milkshed areas of Delhi milk scheme
{Centrally sponsored).

4. Salvage and rearing of calves.

5 Organisation of regional and all-India cattle and poultry shows.

6 Establishment of five large scale sheep farms (four Centrally sponsored and
one Central).

7 Central poultry breeding farms.
8 Egg powder factory (Not yet finalised).
9 Delhi milk scheme.

10 Extension of herd registration to the important breeding tracts and formation
of breed societies.

11 Establishment of regional stations for conducting demonstrations of forage
production.

B. Disease  Conirol

12 Rinderpest eradication (Centrally sponsored).

13 Animal quarantine and certification service.
C. dnimal Welfare
14 Animal Welfare Board.

15 Animal Experimentaion Committee.

139



Statement showing proposed staff strength of the animal
husbandry wing

(Para 5° 36 of special annexure B)
Wing chief (D3 : Rs. 2000-2250)

S. Designation with  Animal Cattle Poultry Dairy Plann- Evalu- Per- Total

No. pay-scales health develo- piggery develo- ing ation sonnel
pment sheep pment and and
develop- policy finance
ment cell
I 2 3 4 5 6 7 8 9 10
1 Director 1 1 1 I I I .. 6

(D1 : Rs. 1100-1800).

2 Executive 1 2 3 3 5 . I 15
(E4 : Rs. 700-1250)

3 Executive 3 2 2 3 .e 2 1 13
(E3 : Rs. 350-g00)

4 Executive - I 2 1 3 2 .. 9
(E2 : Rs. 325-575)
Rs. 450-575)
Rs. 335-425)
5 Executive .. .. . .o . .. 5 5

(Er : Rs. 210-530)

6 Stenographer 1 1 1 1 1 { 2* 8
(Rs. 210-530)

7 Stenotypist 4 4 5 6 5 2 . 26
(Rs. 110-180+4
Rs. 20 spl. pay)

8 Udc . .. .. . .. .. 4 4
(Rs. 130-280)
g Ldc .. . . . .. . 7 7

(Rs. 110-180)

*For wing chief
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{Para 3,432 of Spl, Annexure '8')

DEPARTMENT_OF AGRICULTURE

ANIMAL HUSBANDRY WING

|

PROPOSED STRUCTURE

WING CHIEF

—

ANTMAL HFALTH
DIVISION

DIRECTOR

l

CATTLE DEV,
DIVISION

DIRECTR

l

POULTRY, PIGGERY AND
SHEEP DIVISION

DIRECTR

B4 E3 3 k3

*Liveatock health,
‘Animal quarantine.
*Hide flaying,

*Wi{ld cattle
catching acheme

*Herd Registrastion,

'Mnderpest Emdl-
cation Sc!

*Feed and Fodder
demonstration
centre,

E4 E4 E3 E3 E2

‘Cattle farms,
°1.C.D. Blocks,
*Key Villages,

*Slauvghter houses
construction,

*Cow Protection
Conmittee,

PRy

e i -

E4 E3 E3 E2 E2

"Development of poultry,
pigrery and sheep,

‘Regional poultry farms,

PIANNING AND POLICY
DIVISION

DIRECTO

STATISTICAL
CELL

E4 E4 E.

£2 E2 E2

“Ovemall planning and
policy regarding
animal hushandry.

E4

DAIRY DEV,
DIVISIN
DIRECTR
E4 'Bd E3 3 E2

“Delhi Milk Scheme,
‘Dajries in States,

*ML1k product factories
in private sector,

EVALATION
BIVISION

DIRECT(R

E3 E3 E2 2

*Review and
evaluation
of alll schemes,

PERSONNEL AKD

FINANCE CELL
T
le’%ﬂ B3 &'—l_b
Bl E1 DY.RHII'IWR El ‘[
o ] 1 ‘
[ PP L PP LEVYN "R&I & TYP, OFF M,
ch i &L PP POOL
i i H i '
e 1 1 1 wc 1
nc 1 1 1 we
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Statement showing strength and cost of existing and proposed
staff for the animal husbandry wing

(Para 5-4.1 of speeial annexure B)

S. Existing posts No. Proposed posts No.
No.
I 2 3 4 5
1 Animal Husbandry Commissioner . 1 Wing Chicef (Dg) . . I
(Rs. 2000-2250) . . 6
(Rs. 2000-2250]. Director (Dr)

(Rs. 1100-1800)

2 Joint Commissioncr . . .2 Executive(Eyg) . . . 15
(Rs. 1600-1800) (Rs. 700-1250)
8 Officer on Special Duty . . . 1 Exccutive (Eg) . . . I3
(Rs. 1600-1800) (Rs. 350-900)
4 Deputy Secretary . . . . 1 Executive (E2) . . .9
(Rs. 1100-1800) (Rs. 325-575)
5 Deputy Commissioner . .3 Executive (E1) 5.
(Rs. 1300-1600) (Rs. 210-530)

G Under Secretary . . . .o
(Rs. goo-1250)

7  Dairy Engineer . . . R ¢
(Rs. 700-1250)

8  Assistant Commissioner . . Io
(Rs. 700-1250)

9 Asstt. Livestock Officer , . « 3
(Rs. 350-goo)

10 Asstt. Animal Husbandry Officer ., 2
(Rs. 350-900)

11 Asstt. Poultry Dev. Officer o 1
{Rs. 350-900)

12 Officer I/C Wild Cattle Catching 1
Scheme (Rs. 350-900)
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3 4 3
13 Officer I/C Hide Flaying Scheme 1
(Rs. 350-goo)
14  Progress Evaluation Officer 1
(Rs. 350-goo)
15 Tech. Officer 4
(Rs. 350-go0)
16 Section Officer 3
(Rs. 350-g00)
17  Senior Technical Assistant 11
(Rs. 325-575)
18 Senior Draftsman . 1
(Rs. 450-575)
19 Draftsman !
(Rs.325-425)
20  Assistant . 5
(Rs. 210-530)
21 Technical Assistant 4
(Rs. 210-425)
22  Stenographer . 20  Stenographer . . 8
(Rs. 210-530)
23  Upper division clerk 4 Upper division clerk . 4
(Rs. 130-280)
24 Stenotypist . . . . 13 Stenotypist 26
(Rs. 110-180-+Rs. 20 Spl. pay)
25 Lower division clerk 10 Lower division clerk . .7
(Rs. 110-180) '
Torar 105 94

I. Reduction in terms of personnel :

I1. Cost of existing staff :
Cost of proposed staff :

Net saving :

105-94-11 or 10°5%

Rs. 8-53 lakhs

Rs. 7-49 lakhs

Rs. 1-04 lakhs or 12:29%




Details of surplus and additional requirements of officers and staff’
after reorganisation of the animal husbandry wing
(Para 5-44 of special annexure B)

Post Existing Proposed
No. No.
1 2 3
Animal Husbandry Commissioner 1 I
Joint Commissioner =2 . . . . . 3 3
O.8.D. (Farms) =1
Deputy Secretary .
Deputy Commissioner 3 3
Under Secretary 1 I
Asstt. Commissioner . 10 13
Dairy Engineer 1 I
Asstt. Livestock Officer= 3 I
Asstt. Animal . . |
Husbandry Officer =2 |
Asstt. Poultry | 13 12
Development Officer =1 |
Officer I/C Hide 2
Flaying Scheme =1 |
Officer I/C Wild Cattle
Catching Scheme =1 i
Programme Evaluation Officer =1
Technical Officer =4
Section Officer . 3 I
Senior Technical Asstt. 11 7
Technical Assistant . 4
Senior Draftsman . I L
Draftsman . . . . 1 I
Assistant/Udc . . . . . 9 9
Stenographer .7 . . . . . . .
Stenotypist I 33 34
Ldc 10 7
105 94
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1
Introduction

The Study Team oun the Machinery of the Government of India indentified nine
“nodal functions™ in its report, of which it considered personnel administration as
central to the whole range of adminisivative activity. The earlier report had underscored
the need for a Department of Persounel. described generally the functions it should
perform, and indicated its focation in  the Government. Within this frame provided
by the earlier report Shri M. Ramkrishnayya, Joint Secretary, Department of Sccial
Welfare and Shri G. R. Nair. Doputy Secretary, Department of Administrative Re-
forms, assisted by Dr. Ross Pollock and Dr. Harry R. Seymour of the Indian Institute
of Pahiic Administration, were assigned the task of developing a specific proposal for
the organisation, functions and staffing of the proposed Department of Personnel.
They were also to propose a general plan for personnel offices in other departments.
This report presents the recommendttions of this group.

2. The study team listed the following core functions for the Department of Personnel :

7

(1) Postings to key posts

(2) Formulation of personncl policies

{3) Man-power planning for governmental requircments

(4) Service rules of all kinds

(5) Centralised aspects of management of all-India and inter-ministry cadres

5
(6) Talent hunting in all cadres and outside government
(7} Career development
8) Overall aspects of training
) Advising personnel management agencies within ministries
{10) Improving the machinery for redress of government servants’ grievances
.11) Staff welfare
(12) Research in personnel administration
(13) Vigilance
‘14) Relationship with the U.P.S.C.
2. While examining the implications of these functions, it was felt that a few more
related items which are implicicin the study team’s report, but were not spelt out in
detail should be dealt with. It was thought for instance that certain aspects of the new
all-India services may legitimately come within the perview of the Department of Per-
sonnel. In terms of functions, this would mean the framing of such rules and regulations
that are common to all the all-India services. The day to day management of their
cadres would of course rest with the appropriate ministries/departments. Also, certain
research and training activities which are the responsibility of the department have
heen dealt with in detail. In this respect as the main objective of personnel policy is
‘o find the right person for the right job it is necessary to highlight the need for an effi-
cient sytem of job analysis ana job needs and entrust the Departmen: of Personnel
with the specific responsibility of developing the same.
4. Ttis proposed that the Department of Personnel should have four wings. One
wing will be concerned with the review of existing policy and development of new
policy in personuel administrat’on, and with the issue of apropriate rules and instruc-
tions to guide minisiries and departments in the execution of personnel policies. The
second wing will deal with the problems of identifying and staffing kcy poss, and with
1he management of the Indian Administrative Service and the Central Secretariat
Service. The third wing will be concerned with resarch in all aspects of personnel ad-
ministration and development of meaningful training and exccutive development pro-
grammes for different types of personnel in government. The fourth will be concerned
with a review of the personnel policies and procedures employed by ministries and
departmsnts, with vigilance. with final appeals under the grievance procedures,
and with house-keeping functions for the Department as a whole. The organisation
chart at page 152 will bring out cleirly the set-up envisaged.
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5. If the new Department of Personnel is to make a decisive impact on personnel
administration in the Government of India, its head should be no one less than a
Secreary to the Government of India. The selection of the Secretary, Department
of Personnel should be done with great care since a cynic heading the department
without either ideas or a flair [or realistic innovation can reduceits activities to meaning-
less rituals. The different wings will be presided over by an officer of the rank of joint
secretary. They should be chosen carelully after an assessment of their capacities both
in the realm of ideas and action. That is to say, not only should they be intellectually
gifted, they shoulkl also have a capacity for innovation and a passion to get their idea
implemented. These officers may be drawn from a variety of services with a view to
present effectively a progressive image of the new depariment. How the lower layers of
the department should be staffed has been described in some detail in the appropriate
sections of the report. It will be scen from the stafling pattern suggested that a conscious
effort has been made to keep the numbers modest and to absorb most of the existing
staff who may be found suitable. It is likely that a further expansion of the Develop-
ment Wing may be necessary as new personnel policies project new avenues for training
and development.

II

A - Council on Personnel Administration

6. The earlier report of the study team had suggested the setting up
of a council on personuel acdninistration to advise the department on personnel
policies. It is suggested that the Council of Personnel Administration should
meet under the chairmanship of the Secrctary, Department of Personnel, quarterly
and discuss reports on  government personnel problems and programmes presented
by its own members or the Policy Formulation Section; recommend new policies or
new lines of research. Tt will also advise on those aspects of personnel administration
which may imipinge on Centre-state relations, and those with educational institutions.
Individual members should be given all facilities to consult staff members of any section
or division of the depariment on technical problems in  which the members have
special competence. It is suggested that the council may consist of fifteen members
who are experts in persommel administration. They may be selected from states,
ministries and appropriate professional groups. The term of members will be for three
years and they will retirc by rotation so that every one is involved over a period of
time in the deliberations of the Council.

7. Besides it would be appropriate that an Advisory Board on Personnel Adminis-
tration headed by the Home Minister may be constituted. This will enable the Home
Minister to get a real ‘feel’ of the expert thinking on important matters of personnel
policies and sharpen his role in the Cabinet. The Cabinet Secretary should be asso-
ciated with it in view of his central role in personnel administration. The Board may
meet at least thrice every year. The presence of the Home Minister will ensure that men
who arc eminent in various fields and have a creative outlook on personnel administra-
tion would be attracted to participate in its deliberations. The advice tendered by
this committee should be of great value in the formulation of progressive personnel
policies.

8. The functions of each wing and the staff required for their efficient performance
will be described in the following sections. Here a word may be added about the
terminology used. Wing has been used to mean the charge of an officer of the rank of
joint secretary. Division and branch are used in this report to denote the levels of
deputy secretary and under sccretary. The approximate size of the supporting staff
has also been 1ndicated.

I
B - Policy Wing

9. This wing will be responsible for keeping under constant review the overall
policies governing personnel administration and for the formulation of new policies.
It will have two divisions, Policy Formulation (B-1)and Policy Implementation (B-2),
each under an officer of the rank of a deputy secretary.



154

10. The main functions of the Policy Formulation Division (B-1) will be as foi-

lows:

To undertake studies of comparative personnel systems, identify the conten'
and implications of new personnel policies and their applicability te the
Indian scene.

} To consult universitics. private corporations with personnel departments,

other expert bodies, and state governments with a view to evolve new poli-
cies or changes that are needed.
To draft legislation. orders, reports and policy statements as necessary in
respect of personnel managementin government.
To conduct evaluation of policies from time to time with a special emphasis
on cost-benefit rclations.
To provide staff assistance to the Council on Personnel Administration
including preparation of agenda, reports, data and memoranda.
To initiate proposals for the creation of new all-India services or central
services.
To review major policy proposals received from other Ministries, other branches
of the Department of Personncl, crnployee organisations and other sources.
The following organisation chart is suggested for the Policy Formulation
Division:

Deputy  Secrctary

(Policy Formulation)
(B-1)

Under Secretary Under Secretary Under Secretary

1. New All India Services. 1. Study of policy trend 1. Stafl assistance to the
in other countries. Council of Personnel

Administration.

2. New Central Services. 2. Liaison with personnel 2. Liaison with the per-
departments in private sonncl sections in other
corporations, ministries ministries and dcpart-
and other cxpert bo- ments.
dies.

3. Legislation. 3. Identification of new 3. Performance evalua-
policiesin all aspects tion.
of personnel manage-
ment for adoption by 4.Follow up of inspection
government. reports by  Inspection

Division.

5. Staff  assistance to
National Council and
Joint Consultative
Machinery and liai-
son with  employees
organisations.

S.0. 2 Senior Research S. R.O. (Senior Analyst)

Officer  (Senior -1
Personnel  Ana-
lyst) -2
Asstt, -5 Junior  Research Asstt. 3
Officer (Junior
Perosnncl Analyst)
-4
L.D.C. -2 L.D.C. -2 L.D.C,
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12, Except for the senior and junior rescarch officers, the positionsin this division
do not call for any such specialised skill as cannot be acquired threugh experience
and long association with the subject ‘services’. The personnel now in charge of
similar work in the Home Ministry should be able to fill those positions. It should be
possible to select even the senior and junior research officers from among the existing
personnel.

13. The Policy Implementation Division will be in charge of the following
subjects:
(1) To examine the exisiing rules and regulations and bring them in line with
the broad policies approved by government.
(2) To advisc other ministries and deprtments on the interpretation of various
rules and regulations.

(3) To advise on departures from or exceptions to, the rules that may be required
in specific cases.

(4) To advise other ministries and departments in framing, amending and modi-
fying their manuals on personnel matters.

{5) To dratt instructions and guidelines for use in other ministrics and depart-
ments on such personnel matters as staff welfare, disposal of grievances,
consultations with staff associations, etc.

14. The organisation chart for the Policy Implementation Divsion may be as

follows:
Deputy Secretary
(Policy Implementation)
(B-2)
|
| 1 I
Under Secretary Under Secrctary Under Secretary Under Secretary
1. Pay 1. Pensions 1. General service 1. Travelling  allo-
conditions e.g. wance.
appointment, lien,
termination etc.
2. Special pay and 2. Other retirement 2. Discipline. 2. Leave travel con-
other additions benefits. concession.
in the nature of
pay.
3. Allowances e.g. 3. Provident Fund 3. Gricvances. 3. Study leave,
Dearness allow-
ance, C.C.A.,
HR.A etc.
4. Medical Exa- 4. Welfare . 4. Leave Rules.
mination and
Attendance Rules.
5 Manuals (Civil 5. Deputations abroad.
Service Regula-
tions and Supp-
lemetary Rules )
S G. -2 SO, -2 SO, =2 5.0. -2
Asstt, = 8 At - 8 Asstt, - 8 Asstt. 8
LD.C =2 LD.C -2 LDC. -2 LDC. - 2
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15. As in the case of the Policy Formulation Division the required skills can be
acquired through exprience and long association with the work. It can be constituted
by transferring to it the personnel now attending to similar items of work in the Es-
tablishment Division of the Finance Ministry and the Establshment Branch of the
Services Wing in the Homs Ministry. The posts of under secretaries can be filled in
by persons who have had a spell in related sections in the Finance Ministry since most
of the rules they have to administer have financial implications. The choice of the
Deputy Secretary need not, however, be confined to that category and may be chosen
from among those with a broader administrative background and training.

v
C- Career Systems Wing

16. This wing will be responsible for identification and staffing of key posts, for
conducting relations with U. P. S. C. and the Bureau of Public Enterprises and for
talent hunting. It will also be respoasible for the management of the Indian Adminis-
trative Service and the Central Secretariat Service. It will have two divisions, Appoini-
ments and Cadre Management, each under an officer of the rank of deputy secretary.

17. The main functions of the Appointments Division will be as follows:

(1) To identify and recommend positions to be included in the list of key posts.

(2) To advise on the qualifications required for each key post and the services or
other sources from which panels may be developed.

(3) To provide staff assistance to the Key Postings Committez and to take fol-
low up action for the final processing of key appointments.

(4) To look after Governmeat’s relations with U.P.S.C. and maintain close
liaison with it.

(5) To liaise with the Bureau of Public Enterp-ises in regard to all mattecs of
personnel in general and key appointments in Governm=at uads:stakings n
particular.

{6) To hunt canstantly for taleat by ideatifying psitions requiring qualifications
not easily available in Government; by developing systems and methods to
spot the needed special talents not only among government services and
public enterprises but also the employees of universities and the private secuor;
by preparing and maintaining panels of persons with needed skills and talents
with reference to the needs of Government,

(7) To liaise with ministries/departments and sponsoring agencies on foreign
assistance and training programmes in the field of administration.

18. The following organisation chart is suggested for the Appointments Division:

Deputy Secretary
(Appointments C-1)
I

| I
(C-1-1) Under Secretary (C-1-2)
1. Identification of key posts. 1. Relations with U.P.S.C.
2. Staff assistance to Key Postings Committee. 2. Talent hunt.

3. Confidential reports of I.A.S./C.8.S. Grade 3. Lists of retired officers.
I and above.

4. Reversion of I.A.S. officers to the states. 4. Foreign assistance and training
programmes.
5. General Administrative/Economic Pool. 5. Liaison with Bureau of Public
Enterprises.
6. Appointment of C.S.S. Gr. T and Selection
grade.
S.0. -2 8.0. -2
Asstt. - 6 Asstt, - 6

LD.C. - 5 LD.C. -5
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1g. The present practice in the Home Ministry appears to favour a direct rela-
tionship between the joint secretary in charge and the sections dealing with appoint-
men:s. There is merit in this practice as it is desirable to limit the number of persons
handling papzrs of this nature. Moreover, it is not likely that the contributions at the
level of the under secretary and even deputy sccretary’ n these cases will be of much
significance. It is on these considerations that the post of under secretary has been
omitted at G-1-1- in the chart. While the deputy secretary will be of assistance in all
such matters as require examination at length or in depth, joint secretary can take work
on other items directly.

20. Ta> ecisiing staff in the services winz of the Home Ministry are very well
experienced in this kind of work. No special training or orientation is required except
perhaps in regard to those who are entrusted with the new function of talent hunt.
It may be necessary to develop an efficient system of card indexing of available
talent for matching readily perscas and positions. A short course should do for the
purpose in view.

21. The mrin functions of Gadre Managem:nt Division will be as follows:

(1) Management problems from the initial stage of recraitmant oawards to
TAS and Central Scceetariat Service (Grade T and above), in close colla-
boration with the state governmeats an-l central minictries repectively,

{2) Framing specific rules for I.A.S., C.S S. and rules common to other All India
Services.

(3) Manpower planning for the I.A.S. and C.S.S. by p=riodical reviews of the
cadre strength in relation to the projected needs of the state governments
and the central ministries.

(4) Questions regarding pay, scniority, promotions, transfers, grievances, etc,
of individual officers of these services.

{(5) To frame rules and otherwise manage all the centralised aspects of the decen-
tralised cadre of the various central secretariat services, viz.,Central Secretariat
Service, Central Secretariat Stenographers’ Service, Central Secretariat
Clerical Service.

22. The organisation chart for the Cadre Management Division will be as follows:

Deputy  Secretary
(Cadre Management) (G-2)

U.S. (CSS) U.S. (AIS)
(C-2-1) (C-2-2)

All matters relating to Central Secretariat 1. All  matters relating to I.A.S.
Service. 2. Rules for I.P.S. and I.F.A.S.
S.0. -3 S.0. -3
Asstt. -~ 10 Asstt, - 12
LD.C. - 5 U.D.C. -1

LDC. -6

23. Both the branches are the exact replicas of the corresponding branches
presently in position in the Home Ministry. No special skills or training such as are
not available in the ministry is envisaged.
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D - Development Wing

24. This wing will be responsible for promoting research in personnel adminis-
tration and for developing plans for training and executive development programmes.
I't will also conduct research and carry out studies on its own, particularly in regard to
governments’ manpower requirements. Similarly in regard to training it will directly
conduct some programmes besides advising and encouraging others. It will have two

divisions, Planning and Research, and Training and Development, each under an
official of the rank of director.

i25. The main functions of the Planning and Research Division will he as fol-
ows:

(1) To allot grants to universities and other institutions for long range research
into personnel management problems including leadership, organizational
structure, and productivity.

(2) To conduct research with its own staff on problems of immediate concern to
the Department of Personnel such as: development of employment tests and
the validity of academic examinations. conducting attitude surveys, devising:
new performance evaluation forms, analysing causes of poor attendance or
tardiness, analysing carcer patterns and rccommending changes in  them,
improving interview techniques, and improving application forms.

(3) To collect from ministrics and departments data on types of persons employed,
by level and category, and estimates of futurc needs for recruits to the gove-
rnment service and project future manpower requirements.

(4) To collect data on potential supply of recruits to the government service and
their quality, projectshortages or over-supply and recommend action.

(5) To develop suitable proposals for use by service and cadre managers in govern-
ment on specific questions such as stall’ welfare, assignment systems, methods
for ranking by merit, seniority, position classification, etc.

(6

(6) To evolve a suitable system of job grading and classification with a view to
facilitate specialisations wherever necessary thus ensuring optimum utilisa-
tion of personnel; to devise classes and class series of jobs and to advise
ministries and departments on request in such matters.

26 The work of this division being different in nature from that of the usual
secretariat divisions, it is not appropriate to follow the normal hierarchical pattern.
Ttis suggested that there should be four chiefs, each in charge of a specific subject. Four
main subjects have been identified and they are research, advisory services, manpower

planning and career plans. The following staffing pattern is recommended for this
division:

Research

Chief . . . . . . . . . . . 1

Research grants administrator
Research psychologist

. . . . . . . . 1

Adyisory services (job analysis, elc.)

Chief . . . . . . . 1
Personnel management analyst (personnel systems) . . . . 1
Personnel management analyst (professional and scientific occupations) 2
Personnel management analyst (technical occupations) . . . . I

Personnel management analyst (managerial occupations)
Personnel management analyst {clerical and other related occupations)
Personnel management analyst (skilled and unskilled labour) .

P
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Mar-powwer planning

Chi=f . ¥
Persymnel management analyst . . . . : . . ¥
Statstician (Project Dircctor) . . . . . . . . 1
Senir statistician . . . . : . T
Assistant (statistics) . . . . . . : . . . 1
Career plans
Chief . . . . . . r
Parsennel management analyst (profussional and scientific occupations) 2
Persannel management analyst (managerial occupations) . I
Persennel management analyst (clerical and related occupations) . r
Perscanel managernent analyst (skilled & unskilled labour) . . . t

Supporting staff (clerical, stenographic  ete.) should be provided on a suitable
scale for each of the branches.

27. Qualifications required for personnel in the Planning and Research Division

1)

e}

=

‘3

#

The Research grants administrator should have a general knowledge of all
personnel areas, including recruiting. placement, promotions, career plan-
ning etc. He should be familiar with "university organisations and rescarch
planning and be capable of analysing proposed research projects to determine
if they will accomplish desired goals. He should have some knowledge of
financial administration, but this is a secondary requircment.

The Rescarch psychologist should be an “applied psychologist’ capable of
developing tests of aptitude and abilities; capable of designing surveys and
other tests devices related to attitudes, performance, grievances, etc. They
should also be knowledgeable in employee relations and interviewing techni-
ques. It would be desirable for each person to be competent in several areas,
rather than hiring a number of psychologists of high skill level in only one
or two limited fields.

Personnel management analysts should have a general knowledge of the various
fields of occupations existing in government and should know the kinds of’
duties to be performed in jobs within the fields and of the kinds of education,
training and work experience which would prepare people to successfully
perform those jobs. The analyst concerned with professional and scientific
occupations must know the specialised jobs in government in these areas
and must be well acquainted with the kinds of education and work experi-
ence which prepare people to fill these jobs. The chief and the personnel
management analysts concerned with the job analysis must have wide
knowledge of occupations, be skilled in the analysis of the duties and res-
ponsibilities of positions and bz able to draft descriptions of classes and class
series. They must, therefore, have considerable training and experience in.
this field.

The statisticians should be persons well qualified to make general and specific
surveys of man-power needs, man-power availability (man-power meaning
highly skilled profesional people as well as others) and must be capable of
generalising from survey data and of writing clear reports.

The personnel management analyst in  Career Plans must be of the nature:
described above, with specialised experience in the four sub-fields identified.
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28. The Training and Development Division will perform the following functions:

(1) To provide advice and consultation to all services and cadre managers and
training institutions on the identification of training needs and the conduct
of the training programmes.

—
N
-

To collect and maintain information on training programmes planned by

dlﬂ‘crenl departments, and to take steps to ensure that uneconomical duplica-
tion does not occur.

~~
[
d

To conduct studies to determine multi-department training needs and
develop suitable inter-departmental training programmes.

o~
S
s

To develop and conduct training programmes of a pilot or demonstration

nature to illustrate the value of a given programme and to provide an oppor-

tunity for service and cadre managers to observe such programmes and

}io assist departments in adapting such demonstration courses to their speci-
¢ needs.

(5) To design, promote and conduct executive development programmes and
supervisory training programmes for officials at the deputy secretary level
and above, or for persons in comparable postions, particularly those belong-
ing to the All-India Services and the C.S.S.

{6) To design, promote and conduct programmes to equip personnel in all
ministries and departments and ancillary institutions to administer and con-
duact programmes of training in personnel administration in  general aand
exveutive development tn  particular.

(7) To handle all matters relating to National Academy of Administration and
Central Secretariat Training School .

To maintain liaison with state governmeats and autonomous training insti-
tutions with a view to utilise the existing facilities in the best possible manner.

29. The observations made in para 26 in regard to personnel in the Planning
and Research Division apply with cqual force to those in the Training and Develop-

meat Division. The following organistion is recommended for the Training and
Development Division :

Branches
Inter-departmental training . o Chief . . . . . 1
Deputy chief (advisory services) 1
Assistant chief (clerical training) I
Assistant chief (paper work manage- 1
ment).
Assistant chief (work study) . 1
Training of all-India Services . Chief . . . . . 1
Assistant chief (state training) 1
Assistant chief (common and I
refresher course).
Assistant chief (case studies) 1
Executive devclopment . . Chief . . . . . I
Deputy chief . . . . 2
Training of trainers . . . Chief . . . . . I
Deputy chief . . . . 2

In addition, suitable supporting staff will have to be provided, particularly in
the first two branches which involve administrative functions in relation to ancillary
and attached institutions.
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30. The subject-matler trainers i.c. Assistant Chiefs (Clerical training, paper work
management and work study) must themsclves be well trained in the ficld in which
they are to conduct traming. In addition, they should be up to date on modern methods
of adult instruction, use of visual aids, motivation of adult lcarners, and means for
evaluating tralning programimes.

The personnel in  the second branch (Training of aii-India Services) will have
no direct responsibility for conducting courses as there arc alveady well-cstablished
bodies forthe purpose. Their main f'k}nction 1s to cnsure the §mooth 1‘1111}1i11g of these
institutions. They must be persons with experience ol work in  the services concerned
with an aptitude for the traiing function. Assistant Chicf (case studies) should be a
pervson who has undergone training for that purpose.

The Chief and the Deputy Chief in the Exccutive Development Branch should be
persons haviug a widei governmental bacl;gron_@ who \\‘gtll_d be capable of_ becoming
programme directors - that is, they would identify the training needs of senior officials,
design curricula for theny, select instructors and cox}fcr(e‘ncc 1(‘&(1‘_:1'5 from government,
business and university sources, select teaching materials from a wide variety of sources,

nd see to it that the cowrses are livety, interesting, and instructive.

The traincrs who train other trainers must be experts in

the training of adults.
They should have a sound understanding of tndividiaal psy

! : it individ holegy and group sociology;
they should be skilied in the identifiction ol training necds, by types of ¢mployees, n
large organisations. “They should be able to teach others how to motivate on-the-job
learning and how to troin supervisors to conduct on-the-job instruction. They should
be proficient in teaching the use of teaching media books, articlcs, programmed instruc-
tion. slide projectors, overhead projectors and movie pictures. They should be able
to teach job analysis for instructional purposes. They should be able to demonstrate
how courses arc constructed and how training programmes for large ogranisations
should be developed and maintained.

VI
E - Inspection and House-keeping Wing

3t. This wing will conduct overall reviews of personnel operations in all minis-
tries and departments, post audits of sample cases and perform vigilance functions.
It will also provide administrative (house-keeping) services for the Department or

Personnel. It will have two divisions, Inspection and House-Keeping, each under
an officer of the rank of deputy secretary.

32. The main functions of the Inspection Division will be as follows:

(1) To collect information on the functioning of personnel agencies in all minis-
tries and departments through a system of periodical reports and returns.

(2) To review the operation of personnel policies in all ministries and{depart-
ments at stated intervals and at such other times as may be considered neces-
sary by the Department of Personnel or the department concerned,

(3) To inspect individual cases on a random sampling basis to ensure that case:

are handled in accordance with the policies and regulations framed by the
central personncl agency.

(4) To formulatc vigilance policies and maintain liaison with the Central Bureaw
of Investigation and the Central Vigilance Commission.

(5) To process memorials addressed to the President under the disciplinary rules
particularly with reference to prescribed procedures.
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33. The following organisation chart is suggested for E-1.
E-1
Inspection Division
Director of Inspection

Inspectors(s) Under Secretary (Vigilance)
E-1-1 E-1-2

1. Maintain close liaison with internal 1. Laying down procedures in Vigilance
personnel agencies within ministries cases.
and departments through prescrip-
tion, receipt, analysis and follow up 2. Maintain  liaison with the Central
action on reports and returns. Vigilance Commission and the
Central Bureau of Investigation.

2. Inspection, periodical or otherwise,
of such internal agencies to review 3. Deal with memorials to the President

the actual operation of personnel in disciplinary  proccedings parti-
poiicies generally  and more parti- culariv with reference to  prescribed
cularly in individual cases, taken procedures.

on a random sampling basis.

Supporting Inspection Staff

Assistant 5
Stenotypist for Inspector 5
O flice Staff Staff
Section Officer . 1 Section Ofticer
L.D.C. 3 Assistant 3

L.D.C, 3

34. The work to be transacted in this division ciearly falls into two distinct
categories. It is important that the inspection unit shoud be staffed by persons who are
well grounded both in the broad policies formulated by the Department of Personnel
and also in the rules framed by it. The Director of Inspection, while he should certainly
possess administrative experience of a general nature, should also have a flair for de-
veloping tools of inspection. The Inspectors proposed for the division will be the main
instruments through which the work of inspection of the internal personnel divisions
of the ministries would be carried out. This staff should be selected after assessing their
knowledge of personnel administration and their capacity to comprehend and  interpret
rules. Great care has to be taken that the inspecting staff does not distort the purpose
of these inspections by making them ritualistic. It is important that these inspection
reports are treated as secret and communicated urgently to the secretary of the minisiry/
department where the inspection has been done. The personnel for staffing this division
can be drawn from the secretariat e.g. those with experience of establishment work
in the Ministry of Finance and the Ministry of Home Affairs. While the Director will
be of the rank of a deputy secretary, the Inspectors will be of the under secretary’s
rank. The Inspector will be the leader of the team of inspection. The Director should
draw up in advance a programme of inspections for the Inspectors.

The staff in the category of section officers, assistants and clerks proposed for the
mspection  side would net recd any specialised skills, since the intention is that they
should assist the Director and the Inspsctors in attending to liaison work with the
departmental agencies, tabulation and analysis of reports and returns prescribed for
submission  to the Department of Personnel.
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The section dealing with vigilance and memorials also would not need  any
specialised skill except that the basis on which the ministerial stafl is selected for the
former should be that they should have had experience of handling vigilance cases
in the Ministry of Honie Affairs.

35. The following will be the functions of the house~keeping division:
s N AR - . . - (Y ~
(1) To attent to all personnel matters relating to the officers and stafl of the
Department of Personned, like creation  of posts, recruitment, appointment,
promotion ctc.

(2) Preparation of the budget of the department and compilation of office
accounts.

{3) Looking after office  accommodation, furniture and cquipment etc.
(4) Orgauising common services like staff car, library, receipt and distribution
ol incoming dak, fair typing and issuc of out-going dak.
36, The following organisation chart is suggested for the Housce-keeping Division
E—2
House keehing Dizision

Deputy Secretary

fT— Al
U.S. U.s,
—~ A~ — A= —_
E.2.1 E.2.2 E.2.3 E.2.4
Est. Section Budget and Accounts General and  Cash  Central Registry
Section Section
All establishment and  Preparation  of - accommodation Receipt of al
Personnal mattersre-  the budget of for the depart-  incoming dak
lating to to the offi- the Department ment sorting and distri-
cers and staff of the  of Personnel. - residential acco- bution among offi-
Department of Per- mmodation for cers and sections in
sonnel like Keeping  watch officers and staff the Department of
— creation of posts  over the progress - hot and cold Personnel, fairtyp-
- recruitment of expenditure, weather ing, comparing and
~ appointments and compilation of  arrangements. issue after signa-
notification the accounts and - furniture, office ture of all outgoing
— promotion reconciliation equipment, sta- communications.
— seniority with A.G. etc. tionery and all
— grant of advances other caretaking
to government ser- — welfare items
servants incuding CHS
- disciplinary cases : cards
arising within the - staff car
department. - library.
Staff
S.0, 1 S.A.S. Accountant 1 S.O. 1 S.0. 1
Asstt, 1 f(on deputation) Cashier 1 Typist 3
U.D.C. 1 Asstt. 1 U.D.C. 1 Comparer 1
L.D.C. 2 U.D.C. 1 L.D.C. 2 Despatcher 1
L.D.C, 1 Librarian i

Receipt Clerk 1
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g7. The House-Keeping Division of the department will essentially be the internal
personnel office of the Department of Personnel corresponding to the internal personnel
division envisaged for the different ministries. The officers and staff of this division
should conscquently have the same aptitude, training and skills that the Department
of Personnel would like to prescribe in respect of such internal agencies.  This would
underscore the importance of the deputy secretary, the under secretary and possibly
the section officer also possessing adequate understanding of the methodology of
progressive personnel management. To entrust this division to men whose cxpcbrience
and ideas do not go beyond what is traditionaily cailed establishment work would
create an odd situation in which the personnel administration of the Deparzment
of Personnel would provide more amusement than inspiration. For staff like the
assistants and upper division clerks the type of training that is given already in  the
Secretariat Training School and the specialised training given for accounts clerks
should be sufficient. In the case of the Budget and Accounts Section, it need
not be placed under a section officer as is the usual practice, but under a S. A, S.

accountant.

VII

Training programmes for professional staff members employed in the
Department of Personnel

8. If the Department of Personnel is to properly scerve as a nodal  agency. and
if it is to provide leadership for Government in personnel administration, it is essential
that the departmental professional stafl niembers should be welt equipped to perform
their duties. It is recommended that the first undertaking of the department should
be to adequately train its own staff members. An  outline of the training recom-

mended is given below :

All professional staff members.—Omne wecek’s intensive survey programme on  per”
sonnel administration. .

Policy formulation division.—One weck’s intensive programme, reviewing existing
policy, implementing instruction, and arrangements for management of cadres and a
two day programme on effective wiiting.

Policy implementation division.—One week review course as recommended for per-
sonnel in the Policy Formulation Division, the two day effective writing course re-
commended for personnel for the same division, and a one week course devoted to
procedures writing and manual information systems.

Appointments division—One day devoted to the work of the Key Postings Com-
mittee, U. P. S. C. and the Bureau of Public Enterprises, with particular reference to
relationship with the Department of Personnel, two days on the writing and evaluation
of job descriptions and two days on personnel qualifications analysis.

Cadre management division.—A two day programme on management of the various
cadres, probably conducted by the deputy secretary in charge of this division. A
two day programme on manpower planning.

Planning and research division.—A one-week seminar devoted to the functions
of this division. It is probable that all professional personnel in this division will
require additional training. The kinds of competence required in the positions
in this division would normally be developed by a combination of (1) academic training;
(2) self-development activities such as reading, participation in professional organiza-
tion and participation in training pregrammes; and (3} a variety of job experiences.
Decisions as to the training to be given to each staff member can realistically be
made only after a review of the individual’s background. For those staff members
concerned with job clarification, a two week programme of training on the subject

would be desirable.
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Training and development division—A one-week course on identifying training
needs and on designing and conducting training and executive development progra-
mmes. A one-week course, using case studies and demonstration programmes, on
the design and conduct of training and executive development programmes. As
in the case of the Planning and Research Division, an assessment will have to be
made of each professional staff member’s background to determine additional training
required.

Inspection division.—1It is assumed that personnel to be assigned to this division
will have previous experience in the work of the Division and training other than the
one week survey programme for all personnel, will not be required.

Housekeeping  division-—The same assumption gregarding previous experience
is made for the House-Keeping Division as is being made for the Inspection Division.
It might be claimed that personnel in the House Keeping division would not require
the one week survey prograrame, but it is recommended that all professional staff
involved in it participate in that programme.

VIII
Functions of personnel offices in ministries and departments

39. Seund personnel administration is the management of employees in such a
way that a ministry or department attains its mission effectively and efficiently. Ex-
perience shows that these objectives are best accomplished through training and coun-
selling officers in the management of their human resources and in the development
of sound human relations. Each ministry and department needs well trained emplo-
yees in personnel administration to assist officials from the secretary down to the lowest
level supervisor in resolving the problems encountered in obtaining the highest possible
quality and quantity of work.

This report recommends the establishments of a personnel office in each inde-
pendent department or ministry having 500 or more employees. Smaller independent
departments should designate a person who will specialise in personnel matters, even
though this may not be his full time work. As soon as feasible, such personne! offices
should be staffed by professionals who have special knowldge of pertinent subjects
such as organizational psychology, personnel management, evaluation, position
classification, testing methods, as well as personnel policies, procedures and practices,

The functions to be assigned to a Personnel office are:

1. Interpreting and applying policies, rules, regulations, procedures, and ins-
tructions on personnel matters issued by the Department of Personnel or other
competent authority.

2. Managing of cadres for which the department or ministry has responsibility,

3. Processing appointments ; for example, ascertaining need for employees,
maintaining liaison with Union Public Service Commission and Department
of Personnel to ensure timely availability of persons for appointment; parti-
cipating in discussions on advertisements for hard-to-fill jobs and locating
sources of likely candidates for such jobs ; interviewing candidates for positions;
checking accuracy of biographical information submitted by applicants ;
supervising evaluation bar reviews and promotions; checking actions to make
sure that laws, rules and regulations are followed.

4. Maintaining files on present employees.
(Education, training, experience, skills, etc.)

5. Allocating positions to classes and grades established by the Department of
Personnel.

9—2 ARC/68
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6. Determining appropriate salary scales under existin authorities for employees
on appointment, promotion, or deputation.

Processing grievances and disciplinary matters.

~J

8. Advising secretary and all officers with supervisory responsibilities on admi-
nistrative matters which affect human relations and productivity; consulta-
tions with stafl’ associations.

9. Supervising provision of staff welfare, checking adequacy of space aud other
working conditions, and facilitating better safety practices; informing emplovecs
of their rights and benefits.

10. Assisting officers in preparation of performance standards and performance
evaluations and maintaining annual performance reports.

11. Analysing employee training nceds, assisting officers to improve on-tlie-job
training and to motivate employees to self development; establishing needed
training courses, providing instructors for courses, publicising such courses
to employees and their supervisors and conducing courses.

12. Maintaining liaison with colleges and other training institutions to encourage
the offering of courses for present or prospective empioyees as necded.

13. In conjunction with other offices, making studies of work flow and work opera-
tions in order to develop better ways of doing work.

14. Advising officers on steps necded to prevent corruption and other unde-
sirable practices.

15. Reporting to the Department of Personnel such things as : anticipated needs
for employees by type, number of persons appointed by type of work, the
number of advancements in salary, the number of persons who advance {rom
one class to a higher class, the number of persons in employ from scheduled
castes and tribes, the percentage of women employees.

16. Reporting to the secretary and minister, steps that should be taken to imiprove
personnel managemen. in ithe depaitment or :iniristry.
-

IX
Conclusion

40. In the preceding paras an attempt has been made to describe in some detail
how the Department of Personnel can bc organised and staffed. The functions listed
against each division and branch should not be considered exhaustive. The intention
has been to highlight some of the more important functions. Some others relating to
them or growing out of them may have to be added as their ambit of activity expands.
No small part of the success of this department will depend on the type of personncl
who are drafted into it. It would be a pity, if a creative concept like the Depart-
ment of Personnel, when it seeks institutional expression, iIs indistinguishable from
any other department because the wrong men are presiding over its destiny. Although
several branches can be confidently filled in by those who are doing similar work in
the existing departments or ministries, it would be important to put as many of them
as possible through orientation courses outlined in section VII of the report, even
at the every beginning. It will not be difficult to plan these courses well in time.

Sd/- Ross Pollock Sd/- M. Ramakrishnayya
6-5-1067 6-5-1967
Sd/- Harry R. Seymour Sd/- G. R. Nair

6-5-1967 6-5-1967-



SPECIAL ANNEXURE C-2
(Para 5,8)

Report on the Department of Administrative Reforms by C. James
Gardner, U.N. inter-regional Adviser in public administration

. Page
Sections
Preface 169
Summary . 170
Explanatory notes 170
1 The nature of a management advisory scrvice . . 170
g y 7
11 The location of the service 173
III The origin of advisory work 173
v The scope of the department and the organisation and
staffing implications . . . . . . . 176
A% Staffing problems 183
Appendices
1 Existing organisation chart . . . . . . . 187
2 Proposed organisation chart . . . . . . . 188
3 Details giving ceriain criteria for selection and deveiopment of
specialists staff 189

167






Preface

On request of the Government of India to the United Nations, the writer left
New York on 27 February 1967, for three to four weeks in New Delhi to advise on
the organisation, techniques of work and methods of manning in the Department of
Administrative Reforms. This advice was to cover such factors as (a) the scope and
nature of the activities of the department, (b) its status,location and organization
(¢) its relationships with ministries/departments and the states, and (d) the problems
of establishing and maintaining a suitably trained corps of O and M Officers in the
government service generally. The aim of the study and advice was to improve the
working of the department, particularly in the context of the task it may be called
upon to do after the submission of the report of the Administrative Reforms Com-
mission, set up in January 1966 to examine the public administration of the country
and to make recommendations for its improvement.

As the reports of the Administrative Reforms Commission will not be completed
for some time it was not possible to be guided by its conclusions. However, during
the course of this study, access was made available to the report dated March 1967,
of the study team appointed by the Commission on the subject of the Machinery of
Government of India andits procedures of work. This was useful in that it indicated
among other things, the place and functions of the Department of Administrative
Reforms, as the studv tcam saw them, in the future.

Prior to leaving New York the writcr received some well prepared notes on the
assignment, the constitutional and organizational set up in the Government, the
growth of O and M and the Department of Administrative Reforms, the organiza-
tion of the Department, the Ministry of Home Affairs and the Administrative Reforms
Commission. While there was not much time to study this material closely before
leaving it was very useful as a source of reference during the study.

On arrival in New Delhi Mr. P. K. Kathpalia, Deputy Secretary, was the
writers’ liaison officer. He and Mr. A. D. Moodie, Resident Director, Hindustan
Lever Ltd., and Mr. S. S. Puri, Secretary, National Co-operative Development Cor-
poration, constituted a panel to discuss the substance of the study at different stages.
Meetings were held on g, 7, 18 and 27 March 1967. In between these meetings the
writer had discussions with the Joint Secretary, Mr. N. K. Mukarji, the other Deputy
Secretaries, Messrs.  A. N. Biswas, G. P. Shahani, G. R. Nair and Under Secretary
S. M. Chickermane. All these discussions were very useful in giving some orientation
on the past and present work in O and M, the work of the department and the Indian
Government systems of recruitment, classification and promotion of staff.

During these discussions, the writer often felt that these officers could have given
advice equal to or better than that which appears ir this report and that his contri-
bution has been only that of an objective observer producing a series of draft papers
to focus discussions on different aspects of the problems involved. In general, views
coincided but as the above-mentioned officers had no part in writing this report they
cannot be held responsible for any inadequacies in the way these views have been
presented.

The writer would like here to express his gratitude not only for the co-operation
and interest of all officers but also for the excellent facilities made available to him
in this work, not the least of which was the excellent secretariat service given by Mr.
S. R. Batra which often involved long and late hours rushing out lengthy draft papers
at short notice for the series of meetings.

169
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Summary

A central organization and methods activity was started in the Indian Govern-
ment in 1954. It was located in che Cabinct Secretariat Until three years ago when
1t was incorporated with the Department of Administrative Reforms, in the Ministry
of Home Affaiss. One year ago this department became involved in preparatory
studics required for the Administrative Reforms Commission.  In this process, and
largely as a result of the general staffing structure and procedures, the O and M was
not able to build up the degree of specialization necessary for the successful growth
and development of its activity. While gencralists were engaged and trained in
the specialities concerned, they soon moved on to other morc general administrative
posts and the process of development was restricted. While O and M units were
set up in departments, the lack of support from a strong central O and M, and perhaps
some lack of appreciation of the activity as it was constituted, did not improve the
status and operation of these units.

_ The proposals made are aimed at the reconstitution of a strong central O and M
activiiy to be re-located in the Cabinet Secretariat, as recommerded in the report
dated March 1967 of the study team on the Machinery of Government of India, and to
be suitably staffed at an appropriate level. Proposals are made for the basic develop-
ment of specialisations, their adaptation to the existing staffing structure and for their
continuity in development. Proposals are also made for a stronger O and M training
activity which in conjunction with the specialized branches will provide for a conti-
nuous flow of well qualified O and M officers both for the centre, the ministries and
the states. Proposals are also made for the continuous promotion and co-ordination
of all O and M activities in the future. The activity is combined with the adminis-
trative reform activities flowing from the work of the Administrative Reforms Com-
mission in such a way that both will be co-ordinated and yet receive such special and
exclusive attention that each will require.

Explanatory notes

The terms “administration” and “management’ are being used more ana more
synonymously. While “administration” has traditionally been applied to the
conduct of public affairs and “management” to the conduct of business enterprises,
there has been a tendency in recent times for the latter term to be used more and more
in public affairs. This is probably because of the increasing application of business
management practices in the field of public administration. As the comments which
follow will be concerned primarily with the intensification of the use of these practices,
the term “management” will be used frequently where some people would prefer the
term ‘‘administration,” and vice versa.

The terminology used in describing the levels of activities, i.¢. ““wings”, “divisions’,
“branches”, “‘sections” approximates that used in the Indian Public Scrvice. They
correspond generally with positions of “Joint Sccretary’’, “Deputy Secretary”, “Under
Secretary” and “Section Officer”’, respectively. The position of “Director” is also
occasionally used and is slightly higher than a “Deputy Secretary™.

The positions in the proposed organization have, as far as possible, been geared
to the existing class structure which is designed primarily for generalist administrators.
In practice, becausc specialisations are involved and are usually at a premium, some
departures may have to be made to obtain the appropriatcly qualified and  relatively
scarce specialist officers.

I
The nature of a management advisory service
1. The Department of Administrative Reforms in  futwe should be conceived

as an advisory service to promote improved conduct of public affairs largely by the
application of more advanced management practices. As with medical advice for
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tmproved health. it may be given in three ways. Firstly. the patient may request
advice because of a particular illness.  Secondly. the advice mav not be requested
but it mov arise from 4 ied’ ck-up, which may be either compulsory or volun-
talv Such advice usuully refers to specific weak spots which need curative or preven-
vreatment.  Thirdly, a medical advisory service will organise campaigns and
1ce lectures, demonstrations, literature and posters to inform all people in the
community on how thev may deal svith common ailments, how they may identify
symptoms of disease, and to exhort them to seek medical attention 25 a preventive
measure

2. The following criteria arc essential for a successful and continuing advisory
service &

Gualily of the advisory service

3. This hinges on the qualities of officers directing and doing the work. A
busy manager calls in an advisory service because he or his own staff have not either
the time to carry out exploratory and detailed studies of a problem, or the highly
specialized knowledge of a particular aspect of management that would enable him
to arrive at the solution relatively quickly. He will only call on such assistance if he
has confidence in the people who give such service. Because of his own shortage of
time he must be able to depend on such service being well directed and thoroughly
done. He himself, must only find it necessary, to be engaged in the sewvice briefly
at the beginning, at intcrmittent intervals to be assured that things are progressing
well, and at the end when there arc clear and firm conclusions and a practical plan
of action which can be implemented without adding to his management workload.
He will want to be fully assured of effective results.

4. This places a hcavy demand on those who give the service. They must be
able to familiarise themsclves quickly with the work being done in the particular
area concerned. They must be generally knowledgeable of the relationship of the
work being done to related areas of work in the particular ministry and government
generally. They must have highly specialized qualification in the particular aspect
of management concerncd. For example, if the work involves financial matters,
they must possess good professional qualifications and experience in this field. If
the weork includes planning they must know and have experience in a variety of planning
techniques etc. It is important that they have suitable personal qualities among
which are () a demonstrated interest in management improvement (b) a strong sense
of integrity and loyalty (¢} a great deal of innate initiative (d) a willingness to work
hard {¢) a broad and imaginative understanding of a range of administrative skills
{fy an ability to see things in perspective, as a whole as well as in detail and (g} a great
deal of patience and persuasiveness. They should have good gencral experience in
government work. If some of the advisory teams are relatively junior officers who
cannot be expected to have all the qualifications necessary, they must be well and
cloely directed by a more senior officer in the advisory service who does possess these
qualities.

5. Shortcomings in the quality of the advisory service will make the customer and
his officers reluctant to use it.

Speed of accomblishme:i!

6. In spite of the fact thut requests should specify the symptoms of the problem
area, advisory studics usually require the review of a great deal of detail and this
along with the formulation of conclusions, the preparation of implementation plans
and the necessary reporting and obtaining authoritative acceptance before imple-
mentation, can spread over a long time. When several advisory studies are being
conducted at the samne time with a limited number of officers, the time span from start
to completion on any one assignment can be lengthened even further.  This delay can
be irritating to the customer, can cause him to lose interest, and can cause him to be
reluctant to request the service another time. Therefore, it is important, in  the
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planning of survey work, to have officers who have exceptional judgment, so that
only relevant factual data is gathered, and so that work is accurately planned @nd
scheduled. It is also necessary to avoid, if possible, the overlapping of surveys and
to take all steps possible to see that full-time attention can be given to each assignment
up to its completion. The customer should be given some idea as early in the assi-
gnment as possible of when results may be expected, and should be kept advised of
inevitable delays and changes in schedule. It may be that the delays are caused in
his own organisation and therefore he may be able to do something about them. At
least his interest will be maintained and he will not be under any illusions as to the
timing of the completion of the project. This may be important to him in his cwn
planning.

Confidentiality of advisory service

7. An advisory service should be given on request of the authority or authorities
in charge of the activity which is being surveyed. These usually do not want the
publicising of the fact that they have problems,let alone of the fact that they are asking
someone else to solve them. Such publicity in itself may discourage them from re-
questing service. Even if the fact that they have requested service is no problem
to them, it is not likely that they would welcome publicity of internal inadequacies
that might be exposed by means of a report. While reports should not be writzen,
like inspection reports, in a way that accentuates inadequacies, and though reports
should be agreed upon, it is not always possible to avoid such publicising of inade-
quacies by implication. In any case, here is a deterrent to the free and willing use
of advisory services and it should be avoided.

8. In some exceptional instances it may be advisable to have no written report
on record, for example, when there are personality issues and it would be quite adequate
to discuss them with those concerned. In other instances reports might be marked
“Confidential”. This applies when it i> advisable tu put certain facts anc conclusions
on record but where they concern only one or two senior officials. In the majority
of instances there should be no difficulty in reporting on the project as completely as
is necessary so that all who have to read it and be guided by it will have adequate
information at all times during the course of implementation. On certain projects
it may be that it will be necessary to use all the approaches mentioned above.

9. Reports should be regarded as the property of those who requested the service,
though a master copy should be retained in the offices of the advisory service. Dis-
tribution of copies of the report should be specified and sanctioned by the requesting
authority. If it should happen that the advisory servicc wishes to use any report
or any of the contents which would identify the requesting government agency, as for
example in training courses or for the development of case study material for such courses,
permission should be obtained from the requesting authority.

10. The minimum of exposure might b2 in the listing of projects in the advisory
services own reporting of the work it has done, and this could be limited to the project
number, the name of the requesting agency and the general nature of the project,
along with such other information such as dates of request, starting date, comple-
tion date, man hours work, progress of implementation etc. etc. as may be required
for future analysis and reporting.

11. The reports should not be distributed in any other way than through ths
agency concerned.
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II

The location of the service

12. An advisory management service to ali parts of the public service should be
located at top management level so that it may serve all parts of the public scrvice
without favour and always be kept oriented to the whole rather than to any one of its
parts. This is a generally accepted principle, but one not always followed in practice
for the usual reason that top management tends to be loaded with too much already.
However, wherever there is divergence from this principle it will usually be found
that the advisory service is in difficulties. When it is attached to a personnel agency,
it is naturally identified with personnel control and the directing influence of the
agency may in fact exert undue influence in that direction. Ifitisin a financial agency
the same condition applies. If it is in an administrative services unit, outside of
personnel and finance, it may be confined to only those services and thus be limited
in capability and scope to deal with major and broader problems of management.

13. One apparent solution to this problem is that if the activity is set up on a
statutory basis and clearly specilicd as an advisory service to all parts of the govern-
ment, it can be attached for administrative purposes to any ministry and operate
as a semi-autonomous body. However, the facts remain that this puts two different
hats on the head of the minister involved, and it does not contribute to the tmpression,
so important to maintain, that this in an all-government agency.

14. Another solution is that the service could be attached as a secrctariat or part
of a secretariat to the Cabinet dealing with public administration in its broadest
sense. This is the location recommended in the report dated March 1967 of the study
team on the Machinery of the Government of India. This location would be most
appropriate psychologically as well as in theory.

15. In practice, a well managed advisory service should not need much direction
from above. There may be questions of priority of work on  which the service may
need some higher level guidance. The Cabient Secretariat would probably be the
best place to getit. This department, of all departments, should be able to plan
its requirements in resources and staff, and to support these requirements beyond
question, thus making the higher-level workload negligible. Eventually the store
of knowledge and experience built up in this department could be a great source of
strength to the Cabinet Secretariat. Thus the objection regarding workload is not
a very forceful one and in view of the advantages in the interest of administrative
reform, there is little doubt that the service should be located at the centre and top
of the government organization.

III

The origin of advisory work

16. To ensure the fullest use of the service there should be little, if any, restriction
on who may request advice in one form or another. The one principle to be
observed is that the request should come from an appropriate authority having res-
ponsibility for the activity area concerned. It would be wrong and it would cause
unnecessary friction for one authority to request a survey which involved the activi-
ties of another parallel and separate authority.

17. Requests from Cabinet should be channelled through the Gabinet Secretary
and should be unquestionable as to authority over any area of the public service.
However, where such requests involve activities under ministers who are not part
of the Cabinetit would be good practice for those ministers to be advised of the request
by the Clabinet Secretary to solicit their full co-operation before such survey begins,
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18. Where requests originate from a minister and concern some part ol the minisiry
they would normally come from the secrciariat of that minisiry. However it may
be that a request mav come ivom a minister’s private secreier if the work involved
concerned the minister’s office alone.

19. Wherc requests come from one minister and also involve the activities under
other ministers care shouwld be taken to coo that the ministers concerned agree with
and support the request,

20. Likcwise, requests reav originate in Cabinet committees or  conmunittees
of secretaries and care should be taken to sec that all ministers or scerctaries whose
activitics may be involved have been advised of the requesi and that their co-operation
has been solicited.

21. Where requests originate from lower levels within a ministry it may be nece-
ssary to establish distinctive practices which may vary from one ministry to another.
For example, in some ministries it may be desired that all requests for service should
be channelled through the Permanent Secretary for the purpose of screening such requests
before ¢hey are released.  This is most unlikely but the chain of command should
be observed in establishing the practice to be followed.

22. Similarly, it may be necessary to establish the practice in  departments,
divisions and branches so that no level of management is ignored.

23. In negotiating the practices to be established with each ministry great stress
should be laid upon the desirability for all levels of management (Permanent Sec-
cretary, joint secrctary, deputy secretary and heads of attached offices) to be free
and fully responsible for requesting management improvement advice directly from
the advisory service so long as the activity being surveyed comes under their authority.
Many ministrics and departments may accept this basic principle of procedure as
being the mest effective and simple.  However, there wills¢ill be a possible, and desi-
rable, interest at each level in knowing what is going on-at lower levels. This can be
arranged by [ having the subsequent reports go to the levels above before implementa-
tion begins.

24. There may be requests from autonomous public agencies which arc normally
serviced by the Bureau of Public Enterprises which, however, may not be able to
provide the particular specialised skilis in administrative practices that may be avai-
lable in the Department of Administrative Reforms.  Such requests should be made
known 1o the Burcau and in somic instances it may be that both the Bureau aund the
Department of Administrative Reforms could cngage joint teams to take care of
particular requirements in autonomous agencies. It might be mentioned here that
the Department of Administrative Reforms might on occasion find that it may
wish to seek the co-operation of the Bureau of Public Enterprises skiils to deal with
problems in the regular public service.

25. The requests from states should principaily be for advice and assistance in
setting up their own advisory services, for training services and for information ser-
vices. However, requests for particular surveys of problem areas should not be
ruled out.  They may bhe wseful for demonstrating the significance  of such work
and they may on occasion be done in conjunction with the states O and M officers
to provide on the job training.

26. All the above points indicate many sources from which requests may be made
and indicate that a very heavy workioad may develop.  Whether this be so or not
it should be the continuous re-ponsibility of the Department of Administrative Reforms
to be on the look out fur arcas in the public service where there ts potential for impro-
vement activity. It shouid bring thess to the attention of the authorities concerned
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and offer its services and co-operation in sccking a solution. Its own work programme
inayv not at that moment atlow much thue to attend to such problems but it could
assess the reqairemients and the priovity and it couwdd either schedule such work for
futuee attention or seek other means »f providing imenediate service if such is neces-
sary.

27. Rather than leave such bistances as zbove to chance, the Deparument  could
airn undertake a programme of pienned ceviews.  This would be in the nature of
preisuamary rveviews of the activii ol o whole department or ministry conducted
ith the oo purpose of identifying arcas where detailed studies wouid likely prove
ant and effeciive In bringlug avoct hmprovements.  Such reviews would,
of ¢couurse, be suggested to the authorities concerned who, if in agreement, would issue
the nccessary request.  Given the resources to handic such reviews and the detailed
studies that may be developed, the veruest for a systematic review of ministries/
departments could be issued by Cabinet, if necessary, to ensure that the Department
of Administrative Reforms has the opporiuaity to bring to light significant areas of
need.

28. Requests for advisory services should be carefully screened. It will invari-
ably be necessary to make a preliminary assessment of the work involved, and this
should be done by a relatively senior officer, qualified in the specialised aspect of mana-
gement involved. This should facilitate the following processing through which
each request should be put.

2g. The terms of reference for the task to be done should be stated in very clear
terms. These terms will bind those who do the survey as to how far they are to go
into the activities concerned, but in order to ensure that they review these activities
in proper perspective there should be some general statement which allows them to
do so. However, the specific job they are to do should be spelled out clearly with no
ambiguity that could lead to misunderstanding on eitherside. It may often be found
that the real job to be done does not correspond to the request.  This must be clari-
ficd, and with both the preliminary assessinent and the clarificd terms of reference it
should be possible to make a reasonably good estimate of the type and extent of work
to be done, and so facilitate the preliminary planning and determination of time factors
invoived,  ‘This will be necessary for scheduling the job. The completed terms of
reference shouid be agreed upon with the authority concerned.

30. In the preliminary assessment and working out of precise terms of reference,
it will be possible to see whether or not the work to be done is legitimately advisory
work. Some administrators mav be tempted to call in a freely accessible advisory
service on problems which arise because of the failure of those on the job to do the
work they are being paid for. Preliminary criteria in this connexion are

(a) Are those in charge so loaded by day-to-day work load problems that they
cannot be expected to find time to study the problem themselves and find
the solution?

(b) Are there factors in the job to be done which require more specialised kno-
wledge of particular administrative practices than can reasonably be ex-
pected from those on the job?

(c) Is therereason to believe that an objective view of the problem arca is
necessary and would serve a useful purpose? If the staffing on the
job is inadequate in the quality necessary for the work, it is better to reor-
ganize this at the start and get something done about it before spending
time deveioping improved procedures and methods which will not, in them-
selves, solve the problem in the long run.

31. Paossibilities of implementation should be assessed. If therc is considerable
improvement that could be achieved through radical changes, are these likely to
be impemented by those in charge? Or do they want a “‘white wash” job, in the
name of an efficiency survey, on a fundamentally inefficient operation? What
will be the benefits from implementation in relation to the amount of time and work
done in examining the problewn arca?  These are the kinds of question that should
be raised and answered in screening the requests for service.
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32. Finally, such a screening operation should take into account the order of
priority that should be given to a request. There will be a natural tendency to give
priority to requests which come from the more important sources in the hierarchy.
The danger in this is that the urgency of the request may not be particularly signi-
ficant, and that the hierarchy, getting instant action on something that is not urgent,
may get the impression that the departmental staff have little to do or little ahead
of them. Tt is better to establish criteria for allocating priority to requests, apply them,
and schedule requests accordingly, giving such explanation as may be necessary for
any delays in either starting or completing a job. If service is not urgently required
the work may be scheduled accordingly, advising the customer that a start will be
made later rather than at the time of receiving the request. As requests may be
irregular in their flow, it is useful to have a backlog of less urgent jobs to fill the slack
periods. In general, criteria may be drawn up on the basis of :

(a) First come, first served. Thisshould be observed, if at all possible, in prefer-
ence to disappointing the customer. It may mean doing everything
possible to draw on other man-power resources for emergencies which threaten
to interfere with the schedule.

(b) Projects of which the results promise to be spectacular in savings or increasing
effectiveness should be given greater priority as being of greater value to the
government as a whole.

(c) Projects which are of political significance will probably take highest priority.
These criteria illustrate the desirability of the location of this activity in the
Cabinet Secretariat where, in case of need, the necessary judgment may be
made and confirmed.

v
The scope of the department and the organization and staffing implications

33. The activities of the department in the future can be grouped in three broad
ategories as follows :
(a) Work in connection with the Administrative Retorms Commussion. ‘1his
work will probably spread over two years or more.

(b) The establishment and maintenance of a stronger central management advi-
sory service {or central organization and me hods service) to promote impro-
vements and do studies for the government as a whole (interministerial
studies) and for ministries/departments which do not have their own
O and M units or whose units are limited in scope or size to handle require-

ments.

(c) The strengthening of existing training and development activities to produce
morc and better O and M staff resources for the government and the states ;
the maintenance of a high quality central O and M intelligence unit (library
and research); the promotion and co-ordiration of O and M development
throughout the Government and in the states; the development of services
(project scheduling, records, reports and general administrative services)
that will facilitate the co-ordination, reporting, analysis and evaluation
of all work done.

34. These three broad categories, and a suggested subsidiary breakdown of them, are
shown in the chart at appendix II, for reference in connection with the following com-
ments. For comparison purposes the chart of the existing organization is shown in

appendix I.

35. Organizational structure, while recognizing the appropriate division of labour
by specialisation and purpose, must, to be practical, also recognise the availability
and qualities of staff resources, relationships, and the importance of the promotional
nature of the work to be done. While the three categories {or wings) might be sub-
divided further in the interest of specialisation and purposc, they provide for the
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minimum of co-ordination necessary at the department head level, leaving the de-
partment head to deal only with major issues and free to promote administrative
reform at the higher levels of government. Furthermore, the structure provides for
at least three senior ranks which will be essential for frequent dealing with equal
ranks in ministries and departments.  Only at the highest ranks will management
improvenient get the necessary impetus for a vigorous and progressive programme.
Co-ordination of only three wings on major issues that may affect all three should not
be an onerous task. It could probably be done in brief weekly meetings. To fac-
ilitate this co-ordination the heads of the three wings should meet by themselves more
frequently if necessary, and much co-ordination may be accomplished by the distribution
of periodic activity reports issuing from each wing. One of these wing heads should
eventually be nominated to take the place of the department head in his absence
and he should therefore be kept in close touch with departmental affairs as a
whole.

36. While a relatively brief consultation of this kind and only a nodding acquain-
tance with the classification structure are insufficient for recommending the specific
classification for such positions, it is necessary to stress their very great significance
if the department is to get the appropriate initiative and progressive leadership and
management which it warrants. The levels should certainly equal those with which
they must frequently deal in ministries or departments. As will be mentioned later,
some special arrangement in classification and pay may have to be considered at
vaiiouslevals as a mcans of yetaining well qualified stafl in the activity long enough to
pay for the investment in training and to get the best use from such scarce resources.
The heads of the three wings should have, apart from the general qualifications and
experience usually required at this level, some special knowledge and experience
which would fit them to direct the particular activities to which they are assigned.
For example, the head of the Administrative Reforms wing, and the key officers below
him, should have exceptional qualifications and cxperience in public administration
reform activities, dealing with a wide range of constitutional, legal and administrative
problems in the public service generally and particularly with a good knowledge of
similar problems, and their solutions in the experience of other countries. The head
of the central O and M wing should have knowledge and experience in the specialized
activities below him. The head of the O and M training wing should have some back-
ground knowledge and experience in O and M activities generally, but of training and
development activities in particular, and he should be a first class administrator.
Suitable officers should be available in the public service, though they may need to
visit similar and well developed units elsewhere to get a fresh and informed outlook.

97. The structure below the Administrative Reforms wing has not been elaborated
upon because the extent, scope and nature of the work to be done in this wing will
not be clear until the Administrative Reforms Commission has completed its task
and it has been decided what reforms will be implemented. Taking into account the
fact that the present staff of the department is almost wholly engaged in the prepara-
tory work of the Commission, and considering the broad scope of work, it is most
likely that many subsequent and more detailed studies will be involved in the imple-
mentation process. It appears that there will be two years or more work for several
study teams and so long as this work goes on absorbing the man-power in the depart-
ment, there will be little development of the long term and continuing functions unless
additional staff is brought into the department. It is suggested that this work be
confined to one wing as soon as possible.

38. As the bulk of the work of this wing is of a tentative nature, it should be
recognized as such and done largely by officers on deputation, without interfering with
the development and operation of the on-going functions of the department. In
the end it will probably be found that there will be a nucleus of the staft required for
continuing functions to be performed in connection with the follow-up of the reports
of the Administrative Reforms Commission. At that time it can be best decided how
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such functions should be organized in relation to other activities cf the department.
It may very well be that a small nucleus of officers could handle the work, delegating
as projects the detailed studies to be done on request by the various and appropriate
specialist divisions of the O and M wing. A further possibility is that some studies
might be done by appropriate agencies outside the public service.

Central Organisation and Methods

39. The central O and M wing is divided into four divisions, each with a degree
of specialization. While all projects will not fall exclusively within each of these speci-
alizations, those that predominantly involve one particular speciality should be donc
in the appropriate division. If other specialities are also incidentally involved, there
should be co-operation and clearance through the appropriate division on that part
of the project.

40. The level of the division heads should approximate the level of the wing
head, for example, deputy secretary or director, and their basic qualifications should
be such as would permit them to move in about six years either to the position of wing
head or to positions at comparable levels in ministries and departments where not only
their general qualifications but also cheir specializations would perhaps fit them for
the higher level post. For example, the head of the Financial Management division
may progress to the Ministry of Finance and the head of the Operational Research
to the Ministry of Planning. The heads of the other two divisions would find their
specialities a source of strength in almost any ministry or department.

41. These division heads should obviously be chosen not only for the general quali-
fications that would apply to most positions at this level, but also [or some special quaii-
fication through academic disciplines or intensive development and expericnce in the
special field concerned. This would be required to give thewn the necessary apprecia-
tion of the more detailed specializations they direct and to gain the confidence of those
who may use their services in ministrics and departments. They should also have a
special intcrest and enthusiasm for the contribution that can be made to management
improvement by the promotion and advancement of this group of specialities as mana-
gement tools in the government.  They should have a good knowledge, and preterably
some experience, in organization and procedures analysis generally so that they will
have an appreciation of the significance of cther specialities in relation to their cwn
and thus be able to facilitate co-ordination and co-operation with other divisions.
They themselves should be interested and active in developing themselves further in
these specialities while on the job. These are key positions in the specialized areas
concerned. These positions should be adequately filled so that there will be qualified
incumbents to participate in the selection and development of the more detailed specia-
lists below them. In the screening of potential incumbents from the public service,
it is likely that one or two may be found. For example, it may be possible to find a
suitable officer as head of the Organization and Machinery of Government division.
It mav also be possible to find, in the Ministry of Finance, a suitable head for the
Financial Management division, though it must be borne in mind that management
accounting as such is not often a predominant characteristic ¢f government accounting.
Some greater difficulty may be encountered in finding a suitable head for the Proce-
dures and Methods division. In this event the solution may be found in selecting the
most suitable potential head and developing him in either or both of two ways.  First,
he may be sent for six months t¢ a year to one or two well developed units of this kind
in other countries such as U.S.A., Canada or Australia. Secondly, it might be possible
to obtain a well qualified specialist on contract for a year or two to act as an adviser
and trainer in developing the division.

42. Of these four positions, the one which will present most difficulty is that of
the operational research activity. This is because of the relative newncss of this specia-
lity and the scarcity in all countries of the special skilis required. This may delay the
setting up of this division on a fuli-fledged basis, but it would be highly desirable to
have some resources avaiiable or in the process of fast development. If it is possible
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to find and develop officers approximating the status required and who have high
mathematical qualifications and a desire to develop in this field, a year’s posting to an
active and well developed operational research unit elsewhere, where operational re-
search techniques are successfully being applied to administrative problems (rather
than technical or scicntific problems), would help considerably in getting the neces-
sary training to gct the division started.  Alternatively, it may be possible to sclect
the best potential and to get a fully qualified and experienced officer fromn abroad
for a year or more to assisi in getting the division started.

43. At the levels below division head, a brief indication is given on the chart of a
minimum of specialist officers who should be availabie to lead project teams or conduct
assignments where various specialitics arc predominantly concerned. ‘These officers
should approximate the level of division head, for example, under sccretary or an
intermediate level between under sceretary and  deputy secretary, and should be
goed potential for promotion to tliat levei or to comparabie levels in ministries/
departments, particularly in positions where such specialities  predominate.  Apart
from the academic qualifications and experience which would be a basic requirement
at such a level, all these officers shouid have had special training and several years of
sound and successful expericnce in organization, procedures and methods anaiysis
generally as well as some years in an administrative capacity. In addition to this,
they should have already demonstrated unusual capacity in the speciality concerned
both through an intensive interest and through study and experience. They must
be the most capable focal point in the government scrvice tor the most well informed
advice on any detail of their specialities. Theve may alse be difficulty in Guding such
specialists in the government. Somec further details of the requirements are given in
Appendix 3. However, as stated above, the first thing is to get capable division heads
and/or staff assistants, who would be able to screen candidates, to select the best po-
tential and to direct their development by on-the-job training and, as may be necessary,
sending them to places where thelr development can be expedited.

44- Some of these speciaiitics may in the future be broken down further so that
each sub-spcciality may receive additional concentration to greater depth and for the
purposc of dulegating the workload to sub-speciality categories. An example of
thisis Information Systems, which may warrant closer attention toeither filing systems.
records, forms or directives. This can be deveioped by experience of workload and
requirement.

Administration and training

45. The Administration and Training wing is divided into two divisions each of
which could perform a more significant role than at present. For this reason they
have been separated to allow a greater degree of specialization and attention. As
mentioned above, the joining together of these two activities is partly to relieve the head
of the department of some co-ordinating functions and partly because they are beth
service and co-ordinating functions for the department as a whole. They also have a
potential promotional and co-ordinating role to be developed between the depart-
ment and O and M units in ministries and departments. With these two divisions the
wing head should be able to work towards a close integration of all O and M activity
in the government.

46. The Administration division has three categories of work. First, the adminis-
trative service (housekeeping) functions for the department. These need no elabora-
tion other than to point out that such services might be a display model of the excel-
ence which the department is established to promote.

47. Secondly, the project co-ordination and scheduling section can be an impor-
tant factor in premoting the orderly and effective planning, co-ordination, control,
analysis, reporting and evaluation of all work done in the department. To accomplish
this requires the orderly classification of work into distinctive projects undertaken in
all divisions, the organisation and maintenance of project files so that all papers relating
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to each project are always at hand, including summary records of projects for the ex-
traction of key information for progress reports, reporting systems for showing distri-
bution of man-days and costs over various projects and types of work, the record of
implementation and the calculation of measurable savings etc. All this will be neces-
sary for the head of the department and others who want a concise account and evalua-
tion of the work doue, month by month and project by project. Evaluation of work
done will be an important factor in directing and justifying the activitics, and it can-
not be done without a systematic, dependable and orderly collection of the relevant
and factual data upon which such evaluation must be made. Summary reports from
O and M units in ministries and departments would complete the running record of
all O and M work in the government. This, appropriately and simply reported,
could be a valuable instrument for evaluation, control, co-ordination of current acti-
vities and for future planning and guidance of O and M activities in ministries/depart-
ments.

48. Thirdly, this division should be the focal point for the attachment and alloca-
tion of additional man-power resources. As shown on the chart there should be 2
group of what are called 2nd level O and M officers who have several years O and M
experience and who have been given O and M training. They would be officers ready
to undertake some on-the-job and course training in a particular specializations as
represented by the divisions in the chart. Preferably the specialization should be one
of their own choice, and presumably one in which they have the greatest interest to
expedite this development by their own efforts. These officers should be assigned
to work with the specialisis on a particular project at the end of which they should be
re-assigned always according to the order of priorities the planning of their career
development, and, if possible, to their preferences. They arc officers who in a few
years could be promoted to the specialist level. It will be most important to develop
new specialists on the job and by means of specialized training courses if the expense
and inconvenience of re-starting such specialities is to be avoided in future. There
should always be a great deal of attention to career development from junior to senior

level to ensure a continuing supply of replacements and a continuity of operational
development.

49. The first level officers should be ones with good basic academic background and
some years of administrative experience but with practically no O and M experience.
They should be scheduled to assist on projects under the specialists and also scheduled
as soon as possible for intensive O and!M trainig courses.

50, All these officers should be carefully selected for their suitability and interest
in pursuing their careers by means of six to ten years or more of O and M woik and
training. At that time, whether or not they continue should be a matter of selection
and preference. If there are still good prospects for further development they may
move up or out to departmental O and M units. If not, they should be encouraged
and, if necessary, directed to move to other posts elsewhere in the public service.

51. Some of these officers would be part of the establishment of the department
while others may be asisgned from ministries and departments for on-the-job training.
The composition and size of the groups should be governed by the estimated conti-
nuing work load of the department.

52. While these officers are primarily for the work in the O and M wing, it may
be that they could, on occasion, be assigned to do work in the research and training
division of the administration and training wing where special projects may be devised
to take up any slack in the project workload of specialists. Such work might consist
of developing guides, publications and training aids some of which may be done by
this division even though some guidance may be required from the specialists.

53. Inspecial circumstances they might also assist the project teams in the adminis-
tration reforms wing but the guiding principle should be that whatever work they do
should contribute to their development specifically as O and M officers.
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54. The adminisiration division and its sub-sections are different from others in
the department in that their functions are strictly administrative rather than being
geared perticularly to O and M work as such.  While the head of the division and his
branch heads should have a good appreciation of O and M work, preferably through
some experience and training, they may not necessarily  seek or find their promotions
through tais channel.  They mav, in fact, ba branch head and section heads respec-
tively. Thelack of continuityis not as important in these functions asitisin work which
demands rubstantial training and development in the O and M fleld.  The levels would
be goverred more by normal circumstances in administrative work generally in the
government,

55. The ‘raining and reseavch division should have a significant role in the promo-
tion and cevelopment of () and M activity. It has been noted that O and M training
activities are continuing in the department while the Administrative Reforms Com-
mission work overrides the regular O and M activities. It has also been noted that
the Indian School of Public Administration, in co-operation with the department, gives
comprehensive courses in the Techniques of Administration. The evaluation of these
courses is yet to be done.  'The job of tailoring and organizing courses to meet effec-
tively the demonstrated known and complete needs for the development of both genera-
list and specialist O and M officers is and will be a continuing furnction that is, as yet
inadequately met. It can only be done effectively in conjunction with a strong and on-
going O and M activity which will be the source of more precise information on speci-
fic requirements from time to ime. \While the division would be primarily a focal
point for the promotion and organization of training and research, it should take an
active part, through the branch head, in the formulation of policy designed to ensure
that the right officers are selected for training, that the training given is tailored closely
to each officer’s potential for development, that course training is given when it is
required, and that it complements the on-the-job training given to the officers, and
that there is reasonable likelihood that, given the required training, the officer would
be employed on the specific types of work for which he has been trained.  This employ-
ment should be for a period that would ensure the adequate return to the government
for the expense of training. Through the research and information (administrative
intelligence and library) there should be a2 maximum effort put forward to encourage
officers at all levels 1o deveclop themselves through reading and writing in their res-
pective fields, particularly in out of office hours. The division should draw on all
possible outside agencies for both training assistance and research results that should be
carefully selected, with the advice of specialist divisions, so that only the outstanding
good quality resources are exploited. Contact should be maintained with those res-
ponsible for general administrative training and development to see that in such courses
there is given an adequate appreciation of the department’s work, and that wherever
possible the department’s specialized divisions are used to contribute to the substance
of such courses. In this way, if the training assistance is good, the department, and
O and M activity generally, will gain support and favour among all classes of the public
service.

56. In research, close contact should be maintained with institutes and universities
which conduct management research, particularly those locally available which might
be called upon to conduct research projects for the department.  Such resources should
be well-known and appraised.

57. The division also has the function of promoting and co-ordinating the develop-
ment of strong O and M units in ministries/departments and states. This function is
closely allied to that of O and M training and the reporting and assessment of O and
M activities generally, but it requires the full time attention of an officer at branch level.
Based upon the facts, asssssment of needs, review of structure, procedures and progress
of these units, it will be necessary to develop for approval government-wide policy
statements and guides for ensuring the establishment of O and M operations in a sound
and progressive basis for future development,
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58. The head of the Training and Research division should, like division heads
in the central Organisation and Methods wing, have a background of academic quali-
fications and experience that should give him the potential promotion to head of the
Wing. Apartfrom this he should have additional qualifications which make him parti-
cularly suitable for thisrole. Such special qualifications would be a particularly good
knowledge and experience in O and M work generally, specialised knowledge of a wide
range of training techniques and practices, and a vigorous and resourceful personality
to arouse and maintain enthusiasm in the training programmes. He should be a train-
er of trainers and be able to give training guidance and assistance to specialists who
lecture and conduct seminars in their respective and specialized fields. While
much of his work will be in the training f{ield, he must also be capable of identifying
the most useful research and information work, and he must be capable of planning,
directing and co-ordinating the three vital branch activities under him. His work
will involve close liaison with the specialized divisions of the central Organization and

Methods wing from which he must draw the best of substantive and specialized re-
sources.

59. The selection of the head of this key division may be possible from existing
resources in the government. However, if it is necessary to supplement any existing
potential, this might be done by visits to highly developed training centres in both
government and the private sector from which many years of specialized experience
and knowledge may bz drawn upon. Having the gencral qualifications for this level,
as well as the specialized knowledge of this work, it would be highly desirable, for the
sake of continuity, if this officer found his line of promotion in succeeding the head of
the wing, rather than moving to a comparable level in another ministry.

6o. In the above discription of the proposed activities it will be noted that no
specific provision has been made for the all important subject of personnel manage-
ment. However, there are personnel management implications in all the specialities
mentioned and it is important that all officers be fully aware of them. There will be
frequent occasions when work being done in the application of advanced techniques

must be discussed with the appropriate officer in the central personnel agencies in the
Ministry of Ilorae Affairs. Oiganization, proceduces and mnethods studies parti-
cularly will become involved with personnel procedures and practices and there must
be frequent consultations with the central personnel agency just as there will be with
the central financial agencies in the Ministry of Finance on matters of financial proce-

dure and regulations and with the Auditor-General’s officers on matters affecting audit
and accounting requirements.

Ministry and departmental units

61. While on the subject of structure and scope of the central services some com
ments might be useful on O and M units in ministries. First of all there is the ques-
tion of how these units should be set up. They may be integral parts of the central O
and M service, posted to ministrics and departments as “‘cells”. Alternatively, they
may be integral parts of the ministry/department but staffed by the Department of
Administrative Retorsns, Thirdly,they may be as at present, integral parts of the mini-
stry/department and staffed accordingly.

62. If ministries and departments are to develop with as complete a sense of res-
ponsibility as possible for their own management, they should be encouraged and sti-
mulated into accepting this responsibility as far as possible.  As the O and M units are
and should be primarily designed and structured as an advisory scrvice to management

and not an additional control from the centre, the ministries/departments should be
free to decide on :

(a) whether or not such an advisory service can be justified in the ministry or de-
partment,

(b) where such a service should be located, and
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{(c) what its composition should be,

There should be as lictle interference in these matters as! possible, but, in the inte-
rest of the government as a whole, and the development and proper use of special and
scarce skilis, there will naturally be a tendeacy to think in termes of contrel from the

entre to ensure these and to csiablish wniformity of practice throughout the gove-
rament.  Ifthis s done by maudate, and control passes to the contre, there willbe a
tendency for ministrics and departments to abdicate their rightial responsibility for
taking all steps necessary to llmprove management.

63. A compromise position should be taken first and tried out in practice. First
the Department of Administrative Retorms should stimulate a policy directive setting
out very clearly the criteria uprm which O and M units shouid be established in
ministries and departments. These criteria should specily clearly the purpose of O
and M units and call upon ministries and departments to sec that they arc used for these
purposes alone and not asmercly a supplement to their regular establishment. There
should be criteria for the compe-iiicn and location of such services to ensure the fuil
exploitetion of the scarce manpower resources in this arca. There should be a
simple reporting system which will provide Deparument of Administative Reforms
with the kind of information it requires ¢

(a) tosee that the O and M units are being used effectively, and

(b) to enableit to perform iis co-ordinating role between different ministry/depart-

ment units and the contre.

64. Finally, through staffing operations, Department of Administrative Reforms
should attempt to got O and M officers carefully sclected through standard proce-
dures, carmarked for more continucus service as O and M officers, appropriately trained
to do the job required of them and appropriately classified. Itshould see that such
units are headed by capable and fulltime leaders at alevel, for example, deputy secre-
tary, which will enable them to operate effectively. In brief, it should attempt to
establisk a professional class of officers and, through the regular staffing channels,
ensure that they are used accordingly. These are quite reasonable steps for the centre
to take in promoting the appropriate development and use of resources. They do
not impinge on management responsibilityany more than the prohibition through
staffing process of using scarce engineers in a clerical capacity. On the other hand,
it may soon be demonstrated to ministries and departments that this would be a service
tothemas well as to the government as a whole.

v
Staffing problems

65. While the pieceding organisation and staff constitute a reasonable ohjective
in a comatry like India, and it must be emphasized again that high quality service is
one of the main foundations upon which to expect advisory services to be’used, there
lare very real problems in staffing the activity even to this extent. Some of these are
discussed below with suggestions as to how solutions may be approached.

66. There is no doubt that it will be difficult to establish and maintain a staff of
specialis:s as proposed. This is a major problem in all other countries. The rapid
and higltly specialized developments in management in recent years has created a new
series oI occupations, the incumbents of which have been in such high demand that
salaries aave risen rapidly. This problem of higher pay designed to attract the best
specialis:s has had widespread impact on the public services which, because of full
employment in such specialities, can no longer attract these specialists by the security
of tenure and fringe benefits usually associated with the public service. Some public
services 1ave had to meet this problem by creating special classes of positions with pay
that will attract the specialists.  Others have resorted to giving supplements in pay as
long as the officers are in positions where they have and can fully use the specialized
knowledze and skills. A careful assessment of the classification and pay system and
problems in. India could not be reasonably interpreted as part of the terms of reference
of this survery, nor was there time enough during the assignment to make it in any detail,
but it is an important point which should be considered. From casual observations
it appears that first class officers iu this type of activity in the government migght eary
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twice or three times as much in privatej indusiry. This is a higher rate of difference
than that found in most countries. There is no doubt that such officers are badly
needed in the government. If they are developed, there may be a serious problem
as to how they are to be retained in the public service.

67. Where the’ basis of a personnel system is the classification of jub descriptions,
and ecach position or group of positions has its own particular functional characteris-
tics, it is not difficult to create an O and M class of positions, with a range of grades from
junior to senior levels, and with each grade having its own range of annual pay incre-
ments to compensate for years of experience and satisfactory performance .  Where
such a standard classification system can be applied throughout the public service,
it opens the way for the application of standard systems of recruitment, selection, train-
ing and experience requirements, carcer planning, and promotion metods. It also
lends itself to adjusting the pay of each level and grade 1n the OO and M class  alone.
to attract and retain the developing O and M officers in spite of competitive demands
and pay in private indusiry.

68. The Indian Government personnel sysiem doss not lend lwseli to this degree
of flexibilitv. There are, of course, the limited number of different cadres such as the
Indian Administrative Service, the Ceniral Secretariat Service, and the Indian Audit
and Accounts Service etc., through which certain different professional groups are
managed and controlled. Lo follow this systera logically in developing a professional
class of O and M officers. another cadre would have to be ereated.  However, a com-
plication arises in the fact that O and M oflicers, to have the appropriate background
for the specialities they may develop, will necessarily be drawn from any of the existing
cadres. In other words, there are certain professional characieristics of O and M
positions which are similar to those in some of the cadres, and to have an O and M
cadre as well as the existing ones would cause an overlapping, and be a source of con-
flict.

69. The immediate solution to this problem seems to” Iie to adopt the existing sys-
tem to O and M development requirements. This could be done by cstablishing an
aver-riding “cadre” authority and control specifically for those officers in the existing
cadres who have been identificd as either potential or practical O and M ofticers.
This over-riding authority, in consultation with the central personnel and cadre autho-
rities, could develop the necessary procedures and regulations.  These would allow
for :
(a) The necessary departures from the existing cadre system,

(b) The systematic identification of officers who have tlie necessary basic quali-
fications and experience for O and M work,

(¢) The programming of their further developraent for this work,

{(d) The necessary regulations and procedures for their retention in this work after
the expense of special development,

(¢) The necessary regulations and procedures for appropriate promotion and de-
putation.

Such departures from the existing system can best be developed in detail after the
acceptance of the geneial principle.

wo. The Department of Administrative Reforms would be the logical focal point
of authority and reference on matters concerning the establishment of posts, and per-
s onnel management in connection with administrative 1eforms. It should be able to
select and identily potential O and M officers from the widest possible base, cutting
across all cadres.  In this selection it shoud not be restricted to only those O and M
officers needed immediately, but should select and identify a second line of officers to
be trained and developed to meet future requirements. [t should be able to plan the
training and development ol these officers whether or not they are, at any one point
of time, posted to an O and M job.  All O and M training, either in India or abroad
(including scholarships) shouid be handled by the Department of Administrative
Reforms and should normally be confined to this corps of selected officers. Postings
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to O and M jobs would normally be¢ made only from this corps, and, for all officers
identified as C and M potential, the normal cadre posting procedures should yield to
allow their development and posting to O and M jobs. Normai terure rules should
not apply, so that these officers may continue for at least six years in O and M posts,
providing they have met probationary requirements, as may be determined by Depart-
ment of Administrative Reforms, Where one of these officers is due for promotion
in his parent cadre, arrangements should be made to give hima comparable promo-
tion in his O and M posting. Where an officer is considered fit for promotion
to a vacant position but is junior for such promotion in his present cadre, he should
be given local promotion without the benefit of seniority. Some flexibility may be
needed in the terms of sanction for O and M posts to allow for the induction of a suitable
officer or for the promotion of an incumbent. Once the general principles outlined
above are accepted, all these arrangements, and the necessary regulations and proce-
dures, could be worked out in detail by the Department of Administrative Reforms
in consultation with the central personnel authority, the cadre authorities, and the
ministries.

71. A well managed and well staffed management advisory service has fiinge
benefits of its own. The opportunity to work in a compact group of specialists conti-
nually facing challenging problems and continually keeping abreast with new develop-
ments, is a scimulating experience which, given the potential and concentrated appli-
cation of the individual, can develop officers into specialists or exceedingly good gene-
ralist administrators in 2 relatively short time. This has heen demonstrated by the
experience of a many consulting services. Such services suitably led and managed can
give the most highly concentrated on-the-job training and development. With such
development, an officer isin a very good position to advance his own interests.  Such a
service, to be successful in the long run, must be organized and managed on a basis
that will permit this rapid advancement. It is one way of attracting high potential
and retaining the deseloped specialist so that the publicservice can be amply repaid for
the investment in his development.

72. While India has had an O and M activily since 1954 and many officers have
been given training and experience, it seems that the rotational systems has siphoned
off some of these officers, preventing their further concentrated development and put-
ting them in positions where such development is not put to full use. In the reorgani-
zation of this department and the building up of a capable and suitable staff, measures
should be taken to see that this weakness is not continued. When an officer has good
potential for development and is given several years of this concentrated on-the-job
training, it should be a condition of his service that he can be retained in this work
long enough for the government to get full value from the training and development.
A minimum of six years might be necessary for this. Officers who do not want to sub-
niit to this condition should perhaps not be taken into this activity in the first place.
On the other hand there will be those who, once they see the advantages of being ina
well managed and progressive service with opportunity for quick development, will
be willing to forego the rotational system. They should, of course, notsuffer any finan-
cial loss by this choice. This is one partial alternative to the difficulty of meeting
the market prices for developed officers.

73- Having provided safeguards of the retention of developing officers, it will be
necessary to tackle the problem of initial staffing in the best way possible from existing
resources. It is suggested, firsi of all, that the department make a concerted effort
to sce if officers previously well trained in O and M and now in other occupations
can be attracted back again to the reconstituted service. Such potential staff should
be carefully examined to see in what particular capacity they may be suitable for the
fastest and further development towards specialization. Sclected officers should then
be recruited and given the opportunity of taking concentrated on-the-job and course
training in their specialities where there are the most highly developed services of this
kind. Such training may take six to twelve months and if the government is assured
of the officers service in this capacity for six years, it would be a worthwhile invest-
ment.  Such training would probably be facilitated by the United Nations, Colombo
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Plan and the assistance plans of various other countries. It may also be done with-
the co-operation of such bodies as the All-India Institute of Mrnagement and the Natio-
nal Productivity Council. Obtaining the best of such assistaace will be contingent .on
having a sound plan to ensure that such devclopment will be very weil worthwhile.

74. In some of the specialized areas where it will take a long time to develop
suitable officers, consideration might be given, as mentioned :bove, to the secondment
of suitable officers from other countries for at least a year to lay the foundations in the
speciality concerned and at the same time to develop counterparts who can be left
to continue the development.

75. Another immediate alternative to staffingin specialities is to use private mana-
gement consultants to do certain highly sepcialised work as znd when it becomes ob-
viously necessary, and to assign counterparts from the department to the team to get
on-the-job training. While this might serve the purpose in particular instances which
would have to be examined on an ad-hoc basis, it would not solve the main problem of
having a nucleus of specialists who are often necessary to identify areas and to see that
the contracts, conditions and performance of outside management consultants are
properly tailored and monitored in the interests of the government. Itis suggested
that establishing the nucleus of specialists shown in the chart is of first and major signi-
ficance. Ifata later date the work load in any one speciality becomes so great or so
urgent, consideration may then be given to drawing in outside consultants as may be
necessary. However, there should be a government specialist who can advise on the
merits of outside consultants versus the further development of specialized staff, and
who has sufficient knowledge and experience in the specialities concerned that he can,
on behalf of the government, at least monitor the drawing up of contracts, the periodic
progress and the end results.
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APPENDIX 3 TO G~2 SPECIAL ANNEXURE
(Para 43)
FURTHER DETAILS ON SPECIALIZED BRANCHES

The Hllowing details are supplied on request for further guidance in the selection and develop-
ment of specialist staff

1. All branch specialists should have the background academic and experience
qualifications normally required at this level. All should have good knowledge and
experience in organization and methods work to give them a keen appreciation
of other specialities and their relationship to their own. All should have the personal
qualificati>ns mentioned in the body of the rcport.  All should have the ability to
conduct surveys, give training in their speciality both on-the-job and through lectures
seminars :ad written communications.

2. The Organisation Analysis specialist should have made a special study of organi-
zation theiry and the history of its development from the so-called ““Classical” school
of thought to and including the more modern developments in the application of socio-
logical anc psychological disciplines. He should also have experience in the practical
application of theory, either through intensive case study work or on-the-job training.

3. Such specialized qualifications can best be developed by intensive study follo-
wed by on-the -job training in a well developed consulting service dealing exclusively
with organizational problems. Two examples are the Tavistock Institute, London,
England, and the Organisation Division of the Management Advisory Services, Go-
vernment of Canada, Ottawa. There may be like facilities in India not known to
the writer. Such an attachment may involve six to twelve months. Alternatively,
if thereis a spscialist at division level, the specialization may be achieved through direc-
ted on-the-job training.

4. The machinery of government specialist should have made a special study of the
constitutional, structural, legal and procedural features of several governments at
national, state and local level to give him a ready background from which to draw know-
ledge and experience in particular aspects of the Machinery of Government. He
should, of course, have knowledge of and experience in the Government of India, wor-
king at such levels where constitutional, structural, legal and procedural matters are
being dealt with.

5. Such kno'vledge and experience is possibly available in the public service and
there probab.  will not be much of a problem in selecting and developing an officer
for this post.

6. The mechanization system specialist should have experience in and knowledge
of a wide range of office equipment from the simplest devices such as ready reckoners
to replace laborious, inaccurate and slow arithmetic work and peg-board accounting
devices to ensure simple, orderly and accurate manual accounting operations. It
should include such items as typewriters, adding and calculating machines, duplica-
ting, photocopy and punched card equipment eic. At the most highly specialized end
of the range would be automatic data processing equipment and digital computers as
used for processing of administrative work. He should have a sound knowledge of
the detailed phases of feasibility studies required to ensure the sound and economic
application of such high cost equipment.

7. There are few if any training courses which cover this whole field. To develop
a specialist requires frequent attendance at brief courses offered by manufacturers and
sales agents. These companies will usually offer immediate and ad hoc instruction
sessions on the equipment they sell, particularly for a person who will be in a position to
recommend the use of their particular equipment. A potential specialist must develop
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the art of keeping such sessions to the basic and essentialinformation he wants and reduc-
ing the sales propaganda to the minimum. There are also a few useful, impartial and
analytical publications which can be used as references by the specialist. There are
also numerous sources for literature, films and demonstrations some of which are
wseful for gaining a knowledge of particular types of machinery and equipment. This
officer must be developed on the job. The development is a time-consuming business,
butitis better to have one officer to doit thoroughly and be a source of reference and able
to advise others, than to have all officers, who will often need the knowledge, spending
their time searching and never being able to know the whole field sufficiently well.

8 The information systems specialist combines a  group of specialities each of
which, in most fully developed consulting services, is a specialization in itself. These
are known in U.S.A. and some other countries as “Paper-work Management”. As a
whole the group represents ail forms of written communication from inceptien through
all stages of processing to disposal. It involves the organization and procedures of
ceatral registries, the knowledge of various filing systems and their appropriate uses, a
knowledge a of wide variety of recording systems from ordinary card index systems to
more complex “visible’” record systems approaching and overlapping to some extent
punched card systems and automatic data processing. Such elaborate systems are
usually called “information retrieval systems”. Itinvolves all aspects of the inception,
creation, and design of forms and the organization and procedures necessary for the con-
trol of forms. It also involves the special study of the creation, use and up-dating of
directives and the compilation of administrative manuals containing such directives.
Each of these subjects could be spelled out at great length, but this is perhaps not
necessary at this stage. Suffice it to say that generally all this work is aimed at exa-
mining the essentiality of such paper-work, its unmistakable clarity to the user, its
simplicity in design, its ease of processing, its adaptability to possible systems of mecha-
nization, its completeness in fulfilling its purpose adequately and its ultimate storage
and/or disposal. All improvements along these lines contribute to the faster and ea-
sier communication of information so essential for the speed, accuracy and economy
of work processes.

9. The officer who undertakes this speciality can acquire a good deal of knowledge
on the various subjects by reading the vast amount or literature on cacli.  Howcver
years of on-the-job training will be necessary to make a specialist. To expedite the
process it would be useful if a specialist could be obtained at the division level to give
on-the-job training. Some courses on each of the subjects with plenty of practical
exercises would be useful. The availability of such courses in India is not known to
the writer but there are most elaborate and highly specialized courses, usually about
6 to 12 weeks, given in each of the many paper-work subjects in the U.S.A. Govern-
ment and there are such courses in other countries.

10. The work measurement systems  specialist should be trained first of
allin basic time and motion study. He should then proceed to special training in cleri-
cal work measurement systems and then to more sophisticated systems such as Me-
thods Time Measurement (MTM) and Basic Time Measurement (BTM). He should
study various forms of work sampling techniques. He should know the appropriate
criteria for deciding on the systems to be used. From all these systems he should know
how dependable work standards are arrived at and how they are maintained. Most
of this information can be gained from the plentiful supply of literature on the various
aspects of the subject but on-the-job training is mostessential. Such facilities arelikely
to be available in major industrial and commercial concernes in India. There are
certainly many such courses in other countries. It is possible thatif a specialist was
contracted for at the division level in procedures and methods, he would know enough
about work measurement systems to give initial on-the-job training to get the activity
started. A good knowledge of mathematics is necessary for this work.

11. The office layout specialist is necessary for the prime purpose of improving
production by having appropriate working environment, expeditious work flow
and the most economic and effective use of office space and facilities. This category of
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specialization alone does not require such a breadth and depth of knowledge and ex-
perience as do other specialities. It is placed separately because it is difficult to find
a natural combination with others. However, if it can be kept separate, it will allow
for some concentrated development even if the position is filled at a lower level than
the others. The knowledge of office layout can be gained from several good books
put out in recent years and also several exellent manuals produced on the subject by
other governments. The significance of the subject should not be under-estimated.
Mouch saving can be accomplished by the better use of office space and production can
often be expedited considerably by the arrangement of facilities. Above all, the morale
of employees can be raised by having appropriate environmental conditions to work in.
The appropriate placing of furniture and equipment can lead to the promotion of stan-
dards in equipment which willin turn promote more economical mass buying as well as
flexibility in use. Attention given to the appropriate dividing of office space by parti-
tions can lead to the development of standard sectoral partitions which can more easily
and economically be removed and installed from one office to another and one ministry
toanother. While these matters run close and perhaps overlap with the concern of the
Ministry of Works, liaison on such matters could be established, and not only equip-
ment and facilities but the design of office buildings may be brought closer into line
with the work requirements. Standards of accommodation and furnishing, if soundly
based, cansave endless wrangling and inequities as between one employee and another
or one ministry and another.

12. The requirements for this position are not difficult to achieve. Some con-
centrated study of literature on the subject, a lively imagination and some skill in

drafting plus the general qualifications mentioned above should be sufficient to get this
speciality started.

13. The budgeting control specialist is required to promote systems of manage-«
ment control that are related to objectives rather than functions, and to provide the
manager with an automatic check on the effectiveness of work performance in the day
to day’s progress towards the objective. Such systems are used in the private sector
to find out in good time what are the factors in production which contribute most
effectively towards the making of profit and to pin point the responsiblility of those in
charge of those particular factors. In government, where for the most part there is
not the discipline of the profit and loss factors, it is all the more appropriate to make
use of the management tools which have been developed in the private sector even though
the subsequent profit and loss statement and the balance sheet will not be forthcoming.
Such systems are now being introduced rapidly in a number of governments in what
is called ‘“‘programme and performance budgeting”. While any principal changes in
policy along this line will probably come from the Ministry of Finance, there is much
that can be done in the course of O and M surveys to promote the elements of this
development without crossing the lines of such policy and at the same time being of
considerable help to the management levels in ministries and departments in showing

how management budgeting control may be introduced by degree and to their ad-
vantages

14. The officer to fill this post may be found in the government. He should have
professional qualifications in accounting and it would be a2 decided asset if he had had
some experience cither in a public corporation or in the private sector in the ins-
tallation and operation of budgetary systems of control.

15. The accounting systems specialist is required because O and M studies will
invariably get involved at some stage or another in accounting operations as they
relate to other activities. It is therefore essential that a professionally qualified ac-
countant, who understands the fundamental theory and requirments of accounting
practices, should be readily available to conduct such studies or to advise on accounting
aspects of studies done in other divisions, He should be fully knowledgeable on govern-
ment accounting generally, but should have some knowledge and experience in mana-
gement accounting systems such as cost accounting.
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16. Here again it is most likely that this post may be filled from within the public
service but it would be an advantage to have had experience in a public corporation
or the private sector where management accounting systems predominated.

17. The purchasing and store-keeping specialist is required because O and M
surveys will inevitably involve these activities in whole or in part. They constitute
a major activity throughout the government and though they are subjects which lend
themselves to a high degree of specialization, the actual activities tend to be placed in
the hands of officers without the experience or knowledge which contribute to their
good management. With improved organization, procedures and methods, along
with improved purchasing and storekeeping practices, spectacular savings can often
be made. The position requires a specialized training in these subjects, usually taking
several university level courses, or at least equivalent intensive reading in the different
aspects of the subject. It also requires several years practical experience in these acti-
vities or accounting experience very closely associated with such activities.

18. The officer for this specialization may be found in the public service but it is
very likely that he will be lacking either in some of the general qualifications mentioned
in the first paragraph of this appex, or in the special knowledge and experience of the
subjects. In such a case, some special steps should be taken to fill the gap by secon-
ding him for six months or more to an appropriate activity where he will get some roun-
ding out of his qualifications.

19. The operations research specialist should have specialized academic knowledge
in mathematics or closely related fields. He should have experience in applying various
mathematical and operational research techniques to administrative problems as
distinct from scientific problems.

20. As mentioned earlier such experience will be difficult to obtain because of the
newness of the activity in administrative situations and the extreme scarcity of quali-
fied people. The solution to this problem will probably best be found as suggested
above, in getting a qualified officer on contract in a staff position to get this activity
started. At that point an officer with good potential and the necessary background may
be selected for on-the-job deveiopmeat und truining.

21, The project planning and control systems specialist will be required because
O and M studies will often involve assistance and advice in the planning and control
of projects in ministries and departments. Knowledge and experience will be required
in the use of various planning and control techniques ranging from simple bar charts
to the complex techniquessuch as critical path planning and programme evaluation
and review techniques (PERT). A background knowledge of mathematics or closely
related subjects will be necessary.

22. A suitable officer may be found in the public service for this position but it
would be advisable to leave the selection until the head of the division is appointed
and perhaps a fully qualified staff assistant is obtained. These officers would be in the
best position to select the most suitable candidate for this position.
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I

Introductory

The earlier report of the study team on the Machinery of the Government of
India identified regional planning as one of the nine nodal functions of Government.
It recommended the organisation of a Department of Regional Planning, broadly out-
lined its functions and indicated its location.

2. At the instance of the study team, a working group consisting of Shri B. B.
Vohra, Joint Secretary, Department of Agriculture, Shri Gian Prakash, Joint Secretary,
Ministry of Health and Family Planning, Shri C. S. Chandrasekhara, Chief (Urban
and Regional Development), Planning Commission, Shri J. K. Chowdhury, Architect
and Planner and Shri G. R. Nair, Deputy Secretary, Department of Administrative
Reforms was assigned the task of developing detailed proposals for the organisation,
functions and staffing of the proposed Depratment of Regional Planning. This report
presents the recommendations of the working group.

3. The earlier report of the study team outlined the functions of the proposed
department as follows :

~ To provide leadership and guidance to the states in the matter of regional plan-
ning, toserve as a clearing house of information and experience and to ope-
rate as a co-ordinating agency in respect of central ministries dealing with
proposals for regional planning.

~ To promote, where necessary, and particularly in big problem areas, the forma-
tion of regional boards with representatives of Central as well asstate interests
armed with effective powers to implement plans.

~ To advise about the location of public sector projects, and particularly to assist
in getting integrated development plans prepared in consultation with state
governments for areas surrounding such projects.

~ To prepare master plans for metropolitan cities, industrial areas and so on,
including the siting and planning of new townships.

~ Opverall policy and programmes of town planning (slum clearance, sanitation,
housing, water supply etc., through local bodies).

~ Aid to state governments — financial and technical.
— Utilisation of land.
— Co-ordination in regard to local self government in urban and rural areas.

- To service a joint council of local self government and regional planning at
national level.

— Policy on the powers and functions of local bodies, including personnel policy.

4. The study team did recognise thatin the long run regional planning should be
the subject matter of a full-fledged ministry headed by a Cabinet minister. But it did
not think that a separate ministry was justified for the present. 'While considering pos-
sible groupings, the study team thought that regional planning could profitably be group-
ed with Health and Family Planning.

5. We have proceeded within the framework of the above recommendations to
outiine in detail the tasks of the department, its organisation and its staffing pattern.

195
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II
Functions of the Department of Regional Planning

6. We should at the outset point out that urban development, housing, water sup-
ply, local self government etc. are essentially state functions and the role of the Central
Government is mainly that of co-ordinating, guiding, promoting and assisting both
technically and financially and creating the necessary framework for proper discharge
of their various functions by the state and local agencies. However, so far as regional
planning is concerned, the Central Government has a more vital role to play. The
operational success of regional planning depends in no small degree on setting it in
the larger context of our social and economic planning. Itis only the Central Govern-
ment which can take this overall view either while giving advice on the formulation of
regional plans or when in special situations it is drawing up the plans itself. Further
itis a central organisation which can serve as a clearing house of information and pro-
vide effective liaison with the state governments, besides promoting and undertaking
research.

7. 'The earlier report of the study team had recommended that the Department
of Regional Planning should absorb within itself responsibility for town and coun-
try planning, urban development, housing and lands thus involving the transfer to
this agency of related functions at present performed in the Ministry of Works, Housing
and Urban Development and also those related functions now performed by the De-
partment of Health and the Ministey of Food and Agriculture. Further there are
certain functions which are intimately and integrally linked with urban and regional
planning which are at present handled in the Ministry of Health and Family Planning
and these also should be brought under the purview of the new department. For ins-
tance protected drinking water supply and drainage are being dealt with by the Cen-
tral Public Health Engineering Organisation in the Ministry of Health. Other muni-
cipal services such as mechanisation of garbage removal, composting etc., are being dealt
with by the local self government section of the Health Ministry. All these should be
brought under the Department of Regional Planning. Another field which should
be brought under the Department of Regional Planning is that of metropolitan trans-
port presantly dealt vrith by a sperial group set up by the Committee on Plan Projects
of the Planning Commission. This is a recent field developed to meet the urgent
problems of traffic and mass transportation in the metropolitan cities. Metropolitan
traffic and transport planning have to necessarily form a part of the functions of the
Department of Regional Planning in view of its intimate relationship with land use
planning, both regional and urban. The transfer of thesc functions from the
organisations where they are lodged at present to the Department of Regional Planning
will give coherence to its functioning and ensure the framing of adequate perspectives
both for tendering useful advice and also in the formulation of plans.

8. Furthermore, in the Department of Tourism, planning of tourist centres and
tourist services is being undertaken in collaboration with the Town and Country Plan-
ning Organisation. This, however, has not been able to produce fully satisfactory
results as planning for tourism requires that it be integrated with overall planning for
the area and also involves the protection, preservation and enhancement of areas of
natural amenities and scenic beauty. Therefore, the planning of tourist centres and
its developmental aspects should also be brought under the Department of Regional
Planning.

9. So far as Union territories are concerned, the working group has taken note
of the fact that the Union territory administrations are setting up town planning de-
partments to deal with urban development problems in their areas. These depart-
ments, however, are yet to be fully built up and strengthened. During this time, the
Department of Regional Planning at the Centre would have to give technical assistance
on a much larger scale than would be necessary in the case of state governments.

10. Among the tasks listed for the Department of Regional Planning in the earlier
report is the preparation of master plans for metropolitan cities. We feel that such
tasks are purely the responsibility of a local or a metropolitan body and it can at best
be a state problem. The Centre’s role here can only be that of giving consultative and
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‘inanciat assis-ance to the state governments and local bodies for this purpose; it cannot,
however, take upon itself this function without being involved in a large number of
local problems. Tt is therefore imperative that actual plan preparation either for local
areas or metropolitan cities should not come within its purview and that should be left
to bodies to be set up by the state governments or local bodies and the function of
the department must be mainly to promote the setting up of such bodies for the prepara-
tion of these plans.

11. Currently the plans foir metropolitan cities like Calcutta, Bombay, Madras,
Bangalore, ctc. are being prepared by local agencies and the state government
agencies set up for the purposc and the central organisation is only involved for the pur-
pose of assisting and promnsting this work. Only in the case of Delhi the central orga-
nisationisinvolved directly in the preparation of detailed area plans. We feel that even
in the case of Delhi, the work on the master plan should be carried out by the agencies
responsible for it locally i.e. Dzlhi Development Authority and the Delhi administra-
tion, and the role of the central organisation should be one of placing at the disposal
of the former its expert advice. Thus either the functions of the Town and Country
Planning Organisation which include in a major way the preparation of the zonal
development plans for Delhi and also detailed proposals for traffic improvement, road
widening etc., should be transferred by that organisation to Delhi Development Autho-
rity or the organisation itself should be divided into two parts as it was originally, na-
mely, a Town Planning O:iganisation for Delhi which would be part of the Delhi Ad-
ministration and the Central Regional and Urban Planning Organisation which will
be merged with the new Department of Regional Planning.

12. In the context ofthe broad analysis of the different functions of the department,
their inter-relationships, and the constitutional limitations that surround those func-
tions, its tasks can be grouped under three functional heads, namely (1) tasks relating to
regional and urban planning (2) tasks in the field of development of regions and urban
areas f.e. implementation of plans and lastly (3) tasks dealing with administrative
and management aspects of regional and urban development. These tasks are discus-
sed in some detail in the following paragraphs.

(1) Tasks relating to regional and wurban planning

13. This group of tasks relates essentially to the preparation of city and regional
plans by different agencies at different levels. It will include the conducting of sur-
veys, carrying out of studies and drawing up of a plan. taking note of the needs, trends
of growth and future prospects of development of each area. It does not necessarily
involve any investment as such. In relation to these tasks the role of the central orga-
nisation will be mainly advisory except in regard to inter-state resource regions, where
more than one state will be involved and, therefore, the plan would have to be prepared
by an inter-state ageancy which may well be the tesponsibility of the central depart-
ment. However, tendering of advice and assistance to the planning agencies at the
Centre, state and local levels involves initially the carrying out of broad studies for the
purpose of evolving on a long term basis the patterns of development in regard to urbani-
sation, industrial location, regional transportation etc. Thus the tasks in this group
fall into four categories; namely

(i) carrying out studies and investigations for evolving on a leng-term basis an
overall pattern of urbanisation region-wise for the whole country, a broad
pattern of industrial distribution and location, regional transportation pattern
etc. These may be called in other words, the building up of regional plan pers-
pectives in physical terms against a background of economic development
policies promulgated at the national and regional levels :

(ii) tendering of advice and assistance to central, regional, state and local agencies
in all matters regarding regional and urban development, providing consul-
tative guidance wherever necessary, and undertaking limited studies in spe-
cialised fields for solving of some of the problems referred toit ;
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(1ii) evolving prograrmmes in ihe field of urban and regional planning and arran-
ging for their implementation through agencies at different levels and pro-
viding the necessary financial and technical assistance; and

(iv) undertaking inter-state resources regional plans for those regions which fall
in more than one state with the help of joint planning boards composed of
representatives of the concerned states and central agencies.

14. These functions are presently exercised by the Town and Country Planning
Organisation in a limited way and need to be expanded both in scope and in depth.

(2) Tasks involving regional and urban development programmes

15. This group of tasks relates primarily to development programmes which in-
volve investment in housing, water supply and drainage, urban reconstruction,
traffic and transportation, slum clearance, establishment of new towns etc. They
involve large outlays and can be categorised into three groups namely : (a) housing in
its broadest sense including community facilities and amenities, (b) municipal services
such as water supply, drainage, removal of garbage etc., and (¢) urban reconstruction,
renewal, new towns etc. 1In all the three categories, the work is in the first instance
that of developing broad policics and programmes on a long-term as well as short-
term basis and creating the necessary framework for implementation by the Central,
state and local agencies. To perform these tasks effectively it would be vital to build
into the wings proposed for handling them facilities for research and evaluation.

16. Housing has occupied during the last three decades the foremost attention of
most countries as it relates tofthe primary need of a family, the home around which
every aspect of the family life, the social life and the community life are built. The
house or home therefore becomes the core of community development programme whe-
ther urban or rural. There is need for a new approach and orientation in regard to
the housing programmes from the present welfare approach covering only a section of
the population to that of an overall national house building with investment in housing

cing considered at par with investinent in other sectors, the social housing being orly
a part ofit. It needs hardly any emphasis that the limited scale on which the pro-
gramme of social housing is carried out needs considerable elaboration. This implies
an expansion in the functions of the housing unit and adequate strengthening of it.
By giving it a significant place in the Department of Regional Planning as a separate
wing and also emphasising its importance by including housing in the title of the de-
partment, the function of housing would get the necessary impetus and appropriate
importance.

17. Nextto housing the basic necessities forliving, speciallyin urban areas, are :
water supply and drainage. Already national programmes in regard to urban water
supply and drainage and rural water supply have been under way and have developed
a certain momentum which requires to be fully exploited and further developed to
achieve the goal of providing every urban dweller and every rural dweller safe drink-
ing water supply, and a minimum level of environmental satisfactinn from the point
of view of both health and aesthetics. Presently this work is being done by the Public
Health Engineering wing of the Health Ministry and its place as a part of the overall
Regional Planning and Houwsing Dep tment would enable it to vield better results as
these programmes would be actively co-ordinated with housing, wrban reconstruction
and regional development programmes. That is why we are persuaded to suggest
that this be brought under thec Department of Regional Planning.

18. The third aspect of programme in the field of regional and urban development
is a comparatively new field, iiamely, urban reconstruction and renewal, new towns,
metropolitan traffic and transpori etc.  This work is cssentially to be undertaken by
a local body or at best a state agency.  However, for various reasons including lack of
finance, managerial inadequacies, and absence of a cohesive national or regional pro-
gramme, no systematic urban reconstruction has taken place in the country  beyond
what improvement trusts have done, here and there. The efforts of these organiceiio i
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:are more in the nature of patch work than the reflection of a wide spread movement
of urban reconstruction. It is likely that the urban population will double itself in
the next two decades or so, and there is bound to be a massive exodus of people from
rural areas tourbanareas. Programmes of urban reconstruction and expansion derive
their urgency from this. It will, therefore, be necessary to establish a separate wing
dealing with urban reconstruction to take care of all aspects of urban development,
expansion, renewal, development of new towns, land policy etc. Into this overall
programme of urban reconstruction will be woven the programmes of housing as
well as those of water supply, municipal services, etc.

(3) Administrative and management aspects of local bodies and regional agencies

19. The successful implementation of plans depends on the vitality with which the
local bodies function. It is therefore impossible not to underscore the need to streng-
then the managerial and technical ability of the local bodies, improve their training
programmes and organise methods of evaluation and research. This group of tasks
should therefore assume institutional expression as a separate wing in the structure pro-
posed by us. Tt willalso include the management aspect of public utilities other than
municipal services, such as, municipal comnmercial enterprises, gas, local transport, etc.
The Department of Regional Planning in these tasks can have only an advisory role
as these are purely state functions as it will be the states which should guide and super-
vise the work of the local bodies. However, under Article 263 of the Constitution,
in order to provide a means of coordination of policy and action and also achieve uni-
formity in tackling the problems of local bodies, a central council of local self govern-
ment has been already established and is now functioning. Similarly, a Panchayati
Raj Council is also in existence. It is through these agencies that the Central
‘Government can initiate programmes for the strengthening and augmenting the reso-
urces of the local bodies. Basically this group of tasks aims at making the local
bodies self-reliant and able to cope up with their responsibilities with their own reso-
urces. Presently, a small local self-government wing is functioning in the Ministry of
Health to deal with this problem but it would need to be substantially expanded to
‘cope up with a much expanded programme whenits functions are transferred to the
Deparment of Regional Planning.

III

Organisation of the department

20. The analysis of the functions of the department discussed in the previous para -
graphs indicates broadly the organisational pattern, which would satisfy the opera-
tional requirements and, at the same time, ensures that there is horizontal as well as
vertical collaboration in the planning, development programmes and management
aspects of urban and regional development. The emphasis given to the different groups
of tasks as well as the maginitude of their operations define the placement of the dif-
ferent functions at levels where they could be dealt with adequately.

21. The first consideration regarding the organisation is its title. The earlier
report of the study team had indicated the title as “Department of Regional Planning’.
In our analysis of its functions we have urged that in addition o regional planning,
housing should receive adequate emphasis. Through its immediate impact on society,
housing is more readily understood by laymen than regional planning and we think
it would be advantageous to the department ifits title incorporates a term readily under-
stood and appreciated by the ordinary citizen. We are notfor a moment minimising
the overallsignificance of regional planning—of which housing is after all a part—but
we believe that a socially satisfying housing policy can itself become a selling point
for the idea of regional planning. We have already emphasised the central role of the
local bodies in the field of implementation of plans. We therefore suggest that the
department be named as “the Department of Regional Planning, Housing and Local
Government.”
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22. To meet the operational needs of the department, we propose an organisation
divided into five operational wings and one administrative and services division taking
care of the needs of all the five operational wings. The group of tasks under regional
planning will be dealt with by one wing while the development programmes are pro-
posed to be deait with by three wings, namely, housing wing, water supply, drainage
and other municipal services wing and urban re-construction, renewal and new towns
wing. The management aspect is proposed to be dealt with in the fifth wing, The
chart at page 205 indicates the organisational set up of the department.

23. The department will be headed by a secretary under whom will be placed
the five chiefs heading the five operational wings. The deputy secretary (adminis-
tration) in charge of the administrative services division will function directly under
the secretary having horizontal relationships with the chiefs of the five wings. The
chiefs of the five wings will have direct access to the secretary and will serve as his ad-
visers and executive deputies in regard to the tasks entrusted to their wings.

24. A policy advisory committee will be set up by the secretary composed of the
five chiefs, the financial adviser to the ministry and such other officers the secretary may
like to have inthe committee. The secretariat assistance to this committee and fol-
low up of administrative decisions will be the responsibility of the administrative and
services division. All major policy issues emanating from any wing will be considered
by the policy advisory committee, presided over by the secretary.

25. The chief of each wing will have under him different units dealing with the tasks
outlined earlier under the functions of the department. The units working under the
chief of the wing will also collaborate with one another within the same wing as well
as with the unitsin other wings so that there is continual collaboration and percolation
of ideas and experience. Itshould be possible for experts in a unit under one wing to
change places with similar expertsin other units of other wings and to work on different
assignments. A systematic adoption of such changes in assignemets will build up an
awareness and appreciation of the work being done in various wings and by various
officers.

26. Urban and regional planning is essentially a multi-disciplined field and its work
has to be done by personnel drawn from diverse specialisations like geography, econo-
mics, law, architecture, engineering etc. with a regional planner as the coordinator
for each group. It has been the experience that expert personnel from associated
disciplines like economics, law etc. do not like to leave their sphere of work and take
up planning as a whole-time job. Firstly, the scope of their advancement in the plan-
ning field is limited in as much as they will always have to work in a multi-discipline
team and mainly on projects and secondly, the depth of their work in their own specia-
lised field may suffer to some extent. Therefore, planning organisations all over the
world make use of middle level people in the associated fields as whole-time people
in the planning departments and they draw upon top level expertise through consul-
tants whenever required. The middle level experts from the associated fields do the
necessary spade work of organising the material, analysing it and getting the data ready
for interpretation, and at that stage the availability of consultants will help the team
as a whole to come to definite conclusions regarding policies as well as planning deci-
sions. It is, therefore, necessary that the regional planning department has a panel
of consultants available to them on an assignment basis and to whom can be referred
specific problems as and when they come up for advice and guidance. It is also possi-
ble to associate such consultants with regular project work such as in the case of inter-
state regional plans and make use of their knowledge and experience. The chart does
not show the panel of consultants lest it should be mistaken as a panel of permanent
consultants. The intention is that experts constituting the panel would vary from
time to time depending upon their availability, expertise, interest in the work etc.
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Regional and urban planning wing

27. The main tasks of the regional planning wing have been outlined earlier.
In accordance with these tasks the work of the wing can be divided into three groups.
The first of these, the technical advisory and consultancy service to Central, state and
local agencies has been assigned to three zonal advisers, each working in a zone. The
country may be divided into three zones, southern zone composed of states of Kerala,
Madras, Mysore, Andhra Pradesh, Orissa and Mahar aghtra, the western zone compo-
sed of Gujarat, Rajasthan, Madhya Pradesh, Jammu & Xashmir, Punjab, Haryana
and Himachal Pradesh, and eastern zone comprising U.P., Bihar, West Bengal, Assam,
Nagaland and Union territories. The zonal advisers would, however, be located in the
capital as they have to work clasely with the group dealing with urban and regional
planning perspectives. But in view of the large area that has to be covered, we think
it necessary that consultancy work is organised on a zonal basis making it possible for
the zonal advisers to get acquainted with the problems and potentialities of the areas
they are dealing with.

28. The work onurban and regional planning perspectives which will also include
the study of industrial locations, regional transportation system, recreation, nature pre-
servation, research etc. is proposed to be entrusted to one unit having on it planners,
economists, geographers, sociologists, engineers, etc. This unit will deal with the evo-
lution of a broad pattern of urbanisation as well as regional development in consul-
tation with the zonal advisers. Thus, there willbe a {eed back from the zonal advisers
into the perspective unit and the zonal advisers themselves will take back the evolved
patterns for use as frames of reference in advising the state governments on urban and
regional development problems.

29. The preparation of inter-state resource regional plans has to be dealt with by
separate units for each inter-state resource region working under the guidance of joint
planning boards. The inter-state resource region units should work closely with zonal
advisers as well as with the urban and regional perspective unit so that they are aware
of the general trends of development forecast by the perspective unit and are also able
to appreciate the problems which the zonal advisers may be handling. With this as
the background, the units have to evolve detailed regional plans for the inter-state
regions with which they are concerned. Currently there are two teams working
and their number may be increased as and when new projects are taken up.

Housing wing

30. The main work tobe dealt with under the housing wing will be housing
policy and programmes, housing finance, materials of construction and design and
lastly organisational matters. Currently housing policy and programmes have embra-
ced only social housing undertaken by central and state agencies. These will need to
be enlarged in scope to cover notonly social housing programmes but also those of
housing for various income groups for public and private sectors.

Investment in housing is often considered as non-productive because it is under-
stood more as an adjunct of welfare than a strategy of economic development, It is
interesting to note that such investment creates employnent, and generates demand
for various types of material whose manufacture gets stimulated. It also develops
a number of financing institutions for housing like co-operative banks, mortgage
societies etc. The housing finance unit will have to frame programmes which can
exploit fully the value of housing investment in the productive sector.

Materials of constructign and design have already been dealt with by a num-
ber of institutions in this country and a great deal of experimentation has been going
on. The unit to handle this workin the housing wing will make available to housing’
agencies specialised knowledge and techniques for effective improvements both in.
materials and in designs.
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This working group has taken note of the fact that many states have already set
up state housing boards and the setting up of a central housing board is being contem-
plated. The unit in the housing wing will have to work with the state housing boards.
We would suggest that the housing wing with the expanded scope of activity as envisa~-
ged now should function as a central housing board and a separate board may not
be necessary.

Water supply, drainage and municipal services wing

31. In the organisation of this wing, experience from the operation of the present
Central Public Health Engineering Organisation would have to be drawn upon.
Since the Central Public Health Engineering Organisation is dealing practically
with all the aspects proposed to be dealt with under this wing, barring certain modifi-
cations in the C.P.H.E.Q. for ensuring co-ordination between this wing and other
wings in the department, the existing set up may continue.

Urban reconstruction, renewal and new towns wing

32. The work of this wing will mainly depend upon the new functions which have
grown out of several programmes that have been instituted in the third and fourth
five year plans. 'This wing will have to take into account the urban and regional deve-
Jlopment prospects forecast by the planning wing and appropriately develop programmes
in advance of needs whether for industrial development, for residential expansion,
for services, for transport, etc. and thus play a very important role of anticipating future
problems and meeting those problems with specific programmes in advance.

33. This wing will alsodeal with land policy not only from the view of a rational
control and development of land for its most efficient utilisation but also from the point
of view of minimising land speculation, raising of resources, etc. An important function
of this wing will be that of cstablishing new towns either as counter-nagnets to metro-
politan cities or new growth centres in developing areas helping to absorb industrial
-as well as other activities and of giving a direction to future urbanisation according to
the framework evolved by the regional planning wing.

Local self government wing

34. Asalready stated inpara 7, related tasksregarding urban and rurallocal bodies
to be perfomed in the wing will come over from the Ministries of Health and Family
Planning, and Food, Agriulture, Community Development and Co-operation respecti-
vely. In regard to the latter item of work, we would like to urge that the Depart-
ment of Regional Planning will confine itself to the functioning of rural local bodies
(panchayati raj institutions) and not take up agricultural extension work currently
handled by them. In this background it is proposed that the local self government wing
be organised into four units dealing respectively with urban local bodics, rural local
bodies, training, evaluation and research and lastly management of public utilities
other than those dealt with by the municipal services wing. For dealing with urban
local bodies and rural bodicsalrcady the central council for local self government and
panchayati rajconference exist through which the advice and assistance as well as
co-ordination of various policies regarding local bodies can be transmitted. A training,
evaluation and research wing has already been started and would require now to be
expanded properly to take care of the needs of the urban and rural local bodies fully.
The management of public utilities other than municipal services is an activity which
has recently been started with local bodics undertaking commercial ventures such
as running of cinemas, markets, recreation parks, installation of parking meters, and a
host of other similar activities. Allthese activities as well as running of certain essen-
tial services like local transport ctc. require not only guidance but competent personnel
in the local body itself.
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Administrative services division

35. The Administrative services division will be organised into three units, the
first one dealing with publicity and public rclations, second with general administra-
tion and the third with documentation and library. The publicity and public relations
unit will have public relation officers working with each wing intimately and building
up the necessary programmes. For the purpose of administrative convenience they
are all placed under the administrative division. Perhaps one of the most important
aspects of the regional planning would be to sell the idea of planning successfully and
to mobilise public support as well as participation in it. Thus public relations will be
an important task of the department. The publicity and public relations unit would
have to be very competent and it should be able to put across to the public effectively
the various ideas that are evolved by the operational wings.

36. General administrationy unit will undertake the normal administrative work
such as personnel, budget, accounting, supplies and materials, and services to the staff.
They will also provide the necessary secretarial services to the policy advisory commit-
tee and follow up action on policy decisions of an administrative character.

37. Documentation and library unit will mainly look after the needs of the various

wings in regard to documentation and library facilities and will also assist them in get-

ting out reports, plans and other material, It may also assist the wings in doing biblio-

%ra]ihical work as well as documentary research on the various topics which the wings
eal with.

v
Staffing

38. We have very carefully considered the problem relating to staffing of this
department. We recognise the general paucity of qualified town plancers in the
country, though of course attempts are bing made to develop such categories of per-
sonnel, We should like to state here that considering the complexity of the problems
this department will be called on to resolve, it should have really first rate men to
work it, while the personnel who are already functioning in cognate fields should find
a place in thisdepartment, it should keepits doors open to fresh talent.

39. While we have outlined the fields of specialised disciplines from which the per-
sonnel to man the different units in the department should be drawn, we have refrained
from working out the actual numbers in which they would be required. It will
be appreciated thatregional planning is a field where the frontiers can change with every
new impact and every fresh perspective. To have fashioned anything more than what
we have attempted would have made the department a strait jacket without the capa-
city to adapt its staffing patterns to changing perspectives. We would therefore suggest
that compact units should be established initially and thereafter as experience is gained
these units should be expanded with appropriate personnel.

10. In all these cases the importance of getting the right man for the right job
;annot be over emphasized. In fact, in view of the diverse kinds of functions which
‘he Department of Regional Planning will be performing, a system of recruitment
through job specification should be central to its personnel policy. If suitable persons
cannot be found it would be better to keep some of the posts vacant than pitchfork
into them men without ideas and initiative.

41. We should like to broadly indicate here what we think are some of the desi-
rable qualifications of the personnel operating the department.

Secretary.—While it is true that the secretary of the department will have to func-
tion in a climate of specialised disciplines, his role would essentially be one of co-
ordination and implementation of the programmes evolved. This is essentially an
administrative process. We do not therefore think that he should necessarily be an
expert, though nothing should preventanexpert with a flair for administration from
occupying that post.



204

Chiefs.—It would be desirable if the chiefs of the regional and urban planning wing,
urban reconstruction wing and water supply, drainage and municipal services wing
are urban and regional planners, public health engineers etc. We think it woulc con-
fer a distinct advantage if the chiefof the housing wing has a background in the econo-
mics of housing. The chiefof the local government wing should be familiar with the
operations of local government. The chiefs of the different wings should normally be
of the status of joint secretaries to the Government of India. The zonal advisers should
be senior planners, having had experience in policy as well as field work and may pro-
fitably be drawn from the state town planning departments.

New DeLni,
The 7th September, 1967«
Sd/- Gian Prakash Sd/- B. B. Vobhra
Sd/- C. S. Chandrasekhara Sd/- J. K. Chowdhury

Sd/- G. R. Nair
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