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CHAIRMAN,

ADMINISTRATIVE REFORMS COMMISSION
GOVERNMENT OF INDIA
New Delhi.

May 15, 1970.

My dear Prime Minister,

I am presenting herewith the Administrative Reforms Commission’s

report on ‘Posts and Telegraphs’. This is the nineteenth report of the Com-
mission.

2. With a capital investment of Rs. 349 crores, an annual revenue of
Rs. 230 crores, a staff of over 5.3 lakhs and a projected investment of
Rs. 490 crores in the Fourth Plan, the Posts and Telegraphs Department is,
after the Railways, the second largest public enterprise run by Government,

3. The departmental activitics are steadily growing, indicating in a
measure, the economic progress the country is making. However, they are
neither meeting fully the requirements of the times, nor making both ends

meet. The Department incurred an average annual loss of about Rs. 5.78
crores between the years 1965—19609.

4. The Commission appointed a Working Group with Comrade Ram
Kishan as Chairman, and senior officers of the department and two Members
of Parliament, Shri S. M. Joshi and Shri N. R. M. Swamy as members, Shri
Joshi is an acknowledged labour leader. The Working Group submitted its
report in two parts containing much useful material. The Commission has
formulated its recommendations on the basis of the report and valuable

additional evidence. We arc thankful to the Group and also to others who
tendered evidence.

5. The growth and the responsibilities of the department are such that
in management requircments, they are akin to those of Railways. We have,
therefore, recommended that the department may function as a Ministry,
being renamed as ‘the Ministry of Posts and Telecommunications’, with a
separate budget of its own to be presented to Parliament. The Posts and
Telegruphs Board should be autonomous, entrusted with fuli financial respon-
sibilities subject to parliamentary accountability. The Financial Adviser is
to be an integrated Member of the Board shedding his present dual role.
The Board, in turn, will have to delegate financial and administrative func-

tions and responsibilitics to lower levels to facilitate speed and efficiency
in administration.

6. The Overseas Communications Service and the Wireless Planning and
Co-ordination Branch which are important services at present located in the
existing Ministry of Communications should be integrated with the Posts and
Telegraphs Board. For better co-ordination between production on the one
hand, and construction, installation and operation on the other, the adminis-
trative responsibility in respect of the Indian Telephone Industries, the

Hindustan Teleprinters and the Hindustan Cables should vest in the re-
organised P&T Board,



(ii)

7. There is a large swaiting list of about 4.4 Jakhs for telephones, and
yet about 149 of the connectable capacity in telcphone exchanges of over
1,000 lines remains unutilised. The remedies are better planning and more
cfficient exccution of works. Formation of four telecommunications zones
for the whole country, and rationalisation of the jurisdiction of the P&T
circles as well as postal divisions are recommended, taking into considera-
tion, inter alia, the changing pattern and increasing volume of traffic.

8. The arrangements for the procurement, storage and supply of the
large variety of stores rcquired in the P&T department have been found to
have inadcquacics and lacunae. Modern techniques of materials manage-
ment should be introduced and the staff specially traincd in thesc techniques,
so as to reduce the burden of excessive inventories, and unnecessary storage
of obsolescent items and items for which there is very little demand.

9. There has becn much discussion on two issues : Whether the Posts
and Telegraphs Department as a whole or any part of it should be converted
into a public corporation and whether the telecommunications scrvices should
be separated from the postal branch. Since we have recommended an auto-
nomous Board of the type of the Railway Board, there is no need for a
corporation. We do not think that a corporation can do better than an
autonomous Board. The cstablishment of a corporation is likely to result
in increased expenditure on staff ‘and salaries. The separation of the tele-
communications services from the postal branch is inadvisable as things
stand. Scparation involves again increased expenditure. The crucial point
in our view is that people who get both services at onc place now may then
have to go to different places, thereby adding an inconvenience so far as
the public is concerned.

10, The training facilities need to be enlarged for increasing the com-
petence of the staff, to cducate them in the new techniques and to equip
them to handle the new installations and systems. Above all, wc have
stressed the importance of inculcating -inthe staff the true spirit of service,
courtesy and hclpfulness on which the public image of the department largely
depends. Today that image of the department is unfortunately not what it
was and what it ought to be.  Sincere effort is called for, on the part of all
concerned, to make ‘Service before sclf” which is the motto of the depart-
ment, the practising faith of its cmployees.

Yours sincerely,

Sd.//‘
(K. HANUMANTHAIYA)

Smt. Indira Gandhi,
_Plime Minister,
New Delhi,



CuAPTER 1
INTRODUCTION

Communication through the writien message must be as old as writing
itself. Writing: and communication can be regarded as the twin factors that
marked the dawn of civilisgdon. Governments through the ages have main-
tained systems of sending and receiving messages for- adminisirative pur-
poses. As one of the most ancient civilisations, India had her own systems,
and postal systems can be traced back to the earliest period of her recorded
history. Their nomenclatures have been lost in the mists of antiquity, though
the “dak” of the Mughal Empire and the “anche™ and the “anchal” of the
. Southern Kingdoms still linger in our memory. The British took over the
prevailing system, made it more generally available to the public and ex-
teuded it to cover the whole country. Along with some Western countries,
India was one of the earliest to adopt the electric telegraph. The first tele-
graph line was commissioned in 1851, a decade or so after its invention.
The communications systen1 has since acquired a new dimension and a new
tempo through scientific and technological advances that have speeded up the
transmission of written and spcken messages through cable, wireless and
airlinks.

2. A Telegraph Department and a Post Office Department were esta-
blished in- 1853 and 1854 respectively. Described at its inception as “an
engine of power”, the telegraph system, in particular, proved of great assist-
ance to the British in quelling the 1857 uprising by cnabling a quicker and
more efficient transmission of intelligence.

3. The two departments were merged into one in 1914, At that time the
combined department had a staff of about one lakh and a revenue of Rs. 5.17
crores. There were at that time, 18,946 post offices, 3,396 telegraph offices
and 180 telephonc exchanges with 3,193 telephone connections. The Posts
and- Telegraphs Department has now grown into a giant organisation that
constitutes, in a manner of speaking, the nervous system of government and
society. Whether for military or civil purposes, the services provided by
the Department are of basic importance. Indeed the volume and efficiency
of the postal, telegraph and telephone services can be taken as an index
of the national progress itself. In 1968-69, the Department had a revenue
of Rs, 209.20 crores (Rs. 93.98 crores for the postal and Rs. 115.22 crores
for the telecommunications wings). 1t employed more than 5.3 lakhs of
men and women, of whom about 1.81 lakhs were part-time workers termed
as extra-departmental employees. Thus, the Posts and Telegraphs employees
are the secound largest among the civilian personnel under the Central Govern-
ment, the Railways being the first.

4. The P&T Department manages a vast net-work of postal and tele-
communications services throughout the length and breadth of the country.
At present, there are over a Jakh post offices, about 10,400 telegraph offices,
3,400 telephone exchanges and 11.20 lakh telephone connections. In
1968-69, it handled over 615 crores of postal articles, 4,8 crores of
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telegrams.and 7.1 crores of trunk telephone calls. Besides, thé postal wing
handled money orders numbering 9.6 crores and valued at over Rs, 558

Crores,

5. The P& Department has also been assigned additional responsibilites
outside the area of communications. It undertakes extensive agency func-
tions or{ behalf of other departments of Goverfument, e.g., jssue of broadcast
receiver licences, operation of the Post Office Savings Bank, promotion of
other forms of small savings, etc. In 1968-69, Savings Bank facilities were
available at over 80,444 post offices, and eveiy in the remotest corners of
the country. The nuimber of depositors was 1.8 ctores and the turn-over in
terms of deposits and withdrawals was estimated at Rs. 889 crores.

6. As=against this vast volume of transactions and the handling of large
amounts of cash and the provision of country-wide net-work of services, the
capital invested in the department is only Rs. 349 crores, of which the tele-
communications wing (viz., telephone, telegraph and radio) accounted for
Rs. 327 crores and the postal wing for Rs. 22 crores. In the years aftgr
Independence the demand for the postal as well as the telecommunicatigns
facilities has vastly increased. On the postal side, the growth in literacy.-and
the increased tempo of econemic activity have produced—-and will continuc
to produce—more and more traffic which must be handled efficiently. Every
endeavour has, therefore, necessarily and constantly to be made to meet the
growing demand and cnsure an eflicient service. The telegraph service has
to be rendered more prompt and effective in order to make telegrams worth
the expense in these days of speedy and expanding air links. The demand
for telecommunications services, especially the telephone, is growing so fast
that, the plans and efforts, commendable as they have been, are proving
inadequate. The number of telephoney increased nine-fold between 1948
and 1968, but so has the quantum of unsatisfied demand. The gap between
the demand and supply is still very wide. - Against about 11 lakh telephones
now working, there are today 4.4 lakhs of intending subscribers waiting to
be provided with telephones and the pending list is steadily growing. The
department expects to invest, provided the funds can be found, a sum of
Rs. 466 crores in the Fourth Plan and instal an additional 7.6 lakh tele-
phones. Even so, the waiting list will continue to be large and the backlog
will be considerable. This is not surprising since the development of the
telephone has a distinct impact on and is in its turn influenced by, the
economic growth of the country. Even in everyday life, for social or other
purposes the possession of a telephone has become such an essential facility
that it has acquired great popularity despite the considerable expense involv-
ed. This aspect of the public psychology and the importance of the time
factor, coupled with the growing needs of industry, commerce and administra-
tion have produced such a pressing demand for the telephone that a rapid
and commensurate expansion of this facility has become imperative.

7. The P&T Department has, in common with other departments con-
cerned with development, passed through a period of intense activity during
the last two decades. Considering the limitations imposed by the lack of
adequate funds, the shortage of technical manpower and the pressure gene-
rated by the very urgency of its efforts, it has, on the whole, done its best
to meet the public demand. However, efficiency, and productivity have not
kept pace with growth for various reasons, not all of them of the depart-



4

faent’s own makmng. There are complaints of deterioration in the standards
of service. Constructive and long-term measures for improvement, which
almost always mean extra investment, have been held back for lack of
tesources. The organisational pattern has also not been readjusted to the
new tasks. Above all, and obviously in some measure owing to the very
factors enumerated, the department, as a whole, has been working at a lose
for the past few years, While, the telephones have shown a varying picture
of surplus, the telegraph and postal services have shown considerable losses.
Though the losses have been ascribed mainly to rising establishment charges
consequent upon successive increases in dearness allowance, they do present
a disquieting feature. The policies followed by the department in the expan-
sion of its facilities and in the implementation of its plans and programmes
bave been under examination or review from time to time during the recent
past. On the postal side, the criticisin is that these policies have been too
liberal. On the teleccommunications side, the need for more broad-based
planning and more expeditious and coordinated implementation of the works
programmes has been highlighted, The level of discipline among the
erployees has also, it has been pointed out, deteriorated. The over-all
efficiency and consequently the quality of the service have suffered. During
the last decade alone, the P&T services were hit' by two major strikes causing
widespread dislocation of normal activity and much inconvenience to the
public.  Instances of go-slow, wild cat strikes and deliberate defiance of
authorjty have also been numerous, These unfortunate developments have
affected not only the quality of service but also the finances of the depart-
ment. The staff unions have not, in our view, shown the same concern for
improving the productivity of their members and the efficient running of the
department as for their conditions of service. It has not been realised suffi-
ciently that improvements in the conditions of service can only flow from
the diligent discharge of their obligation to render more efficient service.
There is, therefore, a need to step up the productivity of the employees and
indeed of the organisation as a whole by adopting measures which would
Il;nrt\eg‘ ;xlbout an optimum utilisation of the resources of men as well as
aterial.

8. While specific aspects of the postal and telecommunications services
have been ¢xamined in detail at various times, we found that a comprehen-
sive examination of the adequacy or otherwise of the administrative set-up
had seldom been aticmpted. With their high potential for growth and rapidly
advancing technology involving greater sophistication, the P&T services have
constantly to aim at qualitative improvement. Though they are essentially
of the nature of public utilities, they are also a commercial undertaking
‘The.Department is expected to pay to the General Revenues a dividend 511'
‘the invested. capital at a prescribed rate in the same manner as the Railways
_The large capital investment already made on the provision of these services
and the even larger outlays, which would in future be called for, deserve
closer attention. The proper administration, sound financial ma;xagement
and adequate stewardship of these services have, therefore, become a matter
of prime public importance. Above all, this essential public cnterprise must
be made a financial success lest it become a drag on the national economy

9. Accordingly we felt the need of having the ;
d _ o the problems of th
depariment examined in order to assess its deﬁgiencics and suggest reefngcﬁf;;
measures. Dr. Ram Subhag Singh, the then Minister of Communications
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also felt the need for such a review of the department and he requested
the Commission to set up a working group for this purpose. After finalising
the scope of enquiry in consultation with the Department, a Working Group
was set up under the chairmanship of Shri Ram Kishan (formerly Chiet
Minister of Punjab). The members were Shri S. M. Joshi, M.P., Shri
N. R. M. Swamy, M.P., Shri M. Dayal, Sr. Member (Posts), P&T Board
and Shri 8. K. Kanjilal, Sr. Member (Telecom, Operations) P&T Board.
Shri L. K. Narayanaswamy, Member, (Administration), P&T Board, was
the Member-Secretary. Shri A. V. Seshanna, Deputy Secretary, Administra-
tive Reforms Commission, was the Joint Secretary of the Working Group.
The Group has, in its report (submitted in two parts) ably cxamined the
major areas of the administration of P&T services which require Govern-
ment’s immediate attention. It has considered the organisational structure
at the top level, the details of the field organisation of the P&T services,
the financial management, accounting and budgeting arrangements, person-
nel ‘matters, etc. We are grateful to the Working Group for its labours in

this direction and we would like to record our appreciation of its valuable
work.

10. In our report we have concerned ourselves mainly with the broad
and more important aspects of the organisation and operation of the postal
and telecommunications services dealt with by the Working Group. We have
not felt it necessary to make any recommendations on matters of detail which
the Group has touched upon. Except where we have differed from it, its
recommendations and observations may, therefore, be taken, generally
speaking, as supplementing our own.  We hope that the recommendations of
the Working Group which have not been specifically discussed in this report
will also receive the consideration of Government on their merits.



CuapTER IT
ORGANISATIONAL SET-UP

Present Structure

At the base of the P&T network are the branch post oflices and sub
post offices. Several of these offices are grouped under a head post:oftice.
The head post offices are organised into a Postal Division under the control
of a Superintendent of Post Offices. Similarly, on the telecomsunications
side, public call offices, telegraph offices and telephone exchanges form the
basic units. A number of these are grouped into a Telegraph Engineering
Division under a Divisional Engineer, Telegraphs. Several Postal and Tele-
graph Engineering Divisions form a P&T Circle which is normelly eos
terminous with the State boundary. Each P&T Circle is in charge of a Poste
master General with the exception of the J&K Circle which is under a Pirec-
tor, There are fifteen P&T Circles at present. The telephone network id
some of the bigger cities has, however, been organised into sepatate Tele-
phone Districts. At present there are eight such districts in Delhy G lcntta,
Bombay, Madras, Poona, Bangalore, Ahmedabad and Hyderabad. There
is a Technical and Development Circle under the Additional Chief Engmeer
at Jabalpur. There are three Telecom factories at Calcutta, Jabalpur and
Bombay which are run departmentally. These are controlled by the Gene-
ral Manager, Telecom factories, whose headquarters is at Calcutta. Recently
two General Managers (Projects) have been posted at Calcutta and Madras
for special construction and installation works. The P&T Ciftles dnd the

other field units mentioned above work directly under the P&T  head
quarters,

2. At the apex of the P&T organisation is the P&T Board. It cookdi-
nates the activities in the P&T circles, telephone districts, etc,, and advises
the Minister of Communications on policy matters, The P&T Bodrddcon-
sists of seven members, viz., the Chairman, three Senior Membhrerfoms(a)
Telecommunications Operations, (b) Posts and (c¢) Finance respectivelyzand
three Members for (d) Administration, (e) Telecommunicatjon _geveiop-
ment and (f) Banking and Insurance, respectively, The Se io‘i" embers
have been given the status and pay of ex-officio Additional Sectetaries to the
Government of India and the Members those of ex-officio Joirt Secretaries.

" The Sub-Boards

3. (a) The constitution of the P&T Board provides 'for’("Lhc formation
of Sub-Boards. Two Sub-Boards have been grgqnxsed in this ménner, namely;
the Postal Sub-Board and the Telecommunications Sub-Board (We under-
stand that the Postal Sub-Board has not met for the la_st three years. ) The
Telecommunications Sub-Board, however, meets ogcasxonallyl to  discuss
merely the matters pertaining to the telecommunications nccds ogﬂ e 1}/[11‘115&
try of Defence. " At present hardly any other case of importafice 15 referre
to it. s



{b) Besides the Sub-Boards, there is also a Board of Management of
the Telecom Factories. The Board of Managemeunt of the Telecom Factories
meets regularly and along with its Standing Finance Committee, it excrcises
the same powers as the P&T Board in relation to the Telecom Factories
organisation.

Organisation of the P&T Directoratc

4. The Director General, P&T, is an entity distinct frpm the P&T Bozu:d
and so is the organisation under him, viz., the P&T Directorate. Certain
financial and administrative powers have been delegated to the DG, P&T, for
the purpose of day-to-day administration besides the powers vested in him
under the relevant statutes. The Director General is ex-officio Chairman of
the P&T Board. The Members of the Board have, however, not similarly
been fitted into the organisation of the Directorate and technically they are
outside it. The P&T Board as such has no office worth the name, the latter
consisting of only a Secretary in the grade of Deputy Secretary to Govern-
ment and an Assistant Secretary in the grade of Section Officer. In all
administrative and financial matters the Chairman and Members are assisted
by the officers of the P&T Directorate. Also by convention and practice,

the Members of the Board deputise tor the Director General in the exercise
of his powers.

Corporation status and separation issue

5. Before we take up the consideration of the organisational structure
of the P&T Department, it is necessary to refer to two ancillary, but nonethe-
less fmportant, issues which were specifically referred by us fo the Working
Group. These are, (i) whether the P&T Department as a whole or any
part thereof should be converted into a public corporation, and (ii) whether
the postal and the telecommunications wings of the Department should be
separated or whether they should continue to function together.

Corporation Status

6. It was urged beforc the Working Group that the telecommunications

wing should be constituted into a public corporation for the following
reasons :

(a) The telecommunications wing can go directly into the money

market and raise adequate funds for development because the
return on telecommunicatiohs investment is fairly high.

(b) It can have a system of capital allocation for a number of years
with an agreed rate of return, and the quality and quantity of
the service to be provided. This is better suited to the needs
of the telecommunications services. This is not possible as long
as the wing works as a Government department.

(c) Iatfthds been the experience in other countries notably Japan, that

er conversion into a corporation, telecommunications services
have accomplished a phenomenal expansion and progress.
(d) Under the present system of accounting, it is not possible to
have a timely appreciation of the financial position of the ser-
vices, because the accounts arc maintained by an outside agency,



namely, the Indian Audit and Accounts Department on the
governmental pattern and accurate figures become available only
after three to six months of the actual transactions. A system
of commercial accounting can be introduced after conversion
into a public corporation.

(e) It can adopt a flexible policy in personnel administration,

(f) 1t can prescribe more efficient and suitable procedures of its own
for the procuremecnt of stores and cquipment, for the printing
of forms, etc., and thus avoid the rigidities and delays experien-
ced in the existing governmental procedures.

Conclusions of the Working Greup

7. The Working Group has come to the conclusion that there is no case
for the conversion of the P&T Department, either as a whole or in part,
into a public corporation. It has felt that none of the advantages claimed
to axise out of conversion into a corporation is likely to fructify. The Gov-
ernment will have to allocate the available scarce resources in the best
interests of all-round development. The analogy of Japan is not wholly
appropriate. In that country the stores and equipment necessary for tele-
communications cxpansion arc mostly produced indigenously and are easily
available. These conditions do not, however, obtain in India. The Group
also fecls that while, in theory, the public corporation may be competent to
raisc resources from the open market, Governmeat's permission would be
necessary for floating all loans, dcbentures, etc. Since Government has
necessarily to control the overall credit policy, no corporation can have
absolute freedom in this matter. The “Own Your Telephone” scheme which
can be considered as an attempt at raising resources from the open market
has contributed only about threc per cent. of the capital requirements of
telecommunications expansion. Thus it has not been a great success.

8. On the advantages claimed for a corporate structure in the spheres of
incentives, remuncration, etc., the Working Group has felt that these are
not real since no corporation can have absolute freedom in this matter and
every one of them has necessarily to conform to the practices generally pre-
vailing in the public sector. On the question of parliamentary scrutiny of
the detailed working of these services, it is of the view that “the focusing of
Parliamentary attention may prove to be a help rather than a hindrance in
obtaining the necessary resources for development”. It concedes that in the
present set-up there are several inhibiting factors, e.g., the limitations on
the financial powers and on the use of surplus funds by the P&T Board, etc.
These are, however, matters which are not incapable of being resolved by a
suitable change in the Board’s powers and functions, There is thus no
advantage, in the view of the Working Group, in converting into a corpora-
tion either the Department as a whole or any part thereof.

Separation of the telecommunications from the postal wing

. 9. The case for separating the telecommunications wing from the postal
wing of the Department has been pressed for sometime and has been dis-
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cussed off and on in the recent past. The arguments in favour of separation
which #re didussed by the Working Group are brietly ay follows :—

(@)

(&)

{c)

(¢)

(2)

(h)

The nature of the services provided and the clientele served by
the postal and the telecommunications wings are quite different.
The postal services are labour-intensive while the telecommuni-
gations services are capital-intensive. The standards for judg-
ing the efficiency of the two services are also different.

In the P&T Board, there is no community of interest between
the various Members, unlike that in the Railway Board where
all the Members are concerned with a comunon purpose of move-
ment of passengers and goods. Except for the two Members
from the telecommunications services, the others could not, it is
suggested, make worthwhile contribution to the discussions con-
cerning the telecommunications branch.

In. the present system, no suggestions for the improvement of
telecommunications services can be considered without taking
nate of the repercussions on the postal side. TFurther, as the
postal side employs three times as many persons as telecommu-
gications, even small benefits would involve considerable expen-
diture,

¢ the Circle level, the telecommunications problems are not
being given proper attention due to the head of the Circle not
always being fully qualified to deal adequately with them. The
same consideration would apply to the postal problems also.

The nature ot the telecommunications services is such that they
have to be organised on a regional pattern and their span of
control cannot be arbitrarily restricted to the Circle boundaries.
For the efficiency of telecommunications services, it is desirable
that not only the end points but also the circuits and channels
are brought under one unified conmtrol to the extent possible.
This is not feasible at present since the end points are generally
controlled either by the heads of P&T Circles or Telephone
Diistricts.

The profit made by the telecommunications wing is offset to a
great extent by the need to subsidise the postal services, with the
result that the development of the telecommunications services
suffer. Because of the losses incurred by the postal wing,
the P&T Department has defaulted in the payment of the divi-
dend on the sums advanced from the General Revenues. This
factor goes against the Department when the latter seeks the
allocation of capital from the General Revenues,  This position
js. bound to continue and stand in the way of securing adequate
finances for telecommunications development.

The World Bank has advised that¢ the best long term solution
from the point of view of telecommunications would be the
setting up of an autonomous entity for the telecommunications
wing,

With the rapid expansion after Independence, the combined
Departmont has become very unwieldy. The separation of the
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t_wo'\‘.u‘ngs will enable both the postal and telecommunications
services o function as viable administrative units, and will thus
mmprove the efficiency of the services,

Conclusions of the Working Group

10. On a consideration of the pros and cons, the Working Group has not
favoured the separation of the telecommunications wing at the present time
for the reason that the existing combination has not been demonstrably dis-
advantageous to either side. Though it concedes that the question may have
to be considered at a later stage when the two branches have become un-
wieldy, that stage has not, in its view, yet been reached in our country.

Views of the Commission

11. We have carefully considered the issues involved in the matter of
_conversion of the P&T Department or any part of it into a public corporation
as well as of the separation of the postal from the telecommunications wing.

12. The reasons advanced in favour of c_onverting the telecommunica-
tions wing into a corporation are generally similar to those advanced fo; con-
verting the Railways into a corperation. In this connection, the observatlgns
made by us in our report oo Railways apply mutatis mutandis here as well.
(Appendix 1). What applies 1o the telecommunications wing will apply
with equal force to the postal wing. Considering the prescnt scale of invest-
ment of public funds in the P&T' Department, ics mcrcas_mg‘.magmtudc in the
years to come and the need for optimum utilisation of the investments made
to promote efficient service, we have no doubt tha the direciing body of the
P&T Department should be vested with the nccessary autonomy In the
administrative and financial fields. Further the extensive nature of opera-
tions with which the department is charged throughout the length and breadth
of the country requires for proper management tie aﬁnbutes, in a high
measure, of quick decision-making, initiative qnd dpvc, and boldnesg and
speed in execution, [t is true that the conversion of the department into a
corporation is not necessarily a panacea for all its ills and we agree that at
best such conversion will bring about a change more of degree than of kind.
However, we do consider, as we said in the case of the Railways, that the
methods of working and the relationship of the Board with the Government
should be so adapted as to introduce a commercial approach in the function-
ing of the department. In this view of the matter a corporation form of
organisation has much to recommend it. [n fact we note that very recently,
the postal and telecommunications services in the UK. were placed under a
corporation. In this connection, a relevant consideration is that 'the P&T
‘Department is currently engaged in a vast programme of expansion and
development involving an investment of about Rs. 500 crores during the
next five years. Any radical change in the organisational set-up of the
Department may, besides giving rise to other difficulties, have an adverse
effect on the pace of planned expansion, In our view, therefore, the present
would not be the most opportune moment for such conversiom. This is
specially so when we consider that the advantages of a corporation form
can, in practice, be realised even with the structure of a governmeut depar'-
ment by suitable changes in the powers and responsibilities of the PET Board.
We are of the view that the P&T Department should be enabled to fungtion
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on sound business and commercial principles, within the confines of public
accountability, like any other public sector enterprise. Accordingly, it
should be given aw organisational set-up suitable for functioning on autono-
mous lines.

13. On the question of separation of the postal and telecommunications
wings, it is clear that there are differences in the manner and content of
their operations, because while one branch, i.e., the Postal, now relies largely
on the management of manpower, the other subsists mostly on the employ-
ment of specialised techniques. But there is no getting away from the fact
that the two services are inextricably connected over a vast area of the coun-
try and are separated only in a few principal cities, Besides, even between
ihe two sister services of the telecommunications wing, namely, the tele-
graph and the telephone, to a considerable extent the same qualitative and
quantitative gap exists as that between the postal and telecommunications
wings. The pattern and structure of a vast net work of departmental activi-
ties like that of P&T must take note of the predominantly rural charactep-
of the country. Moreover, the manner in which the two branches are now
organised under one umbrella is such that while they are administered to-
gether there is ample scope for each to develop on the lines most suited to
its requirements. The telecommunication wing does depend on the post
offices for running the telegraph portion of its services and to some extent the
telephones also in the rural areas. There aie certain services such as per-
sonnel, budget and finance and accommodation, which, if administered in
common, as they now are to some extent, make for economy. We also note
that, at present, the functions in respect of the posts on the one side and the
telecomumunications on the other, are in fact so organised and directed that
neither can be said to suffer from inadequacy or neglect on this score. Below
the level of the P&T Board, it is only at the personal level of Postmaster
General in the P&T Circles that the two services come together. This
arrangement has not been found to be disadvantageous. On the other hand,
a common authority for all communications services in the field has much
merit from the point of view of convenience to the public. The next higher
level at which they come together is at the level of the Board., As the Work-
ing Group has rightly pointed out, the defects that have been noticed at
this level have arisen from inadequacies in the constitution and powers of the
Board and. not from the combination of the two services. '

14. The main problem, in our view, is that of the psychology of those
who administer the two services, We cannot help observing that the psycho-
logy of separatism is not the ane that should be acquired by these two services
nor the one that should be encouraged. The fact that the one is more mecha-
nised and automated than the other, does not necessarily justify a touch-me-
not attitude in either or both. Within the common management of the two
services, ways and means can be devised to ensure that each functions with
the maximum degree of autonomy and is enabled to develop successfully
in its own way its operations and ensure its efficiency, expansion and deve-
lopment. We are not impressed by the argument that since the telephone is
a paying service while the postal operations are incurring losses, they should
be separated. Investrmzn! in the telephone system comes out of public funds
and Government has a right—and indeed is under an obligation in the c¢ir-
cumstances of scant resources—to utilise the surpluses in the most expedient
manner. If as at present, some of the surplus is sef off against the lossas
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in the postal operations, this can by no means be considered to be an un-
reasonable arrangement. ln a plasned ecopomy the ciaum of any pubiic
enterprise to the exciusive appropriation of its surpiuses 15 uiienabie. Moie-
over, we cannot lose sign oi tae Laci loat walie wie poslal seivices with ai
investment of Rs. 22 crores yield a revenue of nearly five times that amount,
the telecommunications services which empioy Rs. 327 crores of capital
bring in only a third of that amount. 'I'his indicates that the .eiephone ser-
vices are capital mtensive white the postai services are labour ntensive. Il
the postal services are not making the profits wiaich they were making till
recently or as the telephones do at present, it is partiy because their network
is spread over a much wider area and they cater to the needs of the vast
masses of our population. The same applies to the other allied service—the
telegraphs—which is also running at a loss. The services provided by these
branches are¢ complementary to some cxtent; they are inter-depeadent in
some respects. In our view, their integrated management is leasible. It
would also be economical and conducive to gencral convenicnce, While the
“finances of the two branches have necessariiy to be linked, the organisational,
and to some extent, even the financial pattern should permit the deveiopment
and growth of the two services on 1heir own lines, wilaout tae one acil.g as
a drag on the other. We would not, therefore, b2 inclined to favour the
scparation of the two. wings of the Department at the present juncture. The
need for a review of the position would arise only when the pace and inten-
sity of development overwhelm the present administrative unity,

Recommendation :
1

We recommend :

(1) The postal and telecommunications services nced not be con~
verted info a public corporalion at the present juncture, The
P&T Department should, however, be enabled to fuunction on
sound business and commercial principles within the confines
of public accountability like any other public secicr enterprise.

(2) The posial and the telecommunications services need mot be
separated at present, The question of separation may have to be
reviewed when inter alia the pace and infensity of development
overwhelm the present administrative uuity,



CuarTER 111
REORGANISATION OF THE P&T BOARD

Powers ¢f the P&T Board

The P&T Board was constituted in its present pattern in 1959. Prior
to that, it was an attached office with a Dircctor General, P&T, at the
head, and functioning under the Ministry of Communications. After the
reconstitution, the Director General, P&T, was designated as the Chairman
with the rank of ex-officio Additional Secretary and the senior officers under
him as ex-officio Members of the P&T Board. The Board was vested with
the administrative powers previously exercised by the Ministry of Com-
munications. The decisions of the Board are on the basis of the majority
vote. The Chairman has the powers to suspend action in case he differs
from the majority and to refer the case to the Minister for orders.

2. The Board was authorised to take decisions without refereace to
the Secretary of the Ministry of Communications but with the approval of
the Minister when such approval was necessary. In 1961, all the Mem-
bers were given the ex-officio status of Joint Secretary to the Government
of India. In 1966, the tnree Members in charge of Posts, Telecommunica-
tions (Operations) and Finance were upgraded to the ex-officio status of
Additional Secretary and designated as Senmior Meinbers. The post of the
Director General, P&T, has been held in abeyance since 1963 and the
Secretary of Department of Communications has been performing  the
duties of the Dircctor General; consequently he also functions as the Chair-
man of the P&T Board. The position has become somewhat, though not
quite, analogous to that of the Railway Board.

3. On the reconstitution of the Board, its financial powers werc also
enhanced. In financial matters, the Board was to cxercise the powers which
were vested in the Ministry of Communications at the time of its reconstitu-
tion in 1959 under the arrangement of internal finance. The enhanced
financial powers which wete delegated to the Ministrics by the Delegation
orders of 1962 and 1966 have not, however, been similarly delegated to
the P&T Board, with the result that the latter is not now in the position
of a Ministry of Government in financial matters. In respect of financial
matters outside the competence of the Ministry of Communications and
requiring the approval of the main Ministry of Finauce, it has been pro-
vided that the Member in charge of Finance will deal with P&T matters
on behalf of the Ministry of Finance in his capacity as an Additional
Secretary of that Ministry., The Senior Member (Finance) is thus not only
an officer of the P&T Board but also of the Ministry of Finance. If any
question before the Board involves a financial issue and the Senior Member
(Finance) dissents from the majority decision of the Board, he may require
that the matter be placed before the Minister for orders through the Secre-
tary of the Mil;istry of Communications. (As already mentioned above,
the posts of Director General, P&T and Secretary of the Ministry were
beld by different persons till 1963 but in that year they were combined
in the same person). If the matter is covered by the financial powers of

12
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the Ministry of Communications, the Minister can overrule the Semior
Member (Finance). However, in other Ministries the powers of' over-
ruling the financial adviser in such matters rest with the Secretary himself,
Thus in this respect, the practice in the P&T Board is a departure from
that prevalent in other Ministries.

bDafects in the working of the P&T Board

4, The question of organising the P&T headquarters on the lines of
the Railway Board continued to engage the attention ot the Government for
a long time—for nearly 40 years—and when it was finally organised on a
Board pattern in 1959, the structure that was adopted fell short of the
Railway Board pattern in certain important aspects,. We understand that
this had to be done as a matter of compromise in view of the reluctance
on the part of the Ministries of Communications and of Finance at that
time to adopt the railway pattern in tote. The choice was between the
status quo and some steps forward on the way to the Railway Board type
of functioning. The choice was rightly made, in our view, in favour of the
lattet., The stage has now been reached when further measures have to
be taken to achieve the parity and to make the analogy complete.

5. The Working Group has pointed out some defects in the existing
constitution and powers of the Board which hamper the efficient functioning
of the P&T services and the speedy disposal of business entrusted to them.
These are, inter alia, as follows : .

(a) The Board is not a homogenous body., The Chairman who is
also the Secretary of the Department of Comununications is of a higher
rank than the other Members., Even among the Members, there are two
gradations, The Chairman is not primus inter pares, but is officially
superior to the rest of the Members of the Board. The structure is, there-
fore, monolithic with the ultimate authority in all matters flowing from
the Chairman, in consequence of which the decision-making process is
pushed up and results in delays and disadvantages. '

(b) There has been no real delegation of powers to the individual
Members in respect of their own charges with the result that even the most
routine cases suffer delay. “It is strange but nonetheless true that after
the reconstitution of the Board, instead of any large scale delegation of
powers to the Members, certain powers, previously enjoyed by the Director
General like the appointment of Class II officers, for example, have been
taken over by the Board”.

(c) The procedures laid down by the Government for bringing maters,
specially those involving financial issues, before the Board, are dilatory in
effect and cases which took hardly a week to decide before the Board ‘was
set up, now take several months to come to a conclusion. It has been
stated that during the past four years only routine types of cases have been
discussed in the Board while matters of major importance were never
placed before it.

(d) A serious handicap is that except in the case of the Senior Member
(Finance), there is no delegation of authority to the lower officers in those
spheres which are under the charges of the other Members. This results
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in a large number of routinc cases having to come to the concerned Senior
Member or Membar,

(e) An important factor which has militated against the efficient func-
tioning of the P&T Board, even within the limitations imposed on it, is the
existing system of financial advice. When the Board came into existence
in the present form, it was envisaged that it should have such additional
financial powers as would be necessary for the efficient management of the
P&T services. No such delegation was, however, made. On the other
hand, the enhanced powers delegated to the Ministries under the Delegation
Orders of 1962 and 1966* were somechow or other not made applicable
to the P&T Board. The Finance Ministry of the Government of India has
reserved for itself certain financial powers such as expenditure on works,
contracts exceeding a certain limit, scales of pay of the staff, etc., and also
the residuary powers not specifically delegated to other Ministries. This
field of financial powers is described as “external finance” in relation to
the Ministries generally. The powers delegated to and exercisable by the
P&T Board are only in the field of delegated or ‘internal finance’. The
Senior Member (Finance) is the financial adviser of the P&T Beard in
internal as well as external financial matters, In the internal field, he is
responsible to the Minister of Communications. On any matier in the
internal field where he disagrees with the majority decision of the Beard,
he may require the case to be put up for orders to the Minister of Com-
munications who is competent to over-rule him, In the field of ‘external
finance’ he acts on behalf of the Finance Ministry in his capacity as Addi-
tional Secretary to that Ministry,  The 1line of demarcation between
external and internal finance is, however, not always distinct and as a
result the authority which the Minister of Comununications has even on
internal finance matters is often nullified.

Our conclusions

6. There is much substance in the observations of the Working Group.
_In our view, however, the defects enumerated above were not necessarily
inherent in the scheme of 1959. That scheme was based on the premise
that a statutory Board could be avoided and yet the Board system of work-
ing introduced within the structure of a government department functioning
under the normal rules of business. In such a structure, elasticity in the
relationship between decision-making authorities is of the essence, and
rigidity is inimical to progress and efficiency. From the Working Group’s
report and the evidence of the Senior Member (Finance), P&T Board, be-
fore wus, it is clear that the Board system of functioning has not been prac-
tised generally in the manner envisaged, whether on the institutional or
personal plane. What appears to have been given with one hand seems
to have been mostly taken away by the other. Moreover, as mentioned
above, what was given to other Ministries has also been withheld from
the P&T Board.

7. A decision was taken in 1967 by the Minister of Finance to the
effect that the powers of the P&T Board should be enlarged so as to con-
form to the enhanced delegations made in the orders of 1962 and 1966 and
that the Senior Member (Finance) and the finance officers under him

*Minister of Finance O. M. No. F. 10 (4)-E [Coord], 62 dated 1st June
. . F. N . 1962 and
F. 10/50-E [Coord}/65 dated 15th March, 1966, )
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should be fully integrated with the P&T organisation. It —was further
envisaged thatythe gg;nior Member (Finance) of the .P&T Board should
function in the same manner as the Financial Commissioner does in the
Railways. We understand that so far no additional powers have been
vested in the P&T Board as envisaged. It is somewhat unfortunate that
so much delay should have occurred in settling §uch a comparatively simple
though very important matter, Moreover, Senior Member (Finance) has
at present a dual responsibility. He has access to the Minister of Commu-
nications over the decisions of the Board and also in certain matters to
the Minister of Finance over the decisions of Minister of Communications.
We feel that this duality of role and responsibility would inhibit that com-
plete integration of fiinance with the organisation on which we have laid
great stress in our reports, e.g., on Public Sector Undertakings and Ra;l-
ways. The fact that the Senior Member (Finance) can n;voke _hls speqlal
osition with the two Ministers is bound to lend him special weight during
the Board’s deliberations and to discourage other Members from pursuing
thejr point of view to its logical conclusion. In our view, this duality may
have resulted in too many references to the Finance Ministry—a factor of
which mention has been made by the. Working Group. This has been
rightly considered not to be consistent with the autonomy of the Board. As
matters stand, the arrangements envisaged in 1967 have not yet materia~
lised. Tt is essential in our view that steps should be taken to bring the
relationship between the Member (Finance) and his coileagues on the
P&T Board on a par with that recommended by us in respect of the Rail-
way Board in our report on Railways, We have, in that report,* already
indicated, our views on how financial controls should be applied in an
essentially’ commercial undertaking.

8. We are not aware of the circumstances in which the financial delega-
tions of 1962 and 1966 were not extended to the P&T Board. The Board
could have been formed with the Director General, functioning both as
ex-officio Chairman and Secretary, as originally contemplated, thereby
avoiding the pressures emanating from a Secretary operating from outside,
i.e., the Department of Communications, The fact that all these posts have
since been combined in the same officer makes no real difference.. The
innovation of having two levels of Members, which has been detrimental to
the smooth working of the Board system, was made in the Board. Our
primary concern must, therefore, be to salvage the scheme of 1959 from
its present diluted and whittled down state and to build on it a structure
analogous to that of the Railway Board. This is the only approach con-
sistent with the public interest as well as commercial efficiency.

The re-constitution of the P&T Board

9. In its present magnitude of business and scale of operations, the
P&T department corresponds roughly to the position of the Railways in
1948-49. At that time the Railways had a revenue of Rs. 213 crores and
employed about 8.5 lakh persons. The P&T department today has a
revenue of about the same amount and employs over 5.3 lakh persons,
The Railway Board has constituted with three Members more or less in
the present form as far back as in 1908. The Working Group has, there-

*The rélevant extract may be secn at Appendix 1T,
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fore, proposed that the P&T Board should be rcorg_anised as a compact
body with three Members of the status of Secretaries to Government—
one drawn from the postal side and responsible for the mail, banking and
other agency services, another from the teleccommunications side and
responsible for the telecommunications operations and development, and a
third responsible for the financial and accounting services. Each Member
will be fully responsible for the working of his branch. To assist the
Members in the discharge of their functional responsibilities there should
be three Additional Members of the status of Additional Secretaries. There
need be no separate Chairman, and the Member on the postal side or the
Member on the telecommunications side should be alternately designated
as such. The Member (Finance) should be fully integrated with the P&I
Board in the same manner as the Financial Commissioner is with the Rail-
way Board, In regard to the P&T finances and the matters which do not
impinge or have repercussions on the financial policy of the Government
of India, the P&T Board should, under the authority of the Minister of
Communications, exercise full powers. The P&T budget should be sepa-
rated from the general budget and presented separately by the Minister
of Communications to Parliament in-thc same manner as the Railway
‘budget.

Views of the Commission

10. In view of the expansion of the P&T services in India and the
pattern of organisation which has developed in other modern P&T adminis-
trations, we feel that the time has come to procecd generally on the lines
suggested by the Working Group, but not necessarily in its entirety, The
P&T services should be given an organisational set-up which will enable
them to function on really commercial lines, to develop management prac-
tices to suit such working and to gauge their efficiency and financial results
in a manner more suited to the world of commerce and industry rather than
to that of a government department.

11. Basically, this objective can be attained only through the methods
and procedures applicable to commercial and business ventures. This
means that the highest level of the P&T administration should have the
authority to make ils own decisions in administrative and financial spheres
within the ambit of general policy. Secondly, all officers, high and low,
should be empowered to take decisions on day-to-day matters falling within
their spheres. Subordinate officers in the field organisations should be
delegated adequate powers of their own. In other words, even though the
P&T services are organised as a government department, their functioning
should be regulated broadly on the pattern of public sector undertakings,
with the P&T Board occupying a position similar to a Board of Directors.
The members of the Board should have the status appropriate to their
responsibilities and functions, The Chairman, P&T Board, should also be
ex-officio Secretary cof the Department in tho same manner as we have
suggested in the case of the Railways in our report thercon. The Board
should have the administrative powers of a Ministry and in respect of its
own finances, the financial powers of the Government of India in the same
manner as the Railway Board. Consequently the continuance of the
Ministry of Communications in its present form would need to be reviewed,
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12. The existing Ministry of Communications is directly responsible
for the administration of only the following items :
(i) The two production units, namely, the Indian Teleghone
Industries 1.td., Bangalore and the Hindustan Teleprinters
Ltd., Madras;
(i) Wireless Planning and Coordination; and
(iii) Overseas Communications Service.

We are suggesting elsewhere in this report the transfer of the responsibility
for the two public sector production units to the P&T Board. We also
agree that the Wireless Planning and Coordination Branch may be trans-
ferred to the P&T Board as suggested by the Working Group. The question
of merging the Overseas Communications Service with the Posts and Tele-
graphs has been considered a number of times, after it was nationalised in
1947. The Estimates Committee recommended in 1960-61, that such
integration should be considered after the P&T Board had become stabi-
lised. The proposal has not been accepted so far on the ground that the
technologies of the internal and of the external telecommunications services
‘were different and that the efficiency of the latter might suffer. We con-
sider that the technology of internal telecommunications has made rapid
advances in the last decade and there is a growing affinity between the two.,
With the increasing overseas traffic the dependence of the O.C.S. on the
internal teledcommunications network will  grow correspondingly. The
continued efficiency of the O.C.S, can be ensured by maintaining it as a
distinct unit under the P&T Board. Therefore, we agree with the Working
Group that technically as well as administratively the merger of the O.C.S.
with the P&T Board will be beneficial and the two should be integrated.

13. The organisation of the Director General, Overseas Communica-
tions Service as well as the Wireless Planning and Coordination Branch in
the Ministry of Communications should, however, form distinct units under
the P&T Board. Necessary arrangements should be made, as we describe
later, to ensure that the special problems of these two branches receive duve
consideration by the P&T Board, The staff of the O.C.S. and the W.P.C.
Branch who will be transferred to the P&T Board should be allowed to
carry any service conditions/rights special to them and adequate steps
should be taken to ensure that their service conditions/promotion prospects
are protected. The status and rank accorded to the Wireless Adviser and
the Director General, Overseas Communications Service, in the new set-
up should be appropriate to their functions and compare favourably with
those of other officers under the P&T Board having similar duties and
responsibilities.

14, With the transfer of these organisations and services to the P&T
Board and with the vesting in it of the enhanced powers in administrative
and financial spheres, the Ministry of Communications should cease to exist
in its present form and should be replaced by a Ministry of Posts and Tele-
communications with the Chairman, P&T Board functioning as ex-officio
Secretary of the Ministry. The Board and the proposed Ministry would
function on the same lines as the Railway Board and the Ministry of Rail-
ways function at present. This reorganisation will, as indicated by the
Working Group, also result in some economy. '
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Recommendation :

2

We recommend,

(1).Thnr existine PRT Boa-d should be reorganiscd on a pattern
analagous (o that of the Railway Board as recommended by us
in our report on Rallways. The P&T Board should exercise the
fnl! powers of a Ministry of Government in the administrative
sphere, and with respect to its own finances, those of the Gov-
emment of India.

( 2) The Overscas Communicatinng Scrvice and the Wireless Plan-
nine and Coordination Branch should he merged with the P&T
Board and the Ministry of Communications shounld be replaced
by a new Ministry nf Posts & Telecommunications.

(3) On their transfer to the P&T Board, the heads of the 0.C.S. &
the W.P.C. Branch may be given the status and rank appro-
priate to their funetions,

15. In our view, the reorganised P&T Board should consist of a Chair-

man and five members. Their charges may be broadly distributed as

follows :

Chairman Cn-ordination. overall planning,research, WPC Branch,
public sector undertakings under the P&T Board and
matters  of an €nter-ser_vice character, such as, vigilance
staff welfare and relations with staff unions.

(For this purpose, he should have the assistance of a
Deouty Director General (Administration).

Member, Finance Finan?e and accounting services.

Membher,  Telecommunications Oneration of telegraph, telephone, radio and overseas

Onzrations. communications, :

Member, Telecommunications Planning for telecommunications expansion and cons-

Development truction and installation.

M:xmber, Postal Services Postal operations and Railway Mail Service and Phi-

lately.

Mamber, Banking and Agency Post Office Savings Bank, Savings Certificates, Postal

" Services. Life TInsurance, Broadcast Receiver Licences and

other agency services.

16. All the members should have the same status. As we said in our
report on the Railways, we are not in favour of the institution of Additional

Members since this arrangement tends, in our view, to dilute the respon-

sibility of the full Members. If any Member needs additional aid or help
_due to heavy workload, this may be provided by having deputies with
certain powers of disposal delegated to them. Similarly, we are not in
favour of a proliferation of pos's carrying secretariat status. The Chair-
man alone need be designated as ex-officio Secretary to Government. The
Members can acquire the appropriate status on the basis of their standing
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and pay. The Members and specified officials below them may, by suit-
able notification, be given the necessary authority to sign or authenticate
orders, documents, etc., on behalf of the President, The Chairman should
have the overall powers vested in the Director General by statute. In
respect of their individual charges, these powers may be delegated to the
concerned Members of the Board. The decisions of the Board should be
on the basis of the majority votc. However, the Chairman should have
the power to over-rule his colleagues in case he differs from the decision
of the majority, but where he does so, he should bring it to the notice of
the Minister,

17. It is not necessary, as suggested by the Working Group, that the
Chairman should be chosen alternately from the postal or telecommunica-
tions members. The posts of Chairman and Members should be treated
as selection posts and merit should be the main criterion for selection. The
Chairman should normally be selected on merit from among the Members
of the Board, and the departmental officers of the same status who may
be serving outside.

18. We broadly agree with the suggestions made by the Working
Group regarding the number and grade of officers below the level of Mem-
bers in the P&T Board. At this level, the Board should have for its efficient
functioning the assistance of the requisite number of officers of adequate
rank and seniority. Their number and gradation would obviously be deter-
mined by considerations of workload and the nature of their duties and
responsibilities.

Recommendation ¢
3

We recommend :

(1) The P&T Board should consisg of a Chairman and five Members
in charge of the following :

(i) Finance

(ii) Telecommunications Operations
(iii) Telecommunications Development
(iv) Postal Services

(v) Banking and Agency Services.

The Chairman will Le responsible for coordination, overall
planning, research, WPC Branch, public sector umdertakings,
and matters of an inter-service character such as vigilance, staft
welfare and relations with staff unions,

(2) The Chairman of the P&T Board should be cx-officio Secretary
of the proposed Ministry of Posts and Telecommunications in
the same manner as the Chairman of the Railway Board.

(3) All the Members should have the same status. They need not
have any secretariat status, The Members and specified offi-
cers below them may be authorised to sign and authenticate
documents, orders, etc., on behalf of the President,
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(4) The posts of Chairman and Members should be treated as selec-
tion posts, for which selection should be made on the criterion
of merit only. The Chairman should normally be selected on
merit from among the Members of the Board and the depart-
mental officers of the same status who may be serving outside.

(5) Below the level of Members, the Board should have the assist-
ance of officers of adequate rank and seniority.

(6) The Board should function in a manner similar to the Board of
Dircetors of a public sector undertaking, with the Chairman
functioning as the head of the team, The Chairman should
exercise the statutory powers vested in the Director-General
under the existing enactments. In respect of their individual
charges, these powers may be delegated to the concern Mem-
bers,

(7) The decisions of the Board should be on the basis of a majority
vote, If the Chairman disagrees with the majority decision, he
may over-rule his colleagnes. Where he does so, the matter
should be brought to the notice of the Minister.

Working arrangements

19. The Board should concern itself only witih questions of policy and
matters of importance to the working of the department as a whole. The
Working Group has drawn attention to the large number of cases of lesser
significance which move up, or are submilted, to the Board at present in
consequence of which decisions on éven routine matters get delayed. We
agree that this practice is not only wasteful of the time of high functionaries,
but also dctrimental to efficiency. Adcquate powers should, therefore, be
delegated to each Member of the Board to take final decisions in matters
pertaining to his charge within the general policy -decided by the Board.
There should be adequate delegation of powers aiso to the Board’s officers
below the level of Members, Likewise, the Sub-Boards on the postal and
telecommunications sides should be empowered to decide on specific matters
which may not be delegated to individual Members but which at the same
time need not go to the full Board. In othcr words, the Sub-Boards should
function more or less as Standing Committees of the Board in regard to
the postal and the telecommunications matters as the case may be. This
will help in expediting decisions and also secure adequate attention to the
particular problems of either wing of the department.

20, Ordinarily, the P&T Board should concern itself mainly with the
following matters :
(i) Tariffs, overall budgetary and financial policies.
(i1) Overall planning,
(iii) Policy regarding pay, allowances, service conditions, etc.

(iv) Policies regarding public scctor undertakings under the P&T
Board.

(v) Vigilance, staff welfare, relations with staff unions.

(vi} Coordination between the postal and the telecommunications
wings,
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(vii) Other matters not specifically delegated.

In all other matters the powers to take final decisions should be delegated
to the Sub-Boards concerned with the postal and telecommunications
matters respectively. These Sub-Boards should meet as often as neces-
sary, but at least once a month. The proceedings of the Sub-Boards
should be forwarded to the Chairman, P&T Board, who may, in case of
disagreement, over-rule the decisions of the Sub-Boards, He should, how-
ever, bring such cases to the notice of the Minister. The constitution of
the Sub-Boards should be as follows :

(a) Telecommunications Sub-Board

(i) Member (Telecommunications Operations);
(ii) Member (Telecommunications Development);
(iii) Member (Finance); and

(iv) D. D. G. (Administration),
with the senior of the two service Members as Chairman.

(b) Postal Sub-Board
(i) Member (Postal Services);

(ii) Member (Banking & Agency Services);
(iii) Member (Finance); and

(iv) D.D.G. (Administration),
with the senior of the two service Members as Chairman.

Recommendation
4

We recommend ¢

(1) The Members should be fully responsible for the administration
of their charge and empowered to take final decisions in this
regard within the policy decided by the Board.

(2) Ordinarily, the P&T Board should concern itself only with
policy matters such as tariffs, budgetary and financial policies,
pay and allowances and mafters of an inier-service character
such as staff welfare, relations with staff unions, vigilance, and
coordination between the posial and telecommunications wings,
Powers to take decisions in other maiters shouid be delegated
to the Sub-Boards.

(3) The existing Postal and Telecommunications Sub-Boards must
be activised. They should be reconstituted on the lines suggested
in para 19 and empowered to take final decisions on matters
delegated to them by the Board. The decisions of the Sub-Boards
will be by a majority vote but the Chairman of the P&T Board
should have powers of overruling them in case of disagreement,

In such cases, he should bring the matfer to the nofice of the
Minister,

21. To ensurc .that the problems relating to overseas communications
and wireless planning and coordination receive proper attention, the' D,G.,
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O.C.S., and the Wireless Adviser should be invited to attend the meetings
of the Telecommunications Sub-Board whenever matters concerning their
organisations come up for discussion. The Board of Management of the
Telecom. Factories can continue to have its present composition. It tnay
be renamed as the Workshops Sub-Board in conformity with the existing
practice in regard to other Sub-Boards.

A separate budget

22, We have already drawn attention to the suggestions made by the
Working Group for the adequate and efficient financiaj management of the
P&T services. In this connection, we arc inclined to agree with the sugges-
tion made by it that the budget of the P& department should be separated
from the general budget.. For some time past, the balance of the P&T
department has been separated pro forma trom the balances of the Central
Government though it continues to be treated as a part of the general balances
for regulating the ways and means arrangements. It will be advantageous
it the process is carried forward and the P&T budget is formally separated
from the general budget. It will provide greater opportunity for the depart:
ment to manage its aifairs as a seif-contained public enterprise. The separa-
tion will engender a greater sense of awareness and responsibility in the
Board in the matter of raising revenues and in their overall financial manage-
ment. It will enable the department to get better attention from Parliament
and also afford an opportunity of a closer and more detailed scrutiny of the
working of the P&1 services, their cfficiency, etc., from the financial and
operational points of view. it will, in addition, facilitate the evolution of
commercial accounting practices and the growth of modern budgetary sys-
tems which the P&T services urgently need,

Role of the Financial Adviser

23, The importance of the duties and functions and the special role of
Member (Finance) of the P&T Board have also to be clearly recognised.
In this connection, the views expressed in-our report on the Railways on the
role of the Financial Commissioner of the Railways would be equally apt
and applicable here also. The Working Group has recommended that the
functions of the Finance Member of the P&T Board should be the same as
those of the Financial Commissioner in relation to the Railways. We have
already said that though the P&T will continue to be a department of Govern-
ment, its manner of functioning and actual operations should be regulated
on the lines of those of an undertaking in the public sector. Therefore, the
financial management of the P&T scrvices should follow the pattern we have:
suggested for public sector undertakings (in our report thereon), both at
the levels of the Board as weli as the constituent units. Accordingly, Meim-
ber (Finance) should function as a fully integrated Member of the P&T
Board in respect of the financial matters affecting the P&T services except
in cases where the decision may be in conflict with the general financial
policy laid down by the Ministry of Finance or affect adversely the financial
interests of Government as a whole. The same would apply
mutatis mutandis to finance officers subordinate to Member (Finance). This
delicate balance has to be achieved on the institutional plane by working
procedures which should be clearly laid down. The Member (Finance)
should be the principal financial adviser to the P&T Board on all financial
matters. 1f on any question of policy having financial implications, he
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differs with his colleagues in the Board, he may require the case to be referred
to the Minister, P&T, who may over-rule him on his own if the matters
concerns the P&T exclusively, or after consulting the finance Minister, if it
impinges, or has repercussions, on the financial policy of the Government.

Recommendation :
5

We recommend :

(1) The P&T budget should be scparated from the general budget.

(2) The Member (Finance) and his officers should be fully inte-
grated with the P&T set-up and should function as such. 1If the
Member (Finance) differs with his cslleagues on any policy
question affecting financial matters, he may require the case to
be referred to the Minister of P&T, who may, if necessary, over-
rule him on his own if the matter concerns the P&T exclusively
or with the concurrence of the Finance Minister, if it impinges,
or has repercussions, on the financial pelicy of the Government
of India.

A statutory P&T Board

24. The Working Group has suggested that it would make for better
stability and would be a recognition of the importance of P&T services, if
the P&T Board is sct up under & statute on the lines of the Indian Railway
Board Act of 1905. We agree with the Working Group and recommend
that nccessary legislation should be sponsorcd at an carly date. However,
since the pressurc of parliamentary business may not permit an carly consi-
deration of such a measure, the changes recommended by us in the structure
and powers of the existing P&T Board may, for the present, be brought
about by cxecutive order.

Recommerndation :
6

We recommend :

The P&T Board should be set up under an cnactment on the lines of
the Indian Railway Board Act, 1905, Pending such enactment, the
changes we have recommended in the structure and powers of the
P&T Board should be given effect to by executive order.



CHAPTER 1V
FINANCE AND ACCOUNTS

Despite the difficulties created by the partition of the country and the
scarcity of resources, great expansion has taken place in the postal and
telecommunications services in the years since Independence. The distur-
bances which occurred in the wake of partition resulted in the breakdown
of communications at several places and loss of departmental properties in-
cluding cash and valuable securities. There was some depletion of experi-
enced staff as well, resulting in dislocation at places. These problems and the
problems arising from the growing demand for postal and telecommunica-;
tions facilities in the post-Tndependence years had to be met with the avail=
able personnel and resources. The revenue surpluses of the department
were small, and even when they showed an increase, they were far too inade-
quate to meet the requirements. Therefore, the department has had to look
for allocations from the general revenues for financing its schemes of expan-
sion and development. 'Though progressively bigger allocations were made
in the successive Plans, they have not matched the needs of the community
for P&T facilities, or even the capability of the department to utilise such
allocations. This will be clear from the following table of allocations for the
development of the P&T services :

Allocations made Remarks
I Plan Rs. 40.00 crores Fully utilised
1T Plan Rs. 54.00 crores Fully utilised
I Plan Rs. 56,56 crores Fully utiliscd
IV Plan Rs.-492.25 crores

2. On the telecommunications-side the shortage of funds has resulted in
a large volume of unsatisfied demand and on the postal side, the much need-
¢d measures for the modernisation of operations and of buildings have not
made much headway. Measures to promote staff welfare have also been
halting and inadequate. For example, hardly 4% of the staff have been
provided with residential accommodation. In contrast, the Railways appear
to have done much better Tor their staff. Progressively bigger as the succes-
sive allocations have been and large as the latest allocation undoubtedly is,
the stage of the resources in sight being commensurate with the require-
ments appears to be still far off. The development of posts and telecommu-
nications, specially of the latter, is closely linked with the growth of the
cconomy. These services not only assist trade, commerce and industry but
also promote and accelerate the economic growth by providing a vital ele-
ment of infra-structure of the country. Thus they have to be an integral
part of our successive Plans and the future programmes of economic deve-
fopment, Tnvestment in telecommunications, in particular, involves not only
no financial risks but results in attractive returns, We feel that investment
in this area should be conceived and planned with greater faith and vision
and the zllocations made, to the extent feasible, on a more generous scale,

24



Recommendation :
7

We recommend :

Planning for the expansion of P&T services in general, and tele-
communications services in particular, should aim at not only meet-
ing the immediate needs, but it should be forward-looking and also
have in view the demands of a decade in advance. Adequate funds
should be provided in time for this purpose.

Planning Muachinery

3. The planning machinery in the department should be geared to the
task of ensuring that the available resources are put to the most effective use
both from the service as well as the commercial angle. It has, for instance,
been pointed out that as much as 14% of the connectable capacity of tele-
phone exchanges (of more than one thousand lines) remains umutilised for
one reason or the other. Idle capacity represents locked-up capital, and
what is worse, lost revenues, [t should not be difficult, with more care, fore-
sight and prudence to reduce the idle capacity. Similarly, it should be the
endeavour of all concerned to reduce the time taken in the completion of
individual projects, as also the gestation period of completed ones, since the
sooner a project reaches the completion stage, the earlier it begins to earn
and add to the revenues of the department. In selecting projects, a favour-
able rate of return should be ong of the main factors to be taken into
account. For undertaking coordinated planning, right selection and proper
phasing of projects, the department should organise a system of expert
planning appraisal and evaluation.  Tn our report on the Machinery for
Planning* we have suggested that each Ministry or Department of Govern-
ment should be equipped with a Planning Cell adequately staffed with the
needed expertise. The P&T Board should have such a cell in particular for
telecommunications planning. In planning a project, however, the depart-
ment should have prominently before it the financial and economic aspects
with a view to assessing clearly the ultimate return in financial terms as also
the total costs in terms of outlays of capital and resources from the inception
of an individual project. It is, therefore, essential that apart from the tele-
communications specialists, the cell utilises the services of experts from othf:r
relevant disciplines like cost accountants, economic and systems analysis,
etc.

Recommendation :
8

We recommend

A Planning Cell should be established on the lines suggested by us
in our report on the Machinery for Planning. This should include,
besides the telecommunications officers, experts from other relevant
disciplines.

#Recommendation No. 7, hase LiserfabhgaRanort,
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The financial position of the P&T services

*4. Taken as a whole the postal, telegraph and telephone services have
worked at a loss since 1965-66. The department ran into a  deficit of
Rs. 5.3 crores in 1965-66 which vose to Rs. 12.57 crores in 1967-68. The
deficits were reduced to some cxtent in the succeeding year by raising the
tariffs. For 1969-70 the department is estimated to have a surplus of
Rs. 6.9 crores, Only the telephone service produced a surplus during all
these years. This surplus was, however, more than offset by the losses in-
curred by the postal and telegraph services, the annual average amount of
which was Rs. 7.76 crores and Rs. 6.34 crores respectively during the period
1965-66 to 1969-70. The increased cost of establishment due to the suc-
cessive increased in the dearness allowance of the staff is said to be the main
reason for these deficits. Be that as it may, the financial picture presented
by the P&T services is none too bright. The mere fact that they are a public
utility service does not justify the grant of permanent or frequent subsidy
trom the general revenues; they are also a commercial undertaking and con-
sistently with their public utility aspect, they should pay their way and also
produce a reasonable return on the capital invested.

The Telegraphic Service

5. Except in the vears 1959-60 and 196162, the telegraph service has
been incurring losses continuously for the last 12 years. The estimated loss
for 1969-70 is Rs. 6.86 crores. TYmmediate steps are necessary to control
the cost of handling telegraph meassages and (o effect other economies. A
departmental committee is, we understand, making a study of these problems
at present. Efforts should also be made to expand and popularise the Telex
Service, which is more remunerative than the ordinary telegraph service, so
as to improve the financial viability of the telegraph service as a whole.

Recommendation :
9

We recommend :

The financial viability of the telegraph service should be improved,
by controlling the cost of handling telegrams, effecting economies,
and expanding and popularising the Telex Service,

The Postal Branch

6. The Postal branch ran into a deficit of Rs. 1.3 crores in 1964-65.
The deficit went on increasing in the succeeding years and reached the figure
of Rs. 14.11 crores in 1967-68. Even with the raise in tariffs there was a
deficit of Rs. 6.04 crores in 1968-69. A deficit of Rs. 7.06 crores has heen
anticipated in the revised estimates for 1969-70. The losses sustained hy
the postal branch can be attributed to two main factors : (a) developmental
measures; and (b) unremunerative operations. As a part of Government
policy, the P&T Department has opened—and is opening every year—a
laree number of post offices in the rural areas even though the cost of main-
taining these facilities is much higher than the income derived therefrom.

*The figures mentioned in this péra and varas 5 and 6 for the period up to 1967-68 h;\;
been taken from the Detalied Annual®Report of the P&T Department for 1968-62
while the figures for the subsequent years have been taken from Explanatory memo of
Budget.



27

AL present the department have no ready means of assessing the actual
quantum of suci 1oss, Lne Working Group is of the opiion that the losses
weurred on the post olfices newly opened and the continuing losses on oid
unremuaerative post oinices must be running into a few crores of rupees.
Except for tne letter post, the taritls fixed ior other items of postal services
such as tne post-card, registered newspapers, the registered post, money
orders and printed books are not commensurate with the operational expen-
ses incurred.

7. The question of tariffs was recently examined by the P&T Tariffs
Enquiry Committee (1968) presided over by Shri Mahavir Tyagi. On the
recommendations of this Committee, the postal rates were iocreased in
1968-69. Further increases have also been proposed in the budget of 1970-
71, and these are expected to limit the postal deficits to Rs. 2.27 crores in
1970-71. The Working Group has felt that a clear policy would need to
be enunciated in respect of the finances of the postal branch. Such a policy
should aim at making the postal operations able, on the whole, to pay their
way. For this purpose, the tariffs should be generally fixed so as to meet
the costs and leave a small surplus, with the exception that all postal services
and the items of traffic whose low tariff is deemed to be in the public interest
n"rg:t be subsidised from the general revenues to the extent of 75 per cent
of ‘the loss incurred. It is only the remaining 25 per cent that should be
expected to be made good from the surplus generated in the postal opera-
tions as a whole. In the opinion of the Working Group, in the existing cir-
cumstances, there are only three services which fulfil the criteria mentioned
above :

(i) the opening of rural post offices;
(ii) the registered newspapers service; and
(iil) the post card service.

8. While we would agrec with the proposition of the Working Group
that the postal branch as a whole should, as far as possible, pay its way, we
feel that any subsidy from the general revenues would be inconsistent with
the approach which we have recommended for the management of the P&T
operations on efficient commercial lines and also with the proposed adminis-
trative and financial autonomy in their working. We do not, therefore,
support any system of general subsidies. In our view there is justification
for a subsidy only in the case of the registered newspapers service. Even
though the Department is now incurring a loss of over Rs. 3 crores annually
on this account, newspapers and periodicals should continue to have the
benefit of low postal tariffs in the larger national interest. However, the
structure of tariffs could be rationalised so as to take into account the rela-
tive capacity to bear the postal charges. It has to be ensured that the small,
weak and nascent part of the Press, which greatly needs such assistance
derjves the maximum relief from the postal concessions. We suggest that
this question may be examined by the P&T Department with a view to evol-
ving rational and acceptable criteria for fixing the tariffs, not only on the
basis of the matter carried but on other considerations such as the propor-
tion of advertisements etc.

9. This question apart, we are in favour of the postal branch being
allowed to fix its other tariffs in such a way as to balance its costs on each
major category of operation and leave -a small surplus. The surplus
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generated should be such as not only to cover the losses on the registered
newspapers service, but also to finance the measures for improvement and
modernisation of the service and for staff welfare, The postal branch should
devise ways and means of effecting economies, specially on its services in
the rural areas. Some postal rates have been revised with effect from 15th
May 1970. As already mentioned, this is likely to reduce the deficit of the
postal branch from Rs. 7.06 crores* to Rs. 2.27 crores by the end of 1970-
71. Efforts should be made to wipe out cven this greatly reduced deficit,
by taking measures to bring down the expenditure on items such as over-
fime payments, re-imbursement of medical charges, sanction of new esta-
blishment, travelling and other allowances, stores, forms, etc. The P&T
Board may consider the question of setting monetary targets for such econo-
mies in each circle and impressing on the heads of circles the need for en-
suring the achievement of the targets. Further it appears to us that the trial
period of ten years for unremunerative rural post offices is on the high side;
this may be reasonably reduced. The local authorities may also be asked
to bear a portion, say, one half of the loss incarred on unremunerative rural
post offices,

Recommendation ;
10

We recommend :

(1) The Department should examine the question of rationalising
the tariffs on registered newspapers taking into account relative
capacity to bear the postal charges and the neced to give the
maximum relief to the small, weak and nascent part of the Press.

(2) The tarifis on other items should be fixed in such a manner that
losses on some operations where they are inevitable are met by
surpluses on other jtems so that on the whole the branch has
some surplus funds for reserves,

(3) Economies should be effected in the postal branch by reducing
the expenditure on ifems such as over-time payments, re-
imbursement of medical charges, new establishments, etc. The
trial period of unremunerative rural post offices may be reasun-

+ ably reduced. The local anthorities may be asked to bear one
half of the losses incurred on such post offices, The small de-
ficit anticipated in 1970-71 may be wiped out by setting mone-
tary limits for cconomy for each circle.

Review of financial arrangement with general revenues

10. The financial arrangements in respect of the Posts and Telegraphs
are governed by a convention agreed upon between the Department and the
Ministry of Finance. The convention provides infer alia for the rate of
dividend on the net capital advanced from the general revenues, the mede of
otilisation of surpluses, sanction of advances from the general revenues, in-
terest charges, etc. These arrangements have been patterned more or less
on the convention in force in the Railways. However, the convention
governing the relationship between the P&T and the general revenues is not
operative for a specified period of time, nor is there any provision for its

*Revised Estimates for 1969-70. -~ -
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periodic review. We feel that in view of the large investment planned for
the P&T services and the increasing magpitude of their operations, the con-
vention between the general revenues and the P&T should be put on a more
stable footing. The arrangement should, in our view, be in operation for a
fixed period and necessary provision should exist for its periodic review.

Recommendation ¢
11

We recommend :

The present convention between the P&T and the general revenues
should be out on a more stable footing by providing that it would be
in operation for a fixed period. Necessary provision should be made
for its periodic review.

The Accouhting System

11. In a commercial undertaking, the management responsibility must
have as its concomitant the financial responsibility also and the accounting
§y§tem should constitute the main inspiration and source of the range of
financial information needed for proper management. It is important that
the 'two functions should be located in close proximity to each other so that
there is unity of purpose and commonness of objective, there is smooth flow
of the full range of information required for management and a relationship
of mutial respect and understanding is created between the management and
the accounting wings. The accounting system under modern management
practices must fulfil two requisites. First, it should be an instrument of
budgetary control and secondly, it should serve as a tool of management.

12. The accounts in the P&T department are today kept, by and large,
by the Accountant General, Posts and Telegraphs, who is outside the P&T
organisation and functions under the Comptroller and Auditor General.
However, a decision has recently been taken to make the department itself
responsible for keeping the accounts of the telecommunications branch and
this is being implemented in a phased manner. But the accounts of the
postal branch continue to be maintained by the organisation under the
Comptroller and Auditor General. In this connection, the Working Group
has referred to the observations made by a team of accounting experts from
the UX.* who were entrusted with the duty of examining the accounting
procedures of the telecommunications operations of the P&T Department.
In their reports, the team highiighted the deficiencies and weaknesses of the
existing system and recommended inter alia that the  accounting function
should be divorced from audit and placed under the direct control of the
P&T department, closely linked with management at all levels.

13. The deficiencies pointed out by the British team of consultants and
the arguments advanced by the Working Group for the transfer of the
accounting responsibility to the P&T department are of general applicability
and are well-known. However, in the case of this department, there are
some other considerations which are valid and which would deserve mention
here. The Working Group has pointed—rightly in our view—-to the consi-

*Report of M/s. Peat, Marwick & Mitchel & Co., who were appointed as consultants
by the Denortment of Communications (P&T) Roard under their letter No. 9-11/63-B
dated 23rd July, 1964
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deration that {rom the point of view of prompt redress of public complaints,
the transfer of accounting functions will be beneficial. As is weli-known;
the postal transactions have increased tremendously in magnitude and they
inevitably give rise to a sizeable number of complaints. The settlement of
many of these complaints will be facilitated and expedited if the relevant
records are maintained by the department itself. For instance, it is pointed
out that in 1968-69, money orders numbering over 9 crores and valued at
more than Rs. 559 crores passed through the post offices. Then again, the
post office savings-bank has on its registers =~ depositors numbering 1.84
crores with a turnover of about Rs. 889 crores. The prompt redress of
many of the complaints under these items will be facilitated, it is contended,
if the relevant records are maintained within the department. This argument
has no doubt considerable force behind it,

14. The transfer of the accounting responsibility to the P&T department
is, it is argued, likely to have beneficial effects on the department in another
sphere also. We notice that at present a large number of audit objections.
arise during the course of external audit. The number of those pending
settlement as on 31-8-1968 is reported to be of the order of 72,000, Many
of these audit objections arise, no doubt, out of ignorance on the part of the
staff of the elementary principles of account-keeping or out of a lack of
consciousness of the importance, or even the need, of the maintenance of
proper accounts. This lack of consciousness may be attributed to the fact
that the final responsibility for the maintenance of accounts lies with an
agency outside, and not within the department. Moreover, a large number
of these audit objections relate to technical or minor irregularitics though
their final settlement entails a time-consuming process and involves consi-
derable correspondence, discussion, etc. This could well be avoided if there
was in existence in the department itself a system of internal audit. This
organisation could at the carliest point to the irregularities and suggest re-
medial measures for their rectification, thus relieving the statutory audit of
the necessity of detailed checks on individual transactions. The external
audit will thereby be enabled to concentrate its attention on the over-all per-
formance of the department and the soundness or otherwise of the account-
ing system. Thus, the present duplication of work and effort and also of
records could be avoided and a better financial management would be facili-
tated by the installation of a proper organisation for internal audit. Jn the
existing circumstances of an unduly large number of audit objections, this
seems to be urgently called for and its operations could be considerably
facilitated if the accounting functions are also vested in the department,
since the internal audit would function as an integral part of the accounting
organisation.

15. Financial considerations cannot, however, be ignored in the exami-
nation of any proposal for the transfer of accounting responsibilities to
administrative departments. For instance, when the question of separating
the accounting functions in relation to the telecommunications branch was
considered recently, the Ministry of Communications estimated that an addi-
tional cost of the order of Rs. 22 lakhs would have to be incurred over and
above the present cost incurred in the Tndian Audit and Accounts Depart-
ment on the accounting functions alome. Tt hag not been possible for us to
have an estimate of the additional cost involved in the transfer of the
accounts relating to the postal branch. Any such proposition would, .how—
ever, involve financial Hability which may be of a sizeable order. It will be
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recalled that in our report on Finance, Accounts and Audit, we examined
the general issue of separation of accounts from audit and expressed the view
that transfer of rcsponsibilities for the compilation of accounts from the
audit department to the administrative ministries and departments is not
feasible as a matter of general policy and that the present system is flexible
enough to permit of variations where the advantages of a change demonstr-
ably outweigh the disadvantages of higher cost.

16. After a careful consideration of the various aspects, we feel that
there are in the case of this department special circumstances justifying the
transfer of the full responsibility for the maintenance of accounts to-it. The
department is, by and large, a commercial organisation and there are very
frequent transactions with the public in general. The vast number and
magnitude of the transactions give rise to numerous public complaints which
would call for immediate remedial action; this could be facilitated and ex-
pedited if the relevant records were kept within the department itself. More-
over, accounts in respect of the telecommunications branch are already in
the process of transfer to the department. Hence it will be, on the whole,
advantageous if the entire accounting responsibility is transferred over a
period of time to the P&T department. This transfer should be effected.
however, in a phased manner over @ number of years, since this department
hag had, unlike the Railways and the Defence department no traditions of a
strong, well-organised accounting organisation of its own, which is still to be
built up. This arrangement will also be in consonance with our concept of
the operation of the P&T services on commmercial lines and of their opera-
tional and financial autonomy.

17. The accounting organisation will be placed under the administrative
control of the Member (Finance) at the Board level. The post of Member
(Finance) will have to be redesighated in order to absorb the functions in
respect of accounting which the incumbent will have to discharge. The func-
tionary should be known as Member (Finance & Accounts). He should be
responsible to the Board for all accounting and finance matters and should
be the head of the accounting and finance organisation in the department.

18, If the department assumes full responsibility for the accounting
function, and if an effective system of internal audit and financial advice is
established, it would become mecessary to build up a regularly constituted
accounts service. Though there is, at present, a small departmental accounts
service, this does not constitute a strong and viable accounts cadre which
could, besides handling the accounting functions, adequately discharge other
functions such as cost accounting, internal audit, etc. Tt would, therefore,
be necessary, in due course, to create such a cadre on the analogy of the
accounts cadres of the Rajlways and the Defence Services. Already the first
steps have been taken by the P&T Department in assuming t}}_e accounting
functions presently discharged by the Comptroller and Auditor General
is rtespect of the telecommunications wing. We have recommended
above that the P&T Board should take over, in a phased manner, the ac-
counting functions in respect of the postal side alsc. We are also sugsesting
below the enlargement of the scove of financial control functions in project
organisations and in the proposed zones. Tt is, therefore. desirable that a
distinct P&T Accounts Service should be organised and built up to assume
the duties and responsibilities envisaged for it. Till such time as this service
has become fully established and acquired the requisite experience and
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expertise, the P&T department could obtain on deputation the services of
the ~officers of other Accounts cadres.

Recommendation :
12

We recommend ;

(1) The responsbility for maintaining the accounts of the postal
wing should, as is being done in the case of the telecommunica-
tions wing, also be transferred to the P&T Board under a phased
programme, :

(2) In due course, a regular P&T Accounts Service shounld be orga-
Bls:d on the lines of the Accounts Services in the Railways and
efence.

(3) The Member (Finance) should in due course be designated as
Member (Finunce and Accounts),

Financial control

19. The changes which we consider necessary in financial management
at the top level have already been dealt with earlier in Chapter III. Changes
only at the highest level are, however, not enough, Operational efficiency
and quick implementation of projects will be considerably facilitated if the
enhanced deleqations are passed down to the lower levels in the administra-
tive set-up. There should, therefore, be adequate delegation of financial
powers to the regional formations, for example, the P&T circles, the tele-
phone districts, the proposed telecommunications zones, etc. With the re-
organisation of the P&T Board as suggested by us, the entity of the Director-
General of Posts and Telegraphs will exist for certain statutory purposes
only. The Working Group has suggested that the limited financial powers
which at present vest in that autherity should devolve on the regional forma-
tions. excent that the P&T Board may reserve for itself such of those sub-
jects and items as would have an all-India bearing, like the fixation of esta-
blishment standards, etc. We understand that the question of the delegation
of financial powers has been engaging the attention of the P&T Board and
that a departmental committee was recently (1969) appointed by them to
review these delegations to the heads of circles, etc. and to make recom-
mendations in respect of their enhancement. The financial powers of the
Director-General with the exception of such of those as have an all-India
bearing should. generally speaking, be delegated to the circles, districts, etc.
These financial powers of the Director-General, P&T, have been exercised
for a long time without any financial advice and, therefore, if, as suggested
by us, these powers are delesated to the heads of circles. ete.. these should
be capable of being exercised by the latter without financial advice.

20. The Working Group has suggested that the position of the regional
heads should be strengthened further by the delegation of more financial
powers. As recommended by us in our report on Delegation of Financial
and Administrative Powers, the approach in making such delegations should.
be “the maximum possible”, in the circumstances rather than “the minimum
necessary”. We, therefore, agree with the Working Group that apart from
the delecation to the heads of circles, etc. of the powers now exercised by
the Director-General. P&T, the powers of the P&T Board itself should, to



33

the extent possible, be delegated to the regional heads. When this is done,
the question of providing for financial advice in the exercise of such enhanc-
ed powers would arise. We, however, understand that the expenditure in the
regional formations of the P&T is, by and large, accounted for by that on
establishment and on the purchase of stores and equipment etc. The expen-
diture on the latter item, in particular, relates mainly to the supplies made
by either the departmental factories or the production units in the public
sector or other governmental agencies. There should, therefore, be no justi-
fication for attaching internal financial advisers to the heads of the P&T
cireles and of telephone districts. In our view this need may arise only in
project organisations and in the proposed telecommunications zones, where
the scales of expenditure are likely to be much higher. The necessity for
the provision of internal financial advisers should be determined in the light
of the facts and circumstances of each case and not on any a priori
considerations.

21. The function of such officers should be to tender to the chief of the
project organisation or zonal head proper financial advice with a view to
-ensuring that financial considerations are given full weight. The role of
these officers should be one of assistance to the executive officers acting in
the interests of a common enterprise.. The head of the project organisation
or zone should have the powers to take a decision on matters within his pur-
view. after obtaining financial advice. However, the internal financial advise:
should, like his counterpart in the Railway zones, be enabled to have any
matter in which he has been overruled referred to the P&T Board through
the head of the project organisation or zome, as the case may be.

Recommendation :
13

We recommend :

Greater financial powers should be delegated on the lines indicated in
our report on Delegation of Financial and Administrative Powers to
regional, zonal and such other administrative formations, An internal
financial adviser may be provided in the project organisations or
zones if the nature and volume of work clearly warrant such an
apnointment.



CHAPTER V
FIELLD ORGANISATION

P&T Circles and Telephone Districts

The rnain field units of administration under the P&T headquarters are
the P&T circles and the telephone districts. A P&T circle is headed by a
Postmaster-General who is in the senior administrative grade except in
Jammu & Kashmir, where there is a Director in the junior administrative
grade). A P&T circle is normally coterminous with a State and its jurisdic-
tion extends over all the post offices, telegraph offices and telephone ex-
changes in that area. The telephone administration of the cities of Bombay,
Calcutta, Delhi and Madras has been placed under General Managers in the
senior administrative grade, while that of the cities of Hyderabad, Bangalore,
Ahmedabad and Poona is under District Managers in the junior administra-
tive grade. The former are termed as major districts and the latter ag
minor districts. While the post of PMG may be held either by a postal or
telecommunications officer, General Managers and District Managers ~of
Telephones belong to the telecommunications wing,

Special needs of telecommunications

2. The arrangements that exist for the planning, installation, mainte-
nance and operation of the telecommunications network are as follows :

(a) In respect of local telephone exchanges, the P&T circles and the
major as well as minor telephone districts undertake the preliminary plan-
ning for expansion. The telephone districts carry out the detajled planning
of the main automatic telephone exchanges while this work in respect of the
P&T circles is done by the planning branch of the P&T Board. All other as-
pects of planning are centralised in the P&T Board.

(b) The work of construction and installation is also shared by more
than one authority. While the major telephone districts undertake the in-
stallation of their main automatic exchanges, the Additional Chief Engineer
Jabalpur, is responsible for the installation of the main automatic exchanges
in the P&T circles and minor telephone districts and of the larger carrier
stations in all urits. The installation of the smaller exchanges and the trunk
exchanges and the construction of lines and underground ¢ables are under-
taken by the P&T circles and telephone districts themselves. Two special
project organisations have been recently established under General Mana-
gers at Calcutta and Madras for the execution of large coaxial and micro-
wave schemes.

(c) The acceptance testing of only the automatic exchanges and trunk
installations is carried out by the Additional Chief Engineer. There are at
present no arrangements for the acceptance testing of other installations.

(d) The circles and districts carry out most of the normal maintenance
of the telecommunications networks within their jurisdiction. The mainte-
nance of tong distance telecommunications lines which run across several

34
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citcles and of trunk exchanges and teleprinters is, however, aitended to by
tour Keglonai Duectors of ‘i elecommunications at Calcutta, Bombay, Madras
and Delni wiho runction directly under the P&T Board., A centralised team
has also been constituted to cairy out quality of service tests in local tele-
phone systems all over the country.

3. The Working Group has found several shortcomings in the existing
arrangements for the planning, installation and maintenance of the telecom-
muiications network, These are :

(a) While the end-points of a long distance circuit may lie in two
separate circles districts, the circuit may itself traverse several circles, The
maintenance of different segments ¢f such a circuit is at present the responsi-
bility of different circles. This is not a satisfactory arrangement and as a re-
sult ope:ational efliciency suffers. The organisation of Regional Directors,
Telecommunications, exercises only a second line supervision which has not
been found to be adequate, For continued efficient operation more effective
arrangements have to be made for maintaining long distance circuits.

(b) Though cach P&T circle has one or more directors of Telegraphs,
it does not possess a suitable specialist organisation for the purpose of detail-
¢d planning, installation and maintenance of the small automatic exchanges,
manual exchanges, trunk exchanges, and for construction of lines and under-
ground cables, etc. This has an adverse effect on the quality of installation
and maintenance. Efforts made in the past to provide such a specialist
support organisation have not been successful, A study made in one of the
biggest circles showed that the total workload did not justify an independent
organisation though the necessity for such specialist support was evident,

(¢) There is also no organisation at present which is  specifically
charged with the acceptance testing of newly installed transmission equip-
ment and of the smaller exchanges and new circuits installed in the circles.
In its absence it becomes difficult to secure a satisfactory quality of service.

(d) Major works of installation such as big exchanges, and coaxial and
micro-wave transmission systems are undertaken by the Additional Chief
Engincer of the special project organisations, while the construction of lines
and underground local cables which branch off from the main transmission
lines etc., 1s done by the P&T circles or districts. Difficulties arise in coord-
inating the work of equipment installation and local cable construction since
the latter is controlled by fifteen different P&T circles and eight different
telephone districts.

4. In order to get over these difficulties, the Working Group has sug-
gested the setting up of four zonal organisations in the north, south, east
and west, for integrated planning and installation and for catering to other
special techniogl requirements of telecommunications in groups of P&T
circles and minor telephone districts. While the latter would continue to be
responsible for the normal functions such as preliminary planning, minor
works, commercial operations, day-to-day wmaintenance and administration
of the telecommunications services, the work of detailed planning of pro-
jects, installation, special maintenance, acceptance testing and measurement
of quality of service should be the responsibility of a new set-up which
should function on a zonal and not on a circle basis. Thus, there should be
four telecommunications zones for the whole country with headquarters at
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Delhi, Calcutta, Madras and Bombay, cach under a Zonal Manager. The
following Circles and districts will be included in each zone:

(1) Mabarashtra, Gujarat and Madhya Pradesh circles, and
Ahmedabad and Pooasa Telepbone Districts—Zonal Manager,
Bombay.

(ii) Kerala, Tamil Nadu, Mysore and Andhra Pradesh circles, and
Telephont Districts of Hyderabad and Bangalore——Zonal
Manager, Madras.

(iii) Orissa, West Bengal, Bihar and Assam circles—Zonal Manager,
Calcntta,

(iv) Jammu & Kashmir, Punjab, U.P. and Rajasthan circles—
Zonal Manager, Delhi.

5. The Working Group has suggested that the Zonal Managers should
exercise “technical and functional control” over the Directors of Telegraphs
in the circles and over the Managers of minor telephone districts for the
purposes enumerated above. The General Managers of the major telephone
districts arc not included in the scheme proposed by the Working Group,
which has felt that they already have at their command the needed specia-

lised support.

6. We are inclined to agrec generaliy with the Working Group on some
of its conclusions. We have alteady alluded to the fact that the existing
arrangements for the planning of telecommunications expansion are unsatis-
factory. The Public Accounts Committee of Parlimment has pointed out
that nearly 14% of the connectable capacity in exchange of over 1,000
lines remains unutilised. due to a shortage of cables. Another factor contri-
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secondly, the maintenance and operation of modern telecommunications
systems involves sophisticated technology of a much more specialised type.
The provision of separate specialised units proficient in the rapidly changing
technology in all the P&T cricles and telephone districts numbering 23 does
not seem to be feasible in the present circumstances. In the fitst place, the
skill and the expertise will be too thinly spread and secondly, it will make the
proposition an expensive one, A good solution to this would be to pool
together the specialised needs of the various units and provide for them on
'a zonal pattern. The large schemes of telecommunications expansion which
are programmed for the near future cannot also, in our view, be efficiently
directed from a central point whether it be the Additional Chief Engineer
or the P&T headquarters. The adoption of a zonal pattern for certain pur-
poses has also a public relations aspect. Integrated planning, installation and
adequate attention to special maintenance requirements will result in better
availability of facilities and quicker rectification of defects, thereby afford-
ing a more efficient service to the public. Efforts in this direction are at
present hampered on account of the involvement of a number of authorities,
leading to confusion and avoidable delay.

8. We are, therefore, in favour of setting up telecommunications zones,
generally on the lines suggested by the Working Group. We do not, how-
ever, agres with the Working Group that the general managers of the major
telephone districts shonld be left out of the ambit of the zonal scheme. Since
coordinated planning and installation is of the essence of the scheme it would
be illogical to leave the mwain  (glecommunications terminal points of
Calcutta, Bombay, Delhi and Madras out of it altogether. We, therefore,
suggest that the general managers of the major telephone districts should also
be brought within the zonal scheme.  On the question of placing the direc-
tors of telegraphs or managers of telephone districts vnder the “technical
and functional control” of the zonal managers, we feel that instead of any
general provision of this kind, it would be better to define precisely the
spheres of action and responsibility to the zonal managers on the one hand
and of the directors of telegraphs and heads of telephone districts on the
other, and to indicate clearly the nature of co-ordinating function and
superintendence that the zonal managers would need to exercise in respect
of the circles and districts. The directors of telegraphs in the circles are
under the administrative control of the head of the circle, while the general
managers of major districts and the district managers of minor districts are
working directly under the administrative control of the P&T Directorate.
This administrative arrangement which has functioned well in the past need
not be disturbed and it may continue as herztofore. In the discharge of their
new functions and responsibilities the proposed zonal organisations will,
however, have to lean a great deal on the assistance and willing cooperation
of the officers at the circle/district level. Necessary administrative arrange-
ments may be made to ensure that such cooperation and assistance is forth-
coming in ample measure and that the zonal authority is able to exercise the
requisite measure of superintendence and technical supervision in matters
falling within its jurisdiction. The main itams of work with which the zonal
organisation will be concerned will be the following and in respect thereof,
it should have the powers to issue necessary instructions, to ensure compli-
ance and also to obtain periodic or special reports

(i) Detailed planning for telecommunications in the entire zone in
Eonsultatmn with and with the cooperation of the circles and
istricts;
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(ii) Installation of all major works including the bigger local cable
net-works;

(iii) Acceptance testing of all newly installed transmission and ex-
change equipment;

(iv) Annual technical inspection, overhaul and major repairs of all
telecommunications installations within the zone; and

- (v) Evaluation of the quality of service, cost analysis, etc., in res-
pect of installations,

9. A telecommunicativns zone will be rrima-il- concerned with project
planning, installation, evaluation and the maint="~ -~ of Jong-distance lines,
trunk exchanges, teleprinters, etc. The resnorsihility for the normal and the
day-to-day maintenance of the local net-work has to be laid squarely on the
circles/districts which operate the scrvices. Tf necessary the staff should be
specially trained for this purnose. For any special maintenance jobs the
circles/districts should be enabled to indent on the services of the zonal
organisation. The circles/districts will also continue to be responsible for
the normal functions such as commercial operafions, day-to-dav administra-
tion, preliminary planning, minor works, ete.. Our provosal will involve the
strensthening of the existing orpanisation of Regional Directors of Telecom-
munications and building into it the requisite expertise to enable it to dis-
charge adequately its new functions and responsibilities. On such reorsani-
cation the telecommunications »omes will take over the functions a* present
being dischareed bv the regional direstors of telecommunications and  the
project oreanisations. and some of the fupctions of the Additioral Chief
Engineer, T&D Circle. The Additional Chief Encincer will then be lsft
with residuary functipns which will velate mainly to standardisation, issue
of specifications, engincering instructions, testing of materials, efc.

Recommendation :
14

We yecommmend :

{1) Four separate telecommunications enes may be established with
headounarfers at De'ki, Bombay., Madras and Ca'cofta, wader
Zonal Managers (Telecommunications) fo cater to the special
needs of planning and instaflation of major works, ma'ntepance
of long distance lines, etc., and for technical sopervision.

(2} Fach Zonal Manager should be responcible for the functions
emmmerated in para %, in groups of PAT circles and felephone
districts fallinoe within a zore, ¥Yor the adequate discharge of
his responsibilitios and the cxercise of his functions, the 7onal
Manazer show!d have the powers to issue necessary instructions.
to ensure compliance with them and alse to obta’n periedic or
special reports in matters falling within his juvisdiction,

(3) The Zonal Managers should exercise administrative control over
the regional directors (fclecommunications), and specinl project
organisations created for the execution of Tlarge coaxial and
micre-wave schemes which, at present, come under the Addi-



39

tional Chief Engineer, T&D circle, The special project organi-
sations under the General Managers (Projects), Calcufta and
Madras should be merged with the zonal organisations.

P&T Circles

10. The Working Group has felt that some of the circles have become
much too large in terms of the traffic handled and of the administrative units
to be supervised, to permit of efficient management, The volume of work
devolving on different heads of P&T circles has also been found to vary
greatly. In this connection, the example of the Orissa and Uttar Pradesh
circles has been quoted; in the latter the volume of work is stated to be
roughly four times as large as in the former., The Maharashtra and West
Bengal circles which contain the big traflic generating cities of Bombay and
Calcutta are also in the same position as the Uttar Pradesh circle. The
Working Group hag felt that the heavy load of work which now devolves
on the Postmasters-General of these circles does not permit of adequate
supervision of their charges and therefore these charges should be made
gsmaller by bifurcating the U.P. circle into two P&T circles and by constitu-
ting the cities of Bombay and Calcutta into scparate Postal circles. We do
ndy, however, agree with the Working Group. The problem of ensuring
adequate supervision can be solved by giving the Postmasters-General
assistance of additional officers of sunitable status and the heavier work load
shouldered by them can be recognised by raising the status of their office
wherever fustified. Tn any case, the division of the existing circles and the
formation of more circles does not appear to be the only solution. Before
the reorsanisation of States. many P&T circles comprised more than one
State and it was only thereafter that more P&T circles were created so as to
conform to the new State boundaries, This arrangement was intended to
secure greater attention to the postal and telecommunications problems of the
rosnective States. However, it does not suit some of the operational require-
ments. The problems relating to telecommunications have already been
touched upon, On the postal side, it hag been stated, for instance, that the
movement of mail ig better administered on a regional rather than a State
basis, There is undoubtedly a need for coordinated planning and supervi-
sion in certain respects on a regional basis, We think that the question of
the reorganisation of the P&T circles and their rationalisation deserves a
much closer examination. It should be viewed in a broader perspective in
the context of changing circumstances and requirements of traffic, and not
necessarilv on the basis of each State being given a P&T circle. We suggest
that the P&T Board should itself take up the study and examination of this
aspect. :

Postal Divisions

11. The Working Grouo is of the view that the existing policy of creat-
ing new vostal divisions ©n the basis of staff strength, has resulted in the
creation of too many administrative units of this type. We agree that this
kind of fragmentation is not conducive to efficient supervision at the level
of the circle. It has been suggested that the minimum size of a postal divi-
sion should be that of a revenue district, though in sparsely populated areas,
a-postal division may comprise more than one revenue district. In our view,
mere scttine of limits on a territorial basis to the area of a postal division
will niot meet the tequirements of efficient administration and the needs of
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the public. A field organisation has necessarily to take note of other factors
including trends of traffic. Tt is truc that prior to Independence the district
was accepted as the unit for postal administration as well.  Since then, how-
ever, the volume and pattern of traffic have shown a marked change. With
increasing urbanisation and industrialisation, the traffic tends to gravitate
towards and concentrate in the urban centres and new clusters of industries.
This reinforces the need for a fresh look at the traditional pattern of the
machinery of supervision in the field, In most countries including the UK.,
the management of the postal services in the field is centred round the unit
of the head post office. We suggest that the question of reorganising the
divisional set-up of the postal side may be studied in all its aspects in the
context of the relevant circumstances including the trend of traffic and its
changing pattern. This question as well as that of the reorganisation of P&T
circles would merit study and examination and we would commend this to
the P&T Board,

Recommendation
15

We recommend :

The reorganisation of tite P&T circles and postal divisions gnd
rationalisation of their areas/jurisdictions should be taken up for
study and examination i the context of the present circomstances
including the trend, movement and volume of traffic on account of
increasing urbanisation/indusiviglisation. This task should be taken
up by the PET Board itself.

Postal Operations Research Cells in the circle headquarters

12. For movement of mail from one station to another, the Department
is now entirely dependent on the bus transport system, the Railways and the
Indian Airlines. TIts own transpertation arrangements are limited to the
movement of mail within city limits and from post offices and mail offices to
the closest rail-head or air port. Though the carrying capacity of the rail-
ways and the airlines has increased in recent times, the capacity available
for postal traffic has not kept pace with its mounting requirements, The
P&T department needs, therefore, to supplement rail and air transportation
facilities. This is specially so in the case of the great urban centres where
there is heavy concentration of traffic. Mechanised road transport is spread-
ing fast in the rural areas and an increasing number of bus routes are being
opened. A close watch needs to be kept on the expansion of these facilities
in order to achieve better routing and quicker delivery. No arrangements
exist for either a systematic watch over the developing road network or for
a study of the economics of different modes of transportation of mail. The
mails branches of the circle offices deal mostly with the routine function of
routing of the mail to newly opened offices and adjusting routing with the
periodical changes in railway and airfine timings, etc. Practically no thought
has been given to the possibility of having departmental transportation from
the bigeer cities to neighbouring destinations by road. The bigger rail
centres are literally choked with all kinds of traffic; in consequence it is be-
coming increasingly difficult to get enough rail accommodation for all the
mail emanating from them and detention of mail has almost become the rule
rather than the exception. All these and the related questions need a close
stocer. The Working Group has recoromended that the mails branch of each
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circle oflice shouid have an operations rescarch cell, whose special respoist-
bility should be inter alia to undertake studics of the question of the relative
economics of rail/air transportation and departimental road waosportation
of mail over trunk routes. It should examinc the possibility «f establishing
the department’s own mail motor services over important routes and of run-
ning special mail carrying trains and shuttle scrvices over the heavier routes.
It would aiso be responsibie for keeping a walch over the improvement in
the bus routes in the mofiusil areas; and for this purpose it should maintain
liaison with the Statc Transport authoritics. A comunon difficulty experi-
cnced at present is the unwillingness of road operators to carry mail  at
reasonable rates, The Working Group has suggested that thesc cells should
take up with the State Transport authorities the questicn of compelling road
operators to carry mail at rates which are imperative in the public interest,
by getting the Motor Vehicles Act amended, it necessary. We are in general
agrecment with the. Working Group, but we feel that the rates may be settled
through negotiation failing which there should be a provision for arbitration.

" . Recommendation
16

We recommcnd :

The mails branch of each P&T circle should have an operations re-
search ceil, whose special responsibiiity shouid be the following :

(i) studying the economics of mail/air fransporiation of maiis
vis-a-vis road transportation of mails;

(ii) kecping a watch over the ex'ension of the road (ransport
system in the rural areas and constantly explorng the
feasibility of hetfer and quicker routing of the mails; and

(iil) maintaining liaison with the State Transport authorifics
with a view to adequately projecting the necds of the
department for the movement of mail and with a view to
securing the transport of mail at reasonable rates. The rates
should be settied by negoiiation failing which there should
be a provision for arbitration., The Motor Vehicles Act
may be amended, if necessaxy.

Modernisation of postal operations

13. In advanced countrics machincs are being harncssed for increasing
the productivity of the postal scrvices. Special cquipment has been designed
and installed for the handling as well as sorting of mail. This has become
imperative in consequence of all-round growth in postal business, a spiralling
wage structure and the high cost of working space in the citics. The tradi-
tional solution of cmploying more hands to cope with increasing traffic has
been seen to be uncconomic in many foreign countries, especially where
there is heavy concentration of traffic. A similar phenomenon is discernible
in India and the Working Group has felt that at least in the larger urban
centres the mechanisation of postal operations would be beneficial.  Though
some halting steps have been taken to mechanise certain clementary opera-
tions and provide mechanical aids, these have touched only a fringe of the
problem. The Working Group has expressed the view that the mechanisa-
tion and automation of the handling and sorting of mail will have to be con-
sidered in selected centres. We agree with the Working Group.
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14, A feeling is gencrally current in the country—particularly in many
trade union circles—against meci:anisation, on the ground that it will lead to
the displacement of staif and curtailment of fresh employment potential, The
argument is pot necessarily valid. In other countries, mechanisation has not
resulted in unemployment. It may create some imbalances to start with,
but if its introduction is phased to keep pace with retirements, actual re~
trenchment can be avoided. In the long run, mechanisation will in itself

" generate industrial growth and greater employment possibilities in the
country. In the bigger cities, an efficient postal service is fast becoming a
race against time and a fight for precious and often unavailable working
space. 'The continuance of an efficient and economical service which the
public has come to expect in an increasing measure, will depend greatly on
the ability of the Department to surmount these difficulties. A mere increase
in manpower employed would not be of real help and selective mechanisa-
tion appears to be inevitable in the future. Any programme of mechanisa-
tion will involve the investment of funds, but the investment made should.
result in quick return in the form of overall savings and improved efficiency
of the postal operations. A large scalc import of needed equipment and
machinery making demands on foreign resources is not being advocated
here. What is being suggested is that the necessary equipment should be
designed and fabricated within the country.

15. To assist in this process a Mechanisation Research Cell, headed by
a Deputy Director General, should be set up immediately at the head-
quarters. It should be the respopsibility of this Cell to examine in the first
instance all aspects of postal operations in the cities of Delhi, Calcutta,
Bombay and Madras and work out the relative advantages and also the feasi-
bility of mechanising the postal operations. This Cell should be able to
draw upon the research work, which has already been done in many foreign
countries on postal mechanisation, and also call upon the good offices of the
Universal Postal Union in working out its schemes.

Recommendation
17

We recomamend :

A Mechanisation Research Cell on the postal side should be esta-
blished in the P&T Board to examine the feasibility of mechanisation
in the postal operations, particularly in the cities of Delhi, Calcutta,
Bombay and Madras, and to work out the economic and adminis-
trative aspects of mechanising the operations. The design and manu-
facture of the required equipment should be undertaken in the
couniry to the maximum possibie extent,

The civil engineering wing

16. The construction of P&T buildings is handled by the civil engineer-
ing wing of the Department under the charge of Chief Engineer (Civil) in
the P&T Board. The field organisation under the Chief Engineer (Civil)
consists, at present, of four Senior Architects and three Superintending
Engineers. The organisational set-up and the procedures have been modelled
on those of the Central Public Works Depattment. As is well-known the
latter is a centralised construction agency serving a large number of different
government departments spread all over the country. In the case of the
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P&T Civil Engineering Wing, which has to service only the P&T organisa-
tion, however, the pattern will have to be different. It should enable a
closer integration of the Civil Engineering Wing with the regional organisa-
tion of the P&T Department. This would result in greater co-ordination
and expedition of the construction work. The headquarters of the four
Senior Architects should be relocated at convenient centres, preferably at
Delhi, Calcutta, Bombay and Madras. The Senior Architects may be
attached to the Managers of the proposed zones in order to promote better
coordination between the circles, districts and zones on the one side and the
Architects on the other. Similarly, the three Superintending Engineers should
be deployed in such a manner as may be most convenient from the point of
view of the area and the load of work. The Senior Architects and Superin-
tending Engineers would, however, continue to be under the technical and
administrative control of the Chief Engineer (Civil).

-17. The maintenance of buildings and construction of minor works in
the circles are at present handled by the Divisional Engineer (Telegraphs).
While each item of such works is quite small, the total work load in any
Division is considerable and claims a good deal of the personal attention of
the Divisional Engineer (Telegraphs). This tends to divert his attention
from his primary task of the maintenance and operation of the telecommu-
nications services, With the realignment of the regional units of the Civil
Engineering Wing so as to conform to the regional and the proposed zonal
units of the P&T, these items of work should be entrusted to the Civil
Engineering Wing. For this purpose, the services of the building staff should
be transferred from the Telegraph Engineering Divisions to the Civil Wing,

Recommendation
18

We recommend :

(1) The headquariers of the senior architects in the P&T Civil
Engineering Wing should be re-located at convenient cenfres, in
order to promote greater coordination between the circles, dis-
tricts and proposed zones on one side and the civil engineering
units on the other. Likewise the headquarters of the Superin-
tending Engineers should be so Jocated as to meet the needs of
the load of work and area where it occurs,

(2) The maintenance of buildings and the construction of minor
works should be entrusted to the Civil Engineering Wing. For
this purpose, the services of the building staff should be frans.
%{red from the Telegraph Engineering Division to the Civil

ing.

Overseas Communications Service

18. This service provides India’s telegraph and telephone links with the
external world. With the increasing volume of activities in the fields of in-
ternational trade and commerce and, diplomacy, the service has been called
upon to expand and modernise itself commensurately, While international
traffic has grown steadily, the means of communication has been simultane-
ously transformed by the advances in technology. However, the growth of
facilities in terms of the number of channels made available has not kept
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pace with the requirements. Today, the O.C.S. operates the following inter-
national telecommunications links from its four “gateway centres” at
Bombay, Calcutta, Madras and Delhi :

(a) 2 submarine telegraph cable links.
(b) 31 direct radio-telegraph links.
(¢) 10 direct international telex links,

(d) 34 -direct radio-telephone links.

The O.C.S. can now provide telephone, telex and radio-photo services, res-
pectively to 146, 100 and 28 foreign points, through arrangements with other
administrations. The telegraph service is available for practically any palce
in the world. The international services of the OCS are provided through
a close co-ordination with the internal telecommunications network, The
communication from any point within the country to the “gatewav centres”
of the OCS and vice-versa is provided by the P&T Department,

19. An important technical advance, which will be achieved shortly/ is
the establishment of a link with the imternational telecommunications sate-
llite over the Indian Ocean. An “eatth station” is being completed at Arvi
near Poona and will be commissioned by July 1970. When this link is
established, direct communication will be possible with all the countries with-
in the “visibility” of the satellite. ' These will comprise most of the countries
lying on the periphery of the Indian Ocean, provided they participate in the
programme. A second “earth station” is proposed to be set up at Delhi
during the Fourth Plan. The satellite facility is expected to increase the
number of channels available and also ensure a greater degree of effective-
ness and efficiency than the existing system.  Improved effectiveness of the
overseas links will stimulate a bigger demand and correspondingly the do-
mestic telecommunications network will be required to be made more effici-
ent and effective to cope with the increased traffic.

Relative merits of cables and wireless

20. Overseas telecommunications from and to India today are based
predominantly on the use of wireless as distinct from cables, “The existing
facilities are worked mostly through high frequency radio. The forthcoming
satellite facility will be worked through microwave. The use of wireless for
telecommunications has, However, been found to have certain disadvantages.
It is prone to atmospheric disturbance, as a result of which a large propor-
tion of the traffic is rendered infructyous. It is not free from noise and is
not quite satisfactory from the point of view of security. While communi-
cation via satellite is expected to be an improvement over the present system
in many respects, it would suffer from the same defects in respect of security.
On the other hand, transmission by cable, we understand, is supetior to
wireless in all these respects. Furope is linked with North America by
marine cable under the Atlantic. A trans-Pacific cable has already been
laid from the U.S.A. upto Singapore and its extension to India and Ceylon
has been under consideration. We understand that India’s participation in
this programme has been under discussion for some time. However, on a
consideration of costs and quicker availability, priority was accorded to the
Indian Ocean satellite programme.
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21. As far as India is concerned, the satellite facility will cover only
some of the countries with which it has overseas communications links. In
this connection, we note that in the present state of the technology, satellite
communication does not supplant, but only supplements cable communica-
tion. Since cable communication ensures secrecy, it is indispensable from
the point of view of defence, external relations and of other Government
organisations requiring a high degree of secret communication with countries
overseas moreover, cables will continue to be used as a means of transit
from earth stations to further destinations. We understand that such transit
traffic is highly remunerative. We would, therefore, urge that in planning
for the expansion of overseas communications facilities, the relative merits
and advantages of cable and wireless transmission should be carefully assess-
ed and investments made in the most beneficial manner. As far as we can
see, we shall have to rely on both the satellite and cable systems. Invest-
ment in both would be administratively prudent and financially sound since
the demand for overseas communications is of such order that the amount
imvested would be recovered in a short compass of time,

Recommendation
19

We recommend :

The relative merits and advantages of cable and wireless transmission
should be carefully assessed in planning for the expansion of overseas
communications facilities. It would be administratively prudent and
financially sound to invest in both satellite and cable system,



CHAPTER VI
STORES AND EQUIPMENT

Being a nation-wide public utiity scrvice, the P&T organisation has an
enormous volume of daily transactions with the public; it also utilises sophis-
ticated ¢ngineering techniques for providing its services. As such, it consumes
large quantitics of equipment, components, spares and other stores of a wide
range and varicty. Its requirements are broadly those of (a) telecommunica-
tions engincering stores,  (b) other stores and stationery which are peculiar
to the Department as weill as common to other Government departments and
(c) forms and stamps.

2. Telecommunications and related engineering stores such as transmis-
sion, switching and exchange equipment, cables and teleprinters are sup-
plied by the Indian Telephone Industrics, Bangalore, the Hindustan Tele-
printers, Madras, and the Hindustan Cables, Rupnarainpur, West Bengal.
These threc undertakings are in the public sector. The departmentally
run tclecommunications factories at Calcutta, Bombay and Jabalpur sup-
ply switch boards, trunk boards and construction stores such as tubes, stalks
¢tc. The stores which are not supplied by the above unils are procur.d
through the Directorate General of Supplies and Disposals. The forms and
stationcry required in the department are printed or arranged for, by and
large, by the Chief Controller of Printing and Stationery. The India Se-
curity Press, Nasik, prints and supplies all ‘the postage stamps and postal
stationery required by the Department.

Production units and position of supplies

3. The capacity of the production units on which the department depends
for its normal operation as well as expansion is not adequate for its necds.
The cxisting arrangements for forecasting future requirements and for
indenting, procurement and supply to the units also suffer from defects.
The production of cables which is a vital component needed for the pro-
vision of telecommunications facilities has. fallen short of the requirements
by a wide margin. In the 1TI the progress in manufacturing cross-bar
cquipment has not come up to cxpectations. We understand that the
production capacity of the Hindustan Cables as well as the Indian Tele-
phonc Industries is being stepped up and a second unit of the latter is be-
ing set up shortly at Naini (Allahabad). A second cable factory has also
been planned. We feel that thesc projects have already been delayed in-
ordinately. There is no doubt that inadequacy of capacity in relation to
demand has been one of the factors delaying the various telecommunica-
tions projects. Without adequate production capacity, integrated planning
and implementation cannot materialise. The required expansion is, therc:
fore, ureently needed in view of the ambitious plans for telccommunications
development in the near future., Tt is also essential that the production
units sapplyving the  telecomimunications scrvices should keep abreast of
the latest developments in the relevant technology. Telecommunications
are a field where the earlier technology is being rapidly superseded by new
invention and the day may not be far off when interference from weather
and other natural elements may be eliminated. Tt is, therefore, of the

16



47

utmost importance that the production units are coustantly on guard against
the dangers of obsolescence.

Recommendation
20

We recommend @

The production of telecommunications equipment in the existing
public sector undertakings or others which may come up in future,
should be so organised that the country keeps pace with modernisa-
tion and developments in other couniries and our telecommunica-
tions system kceps abreast of the latest technology.

4. The Working Group has suggested the following measures for im-
proving the performance of the Indian Telephone Industries vis-a-vis the
Department :

(a) The ITI should concentrate only on the production of sophis-
ticated and specialised equipment as well as parts which go
into the manufacture of such equipment which are not pro-
duced in other sectors of industry. The capacity thus released
should be devoted to the production of essential and sophisti-
cated spare parts;

(b) Efforts should be made to farm out production of items which
outside industry is in a position to turn out provided that
subsidiary manufacturers will be able to deliver the proper
quality of such items in the right quantities and within the re-
quired time schedules;

(¢) The departmental teleccommaunications factories should be cn-
couraged to undertake the manufacture of spare parts and for
this purpose, assistance may be provided for the installation
of new plant, wherever necessary;

(d) The Department should give the ITI a larger profit margin
for spares so that an incentive may be provided for their pro-
duction by better utilisation of the existing capacity without,
at the same time, affecting the production of capital
equipment; and

(e) There should be effective coordination between the P&T De-
partment and the ITI in matters relating to production, supply,
installation and maintenance of the relevant equipment.

We support the recommendations of the Working Group except item (c¢)
with regard to new plant for manufacture of spares in the departmental
telecommunications factories and item (d) with regard to the provision
of larger profit to the ITI for spares. We feel that there is no escape from
this or other similar undertakmg itself manufacturing the needed spares for
its capital equipment or arranging for their supply through other undertak-
ings or units in the field of ancillary or feeder industrics to which the manu-
facture of spare parts could be entrusted or farmed out. No useful pur-
pose will be served by providing a special inducement for the production of
spares since this will involve the diversion of production capacity from
the manufacture of capital equipment to that of spares. The answer really
lies in increasing the total capacity for production of telecommunications
equipment of all types including components, spares, eotc.



48

Recommendation
21

We recommend ;

(1) . The public sector undertakings should provide all the necessary
spare parts for the equipment supplied to the Department,
either by manufacturing them, or by getting them manufactured
in other undertakings or umits W the ancillary and feader
indystries.

(2). There should be effective coordination between the P&T De-
partment and the public sector uniis in planming and in impor-
tant aspects of production, supply, installation and maintenance
of telecommunications equipment,

Responsibility for production units

5. At present, the Ministry of Communications discharges the functions
of an administrative department in_respect of the Indian Telephone Indus-
tries and the Hindustan Teleprinters. « With the reorganisation of  the
P&T Board, as suggested by s, the functions of the Ministry of Commu-
nications will devolve on the P&T Board. Consequently, the responsi-
bility for these undertakings should be borne by the Board.

6. The Hindustan Cables Limited is under thé control of the Ministry
of Industrial Development, ctc. The Ministry of Communications have
been urging that the responsibility in respect of this undertaking be trans-
ferred to itself on the ground that the P&T is the largest user of the pro-
duction of the Hindustan Cables Ltd., and its expansion programme will
benefit greatly by a closer coordination of the prodnction of the factory
with the work of the department. On the other hand, the Ministry of
Industrial Development, have been of the view that the Hindustan Cables
Ltd. produces goods not only for the P&T Department but also for the
open market and since that Ministry has to look after the general cable
industry, it is better that this undertaking should continue to remain with
them. The Working Group has, however, suggested the transfer of the
undertaking to the P&T Board. In our report on Public Sector Under-
takings, we have held thc view that the major public sector undertakings
should be grouped under sector corporations depending on the nature of
the goods manufactured. Under this scheme, the Hindustan Cables Ltd.,
is to come under the sector corporation designated as the “Engincering Cor-
poration”. However, if sector corporations do not come to be set up,
we fecl that there is ample justification for the responsibility for this under-
taking being transferred to the P&T Board who are, after all, the major
consumers of its products. The mere fact that there are customers other
than P&T for some of the production would not, in our view, be sufficient
reason for the continuance of the present arrangement. As we see it, the
demand for telecommunications cables will greatly increase in the near
future, and will require the setting up of more units producing cables. The
speedy expansion of telecommunications facilities would require close co-
ordination of the agencies producing the capital equipment with the agencies
responsible for installation and operation. In this view of the matter the
responsibility for the undertakings producing cables should vest in the P&T
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Board in the same manner as those producing other telecommunications
equipment.

Recommendation ¢
22

We recommend :

The administrative responsibitity in respect ot the Indian Velephone
Industries and ihe Hindustzn Teleprinters should vest in the P&1
Board. The responsibilities at present discharged by the Ministry
of Industriai Development in respect of the Hindustan Cables Ltd.
should be transierred to the P&'T Board, in case the sector cor-
poration designated as the “Engineering Corporation” recommend-
ed by us in our report on Public Scctor Undertakings, does not
come intg existence.

Telecommunications Factories

7. The general policies in respect of the factories are decided by a
Board of Management of Telecommunications Factories on which the de-
partmental officers are represented.. The powers of the P&T Board have
been vested in the Telecommunications Factories Board in order to secure
the autonomy and flexibility considered necessary for the management o
the manufacturing units. However, adequate financial and administrative
powers have not been delegated to the Gencral Manager and to the heads
of individual factories. As manufacturing units they should have more
powers in order to work at optimum elficiency. Enhanced powers should
be delegated to the General Manager, Felecom. Factories, Calcutta and
to the Managers of the individual units, wt Caleutta, Jabalpur and Bombay.

Recommendation
23

We recommend :

Enhanced financial and administrative powers should be delegated
to the General Manager, Telecommunications Factories, Calcutta,
and to the Managers of the individual units at Calcutta, Jabalpur and
Bombay.

Procurement procedures and stores organisation
8. Telecommunications stores are procured in the foliowing three ways :

(a) By placing indents on the DGS&D.

(b) By direct orders placed on the departmental Telecommunica-
tions Factories, the Indian Tclephone Industries, the Hindus-
tan Teleprinters and of late. on the Hindustan Cables 1.td

(c) By purchasing directly from the market, such purchases, how-
cver, being confined to very <pecial stores and subject to low
financial limits,

9. 1t has been stated that some difliculties arc being experienced with
rezard to the purchases made from the TIndian Telephone Industries.
Hindustan Cables, Hindustan Teleprinters and the  Telecommunications
factories. The supply js inadequate and delays are guile frequent. On
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the other hand, it has been stated that the production units often get insuffi-
cient notice. An accurate assessment of the requirements of three to four
years in advance and the placement of firm orders will enable the produc-
tion units to plan and phase their production programme, arrange for equip-
ment, raw materials, etc, and instal fresh capacity where necessary in time.
This should eliminate some of the bottlenecks and meet some of the short-

ages being experienced at present.

10. It is stated that purchases made through the DGS&D are subject
to delay partly as a result of the existing procedures. The DGS&D is also
unable to procure always those goods and material to exact design, specifi-
cation etc. of the department. While we would support the present system
of centralised purchase by the DGS&D of the pooled requirements of
several departments, we would like it to be recognised that stores which
are special to the department need not be purchased centrally by the
DGS&D. The Department should have the power to purchase items which
are special to it without having to go through the DGS&D. Where neces-
sary, the existing financial powers for local purchase should be enhanced.

Recommendation :
24

We recommend :

Purchase of stores peculiar to the P&T Department may be made
direct without having fo go through the DGSD., The financial
limits for local purchase may be enhanced, where necessary,

11, There arc two separate stores organisations, one for the postal and
the other for the telecommunications wing. Their function is to consoli-
date the indents of all the units, procure the stores and arrange for the
storage and issue of the supplies.  While no change on the postal side is
called for, on the telecommunications side the increasing workload would
call for the strengthening of the organisation. The . Telecommunications
Stores Organisation is headed by a Chief Controller of Telegraph Stores
in the Junior Administrative Grade. In the last decade, the total value
of the stores handled by the Chief Controller increased from Rs. 7 crores
to Rs. 22.3 crores. In view of the increased workload the Working Group
has felt that the post of the Chief Controller of Telegraph Stores should
be in the Senior Administrative Grade and that he should be assisted by
two Directors of Supply and of Accounts and Budget in the Junior Ad-
ministrative Grade. The suggestion made by the Working Group is for
consideration by the Department.

Forms and Stationery

12. The P&T Depariment uses a huge quantity of different kinds of
forms. These forms are of two types and have been termed as “essential”
and “non-essential” the terms originating in the source of printing and the
scale of requirement. The “essential” forms are those required in large
quantity and their supply is the responsibility of the Ministry of Works,
Housing and Urban Development. The “non-essential” forms are printed
in private local presses by the P&T heads of circles, etc., themselves under
special power given to them. Some 9,600 tonnes of essential and 1,200
tonnes of non-essential forms are now required. Supplies from the Gov-
ernment presses are staled 1o be of the order of only 6,500 tonnes. The
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shortfall is partly madz up by printing crdered by the head of circles in local
private presses. It is estimated that the P&T will need 16,500 tonnes of
forms at the end of the Fourth Five Year Plan.  We understand that the
expansion of printing capacity planned by the WH&UD Ministry will not
be able to meet thesc requirements. The” P&T Department has, during the
last decade, cxperienced a chronic shortage of forms and has been sub-
jected to criticism on this score in Parliament and the Prpgs, as well as
in the advisory committces of the P&T, apart from rcceiving numerous
complaints from individuals and other private bodies. The lack of ade-
quate forms has also thrown avoidable additional work on the operative
staff who are frequently obliged to improvise to carry on their work.

13. We would make two suggestions to mect the present situation :

(a) The complex and widely spread nct-work of the P&T has to depend
on documentation. Its need for forms of the right type, at the right time
and place and in the right quantitics cannot be over-stressed.  ‘The dcpart-
ment should, therefore, have due sharc in the responsibility for planning,
“programming and printing of its forms, thouch the actual execution of the
work may continue with the Ministry 'of WH&UD. Out of the presses
under the CCP&S the required ‘numbers should be specifically earmarked
for the production of P&T forms. A separate cell should be in existence
at the headquarters of the CCP&S to devote close attention to the require-
ments of the P&T Department. At the secretariat level, the P&T officers
shonld be associated at all stages of the formulation of expansion pro-
grammes of the printing capacity by the WH&UD Ministry.

(b) Though the h:ads of circles have powers to arder local printing,
there are practical difficulties since they have to operate within the sche-
duled rates fixed bv the CCP&S for printing work. Any rate which is in
excess of the scheduled rates by more than 25% requires the approval of
the CCP&S. The schedule of rates has not been revised since 1957, and,
therefare, the P&T circles are facing a good dcal of difficulty because the
printers are not attracted by the existing terms. We would suggest that the
powers of the heads of circles, cte. in this respect should be suitably enhanced.

14. While cvery effort should be made to ensure adequate supplies of
forms, there should be regular and periodic review of the size, content, and
the actual requirement of the forms. The size should, wherever feasible,
be reduced and the obsoletec and redundant forms deleted from the Sche-
dule of Forms.

Postal stamps and stationery

15. Postage stamps and stationery such as post cards, embossed enve-
lopes, inland letters. etc., are printed in the India Security Press and sup-
plicd to the post offices through the local treasuries. We undcerstand that
the Sccurity Press has not heen able to keep pace with the demands made
on it by the P&T Department, mainly because timely action has not been
taken to augment its capacity. Further, there is practically no systematic
attempt at forecasting the requirements, phasing of sunplies or forward plan-
ning. The Working Group has suggested that a P&T official should be
posted as a deputy to the Master of the Security Press to assist him in im-
proving matters. The suggestion may be considered by the departments
concerned.
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Charges for printing postage stamps and stationery

16. The P&T Department is being charged by the India Security Press
an additional amount of 1/9th of the actual cost of supplies as profit. The
Working Group points out that the P&T is not allowed to recover any pro-
fit on certain functions, which it performs on behalf of the Finance Ministry
relating to the Post Officé Savings Bank and Savings Certificates, It has felt
that there is in this matter no justification for a differential treatment ope-
rating to the prejudice of the P&T Department which is expected to func-
tion and is, in fact, treated as a commercial department. Prima facie, there
is force in the point made by the Working Group in respect of the India
Security Press under the Ministry of Finance. The matter is important
enough for examination and scrutiny with a view to arriving at a mutually
satisfactory arrangement taking into consideration the basic fact that the
1];&T Department is expected to carry out its operations on a commercial

asis.

Recommendation
25

We recommend :

(1) The officers of the P&T Board should be associated by the
Ministry of Works, Housing and Urban Development at all
stages of the formulation of expansion programmes in respect
of printing capacity. The required number of presses under
the CCP&S should be earmarked specifically for the printing
of P&T forms and a separate cell should be in existence under
the CCP&S to devote close attention to the requirements of the
P&T Department.

(2) Enhanced powers should be delegated in respect of printing to
heads of circles etc.

(3) The size, content and the requitements of forms should be re-
viewed periodically with a view to reducing their size and delet-
ing the obsolete or redundant ones from the Schedule of Forms.

(4) The question as to the basis on which the India Security Press
is charging a profit on the stamps and stationery supplied to
the P&T Department should be examined at an carly date with
a view to arriving at a mutually satisfactory arrangement taking
into consideration the fact that the P&T is expected to carry
out its operations on a commercial basis.

Materials Management

17. The discussion above would point to the neccessity of proper
materials management and inventory control, which are of great importance
in the management of commercial undertakings. It has been estimated
that in 1968-69, the financial outlay on projects shown as works in pro-
gress in the P&T Department was of the order of Rs. 74 crores, a substan-
tial porlion of which was accounted for by the cost of the materials to be
used in the works. In the same vear, the stores organisation on the tele-
ommunications side, procured and  issued stores and equipment worth
about Rs. 27 crores, while on the postal side, the expenditure incurred
on the printing, storage, distribution of stamps, forms and stationery, etc.,
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was Rs. 6.39 crores. All this represents a large outlay, on materials,
equipment and stores of various kinds, and involves the locking up of
considerable capital and the unnecessary holding, in many cases, of slow
moving items over long periods. Therefore, the question of efficient
materials management becomes a matter of great importance from the
operational as well as financial points of view. In our report on Public
Sector Undertakings, we have emphasised the need for better organisation
for materials management in thc public undertakings, adoption of modern
techniques of materials management, training in this field, simplification
of the operating procedures, etc. The relevant extracts of our comments
and recommendations will be found at Appendix III.

18. As already stated, the stores and cquipment used in the depart-
ment are procured not only by the central stores organisation of the depart-
ment, but also by the consuming units through direct indents placed on
the public sector undertakings. It is, therefore, all the more necessary
to adopt procedures and methods whicly would ensure that capital re-
sources are not tied up above the minimum limit necessary or for periods
longer than absolutely necessary, that supplies are phased in the most
gconomical manner, and that the facilities for storage and distribution are
provided at optimum cost.

19. One of the main reasons for the wide disparity noticed at present
between planning and execution is stated to be that the planning of pro-
curement is based on indents received from circles and not on any advance
estimation of material requirements based on the pre-determined schedule
of cxecution of works on an all-India basis. The indenting procedure
is thus faulty and there is abnormal administrative lead-time in procure-
ment as well as failure to ensure timely deliveries of stores ordered. In
the matter of stocking of standard items also, it is stated that there is no
scientific system of invenfory control in the stores organisation. It is,
therefore, imperative for the department to adopt modern techniques of
materials management. The holding of inventories should be the minimum
in relation to the programmed investments obsolete items should be deleted
from the stores inventory and the stock of obsolescent and slow moving
items reduced. The personnel in the stores organisation and those in the
field units engaged in large scale construction and operation should be
trained in the latest practices of materials management.

Recommendation :
26

We reconmnend :

(1) The _Department should take steps to control their inventory
holdings by better organisation in materials management and by
adopting modern techniques in this respect.

(2) Arrangements may be made to impart fraining in  materials
management to the concerned personnel.

(3) There should be proper planning and programming, and ad-
vance estimation of materials requirements based on a schedule
of execution of works on an all-India basis.



CHAPTER VII
PERSONNEL

The strength of the staff of the department (excluding the extra-depart-
mental employees) as on 31-3-1969 was 3,49,510 in the non-gazetted and
3,505 in the gazetted categories. The extra-departmental employees
{almost entirely on the postal side) numbered 1,81,287. Direct recruit-
ment takes place to the Class IV cadre, certain grades of Class III aund to
Class I, while Class 1I posts are filled entirely by promotion. In addition fo
the usual method of making promotions through Departmental Promotion
Committees, the P&T Department also uses the method of tests and exami-
nations for purposes of promotion. The extra~departmental empioyees
and the industrial workers of the Telecom. factories excepted, the vest of
the staff is goveémned, in matters of control and discipline, by the Central
Civil Services (Classification, Control and Appeal) Rules, 1959. ‘

2. The Working Group has listed a number of suggestions received by
it on the question of recruitment, training, appraisal of performance, pro-
motion, discipline and other conditions of service, in the Posts and Tele-
graphs. These should be considered by the department in the light of the
recommendations made by us in our report on Personnel Administration.
Our recommendations therein would apply to the P&T departmental cadres,
unless the circumstances arc so - exceptional as to warrant a  departure.
However, we are referring below to certain aspects of recruitment and
training which have a special relevance to the P&T department,

Recommendation :
27

We recommend :

The recommendations made by us in our report om FPersonnel
Administration on recruitment, training, appraisal of performance,
promotion, discipline, etc., would apply to the employees of the
P&T department, unless the circumstances are so exceptional as
to warrant a departure.

Special recruitment problems

3. The Class IV staff is recruited by divisional units after obtaining
nominations from the local employment exchanges and interviewing the
candidates. The Class 1II staff is on the other hand recruited on a circle
basis through open advertisement and selection is made on the basis of
the marks obtained by the candidates in the matriculation examination.
While no difficulties are experienced in recruiting Class TV personnel, the-
Department is facing problems of lack of sufficient response for recruit-
ment to Class ITI especially in respect of the quota reserved for scheduled
castes and scheduled tribes., In the casec of non-reserved categories, the
disparities in educational standards from State to State have, to some extent,
resulted in an increase in regional imbalances, in consequence of the vacan-
cies in a particular State often being filled by persons belonging to some

54
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other States where cducational standards are better. This also leads to
some administrative difficulties at a later stage since such candidates press
continuously for a transfer to their home States ailer joining the service,

4. The following arc some of the suggestions made by the Working
Group to get over the difficulties experienced in respect of recruitment to
the Class 1il clerical and allied cadres:

(a) Where it is not possible to get an adequate number of local
candidates for the clerical and allied cadres through rormal
channels, the employment exchanges may be asked te suggest
candidates. Selection may be made from among such candi-
dates provided they have the minimum educational and other
qualifications prescribed for the post. There need be no insis-
tance on the usual test of marks obiamed in the matriculation
examination.

(b) While discrimination should not be shown in the matter of
employment on the basis of place of birth, recruitment should
be confined to persons who know ihe language or languages
ordinarily spoken in the States concerned. The knowledge of
the language of the State should be made compulsory for entry
into the P& establishments in the State conmcerned, Tor this
purpose, the State Governments should be asked to indicate
the languages which they recognise officiaily in their respective
areas. This stipulation need not, however, apply io tcchnical
cadres where the knowledge of the local launguage is not
necessary.

We are in general agreement with the suggestions of the Working Group.

Recommendation :
28

We recommend :

(1) If enough local candidates do not become available for clerical
and alhed cadres throngh the existing mode of recruitment,
names may be called for from the employment exchanges and
posts filled if the candidates come up to standard.

(2) For the clerical and allied cadres, a knowledge of the langu-
age or languages officially recognised by the Sdate Govern-
ment should be insisted upon as a pre-requisite for recrumit-
ment to the P&T establishments in that State. An exception
may, however, be made in the case of technical cadres where
a knowledge of the local language need not be insisted upon
as a pre-requsite.

5. In the context of the recent deterioration in discipline among the
employces, the Working Group has recommended that an incentive may be
provided for loyal and dedicated service by ecarmarking ten per cent of
the vacancies for being filled from among the sons and daughters of P&T
employees. It is understood that in the past preference was shown to the
children of P&T employees in the matter of such employment. The Rail-
ways also had a similar provision till the Constitution came into force. It
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is possible that the children of P&T employees do acquire a certain apti-
tude for the calling of their parents and should, therefore, be in a position
to secure adequate share of employment i the P&T in the normal way.
Any special reservation in their favour would, however, be unsupportable
in the larger context. It militates against the constitutional provision of
equality of opportunity to all citizens for employment under Government.
We do not, therefore, agree with the recommendation of the Working

Group in this respect.
Training

6. Much headway has been made in recent years in providing training
facilities. Regional training institutions have been established at eight
different centres. Four of these are on the postal side and they impart
training to postal clerks and R.M.S. sorters while the other four are on
the telecommunications side and impart training to enginecring supervisors.
In addition, on the telecommunications side each P&T circles or telephone
district (except newly established ones) has a circle or district telecommu-
nications training centre for the training of subordinate cadres such as
mechanics, wiremen, linemen, telegraphists, telephone operators, etc. The
Working Group has recommended thag training centres be established in
each circle for the postal side also. - We agrce with the recommendation
in view of the incrcase in the rate of recrpitment to the clerical and allied
cadres of the postal wing, consequent upon its expansion, :

7. Therc is need for a great measure of refresher training. In the lower
cadres, specially in the technical branches, refresher courses must be ar-
ranged so as to enable the officials to Keep abreast of the latest technical
developments.  Similar refresher training is also necessary on the non-
technical side prior to or immediately after an official gets promoted to a
supervisory post. A programme of such refresher training has, therefore,
to be worked out. In recent vears, a number of mid-career training courses
have been arranged on new techniques like ‘cross-bar’ switching etc. With
the phenomenal increase in the telephome traffic, special training courses
should be: organised for imparting instruction in the telephone traffic prob-

lems as well.

8. At present, the Department has no arrangement of its own for impart-
ing management training to the middle levels of its management cadres
During the last four or five years some officers at the Junior Administrative
level have been deputed to the Administrative Staff College, Hyderabad
and the National Defence College, Delhi. These training courses are useful
and the practice of sending officers to attend them should continue. How-
ever, these could, by no means, be adequate substitutes for regular manage-
ment training, which should be given to every officer who is promoted to
the grade of Director, preferably before such promotion, or immediately
thereafter, The Working Group has. suggested that the Department may
explore the possibility of having a Staff College of its own, on thé lines
of the Railway Staff College at Baroda. We do not think, however, that
such a proposition need be pursued for the present. While the Department
should create facilities of its own for technical and refresher training,
management training can be more profitably imparted through professional
institutions of all-India importance which have built up the specialised
skill and expertise in this line. We, therefore, suggest that the Depart-
ment should fully utilise the services provided by institutions such as the
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National Academy of Administration, Mussoorie the Indian Institute of
Public Administration, Dethi, the Institute of Management, Ahmedabad,
the Administrative Staff College, Hyderabad, etc.

Recommendation ;
29

We recommend ;

The existing training facilities should be expanded broadly so as fo
provide for the following :

(i) Each circle should have a postal fraining centre;

(i) Refresher courses should be organised for serving personnel,
technical as well as non-technical; and

(iii) For management training, the Department should utilise fully
the services of the existing professional institutions of all-India
importance.

Personnel managemenyt in the public sector units

9. In the earlier chapters ‘'we have recommended that the responsibility
for the three public sector undertakings, namely, the Indian Telephone
Industries, the Hindustan Teleprinters and the Hindustan Cables should
vest in the P&T Board. In this connection, we would like to draw atten-
tion to the recommendation™ made by us in our report on Public Sector
Undertakings that in public sector undertakings all necessary steps should
be taken to reduce and eliminate the dependence on deputationists in man-
ning posts in the public sector and that for manning senior posts, preference
should be given to persons working in the undertakings, etc.

10. We understand that almost all the higher posts in the Indian Tele-
phone Industries and the Hindustan Teleprinters are manned by P&T
officers on deputation. The personnel directly recruited to these under-
takings have voiced a grievance that they have been excluded from these
higher posts, though they are qualified by knowledge and experience
for manning them. The Indian Telephone Industries in particular has been
in existence for over two decades. This period is long enough for higher
technical and managerial talent of requisite quality to have developed in
‘the organisation itself. Such talent should be encouraged and given ade-
quate opportunities along with the deputationists for occupying the higher
posts. It is also important that the personnel directly recruited by these
units should be given opportunities of enlarging their experience, and
shouldering progressively higher responsibilities, We would not, however,
rule out the employment of P&T personnel on the same terms and condi-
tions as are or would be applicable to deputationists to the public sector
undertakings generally. The suspicion that the higher posts in these under-

taking; are the exclusive preserve of the P&T departmental cadres must be
allayed.

11. The ITI has already become one of our biggest public sector under-
takings in terms of the number of persons employed. The Hindustan Tele-
printers is also bound to expand. When the responsibility for the Hindustan

*Recommendations No. 47 and 48 of ARC’s Report on Public Sector Undertaking.
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‘Cables is also transferred, as we have suggested to the P&T Board, the
latter will have some measure of responsibility for a large body of technical
and managerial personnel. Since these three undertakings are engaged in
the manufacture of closely related equipment, it should be possible by
mutual arrangement among the undertakings to have a system of inter-
change of their staff, Such mobility mould make for healthier personnel
management policies besides enlarging the opportunities of preferment for
the staff concerned. This aspect of personnel management should be con-
sidered by the appropriate authorities.

Recommendation
30

We recommend :

(1) Personpel recruited direct to the Indian Telephone Industries
and Hindusttn Teleprimters should have equal oppertuniiies
of promotion to higher techmical and managerial posts, along
with depatationists provided they have the requisite qualifica-
tions and experience,

(2) There should be provision for the interchange of personnel
among the public sector undertakings connected with the P&T
Board



CHAPTER VIIT
RELATIONS WITH THE PUBLIC

The nature of its operations brings thc P&T department into extensive
and continuous contact with millions of people in all walks of life. Tt is not,
therefore, surprising that numerous occasions arise for complaints. There
has to be an adequate machinery not only for prompt redress and remedial
action but for improving “customer-satisfaction” as well. As a commercial
organisation, the department should set high value on cultivating good and
harmonious relations with its customers—the general public.

Public complaints

2. In 1969, the department received over seven lakhs of complaints
regarding its postal, telegraph and telephone services. The largest number
-of complaints relates to the registration service (2.39 lakhs) and the money
orders service (2.77 lakhs). On the tclecommunications side, there were
11,755 complaints of non-delivery of telecrams. The Working Group is of
the opinion that the incidence of comvlaints is not large since it forms only
0.01% of the total traffic. We feel that this is not the right perspective in
which the figures should be viewed. ' In absolute numbers the figures of com-
plaints are quite high. Moreover, they represcnts grievances of only those
who have taken the trouble of putting down their complaints in writing.
There may be many more who refrain from doing so on account of innate
inertia or cynical lack of faith in securing prompt redress, There is, there-
fore, considerable scope for improvement in this respect specially because
the image of the P&T department is ot as good as it ought to be Commu-
nication is a matter of intimate and continuous concern for the individual
concerned and, therefore, constant effort has to be made to ensure a flawless
service to the extent possible.

3. The department has prescribed procedures and issued detailed instruc-
tions from time to time for the receipt and disposals of complaints in its
lower formations. There is, however, great need for more effective super-
vision over the disposal in the field offices. The machinery at the head-
quarters for prompt attention to the complaints received direct and also for
supervising the disposal and analysing the pattern of complaints in the lower
formations has to be made more purposefull, effective and prompt. In the
P&T Board this work is being looked after by a Director (Complaints) and
a Deouty Director General (Vigilance). both of whom perform these duties
in addition to the other work entrusted to them. The Working Groun has
remarked that the DDG (Vigilance) is mostlv occupied with anti-corruption
work and the Director (Compvlaints) with disciplinary cases. This is not,
in our view, a satisfactory arrangement. Public comnlaints should receive
the first attention and enjov over-riding priority at the hands of both these
officers and this work should not be relecated to a secondary position or
consisned to the backeround. Only if the nature and volume of work is
not adeauate to claim their full time and attention. should anv other item
of work be entrusted to them. Subject tn this consideration. the DDG
(Vigilance) may continue to be responsible for vigilance work which is also

59
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closely linked with the work of public complaints or redress of public
grievances,

4. There is another major deficiency in the present system of dealing
with complaints which has to be eliminated at an early date. The rules
prescribed and the procedurcs laid down for dealing with public complaints
are scattered over a large number of orders, memoranda, instructions, etc.,
which have accumulated over several decades; and many of which have
been superseded or supplanted by those issued at subsequent datcs. The
latest departmental orders and rules are not readily available in a handy
form. In many cases it is extremely difficult for the officials dealing with
this work to lay hands on a set of rules which is up-dated and revised. Such
officials, who have necessarily to be rotated, experierce considerable diffi-
culty in applying these rules and efficienctly discharging their duties. To
enable them to acquaint themselves casily with the current orders and to
administer them properly, it is essential that the existing orders and instruc-
tions should be reviewed by the P&T Board at an early date and reduced
to a set of rules or be manualised.

Recommendation
31

We recommend :

(1) In the P&T Board the work relating to complaints should
receive the first attention and enjoy over-riding priority at the
hands, of the two officers concerned, namely, the Director (Com=
plaints) and the Deputy Director General (Vigilance). Only
if the nature and volume of work Is not adequate to claim ther
full time and at‘ention, should any other item of work bc en-
trusted to them. Subject to this consideration, the DDG may
continue to be responsible for the vigilance werk in addition to
his duiies in comnection with complaints,

(2) The existing orders and iustructions on the subject of public
complaints should be reviewed by the P&T Board and reduced
to a compendious form and incorporated in the manuals,

Complaint books 4

5. The department has prescribed that a suggestion/complaint book
should be maintained in all post offices, which should bc made available to
the public who have a suggestion or complaint to make, even without their
asking for it. Complaints which are recorded are to be disposed of by the
head of the office by taking action himself if it is within his powers or by
forwarding a copy thereof to the higher authority if it is not. A cursory
examination of the complaint books maintained in a few offices shows that
very few complaints are actually recorded. On an average the number
recorded in a year is about 2 or 3. This indicates either general apathy on
the part of the public or lack of awareness of the existence of the complaint
books in the post offices. We feel that with better awareness of the existence
of these books and with greater confidence in the readiness of the depart-
mental authorities to take remedial action on complaints a morc widespread
use of the complaint books would be made by the public. We think that
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the fact of the existence of complaint books should be more widely pub-
hc1csigd through the display of suitable notices, posters and other publicity
media. ‘

Advisory Committees

6. Another method of acquiring a first hand knowledge of the public
grievances and difficulties is through advisory bodies. The department has
now constituted advisory bodies consisting of the Members of Parliament,
the State Legislatures and representatives of State Governments, Chambers
of Commerce, etc. At the national level, there is the Central P&T Advisory
Council while the Regional P&T Advisory Cominittees function at the level
of the circles. The Divisional Advisory Committees were also formed in the
postal divisions in 1963. The latter were, however, wound up in 1966 as a
measure of economy. We suggest the revival of the divisional advisory
committees in order that the user public may have a forum for discussing
their local requirements and difficulties with officers at the basic executive
level of the department. We would, however, like to enter a caveat here.
While certain categories of individuals and organisations have to find a place
in these advisory bodies, it is necessary to ensure that persons who are likely
to take an active interest in securing improvements in the P&T Services are
inducted into these bodies, We further suggest that the members of the
divisional advisory committees should be authorised to examine the complaint
books maintained in the offices and take up with the authorities the cases
which they consider to be deserving. The rules of business of these advisory
committees should provide for a review of the work relatine to complaints
being presented by the officers concerned for the information of the
members.

Recommendation 3
32

We recommend :

(1) The availability of complaint books in offices with which the
public bave dealings should be publicised through suitable
notices, posters, etc. These books should be scrufin’sed rega-
larly by all inspecting officers.

(2) The divisional advisory commiitees which were in existence in
postal divisions should be revived, Members of these com-
miftees should be allowed to exam'ne the complaint hooks and
to bring any deserving cases to the notice of the authorities,

(3) While certain categories of individuals and organisations have
to find a place in the advisory bodies, it shou'd be ensured that
such persons as are likely to take an active interest in the im-
provement of the P&T services are inducted.

Public Relations Organisations

7. The Working Group has mentioned that in many P&T administrations
in other countries, there is, in addition to the normal machinery for redress
of public complaints, a separate set-up charged with customer relations and
that in India such an organisation is yet to be built up. At present a single
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public relations officer posted at the headquarters attends to the work of
issuing periodic display advertisements besides editing the house journal of
the department. Press publicity of the departmental activities is arranged
through the officers of the Ministry of Information and Broadcasting. The
Working Group has referred to the absence of an organisation in the depart-
ment to attend exclusively to the business of keeping in contact with the
customers, assessing their needs, conducting traific surveys, popularising
some of the less known services and of educating the public on departmental
regulations so as to prevent an emergence of complaints at the source.
Arrangements for publicity, such as they exist, are available only at the
headquarters of the department and not in the'regions, In order to improve
public relations, the Group has suggested the setting up of a fullfledged
public relations ‘organisation to look after not only the work of publicity, but
also that of traffic surveys, public relations, etc. On a careful consideration
we feel, the utility of such an organisation would be somewhat limited. The
work of conducting traffic surveys and popularising the not-so-well-known
services can be handled properly ‘only by the administrative officers of the
department who are in close touch with the day-to-day operations and pro-
blems. The forums provided by the advisory bodies at different Ievels could
be utilised to a greater extent, 1ot only for ascertaining the grievances or
complaints of the public, but also [or a constructive appraisal of and enlist-
ing support for the measures taken by the department from time to time to
improve its services. Both at the headquarters and in the regions, the pub-
licity services provided by the Ministry of Information and Broadeasting
should be utilised more purposefully.

Recommendation :
33

We recommend :

The advisory bodies that exist at different levels in the department
should be utilised to a ereater extent. not on'y for ascertainine the
grievances and difficulties of the public but also for a constructive
anpraisal of and enlisting sunport for anv measures of imorovement.
The publicify services provided by the Mnistry of Information and
Broadcasting should be utilised more purposefully, ;

Some Suggestions

8. The Working Group has referred to some suggestions received by it
for improving the existing services and facilites in order to create greater
customer satisfaction. Some of these have also been brought to our notice
separately. We propose to touch upon two of these here.

(1) Information regarding new telephone connections :

It hag been often mentioned——and no doubt there is a good deal of pub-
lic dissatisfaction on this point—that an applicant for a new telephone has
no ready means of knowing when he is likely to get it even though the
installation of new facilities and provision of new lines is publicised occa-
sionally through the Press. Such information of a general nature is not,
however, very helpful and it provides but cold comfort to a long suffering
applicant who has been waiting in the queve for years. Tt is only proper, in
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our view, that wherever there is a sizeable waiting list of intending sub-
scribers, the authorities of the circles/telephone districts concerned should
take prompt and timely steps to keep the applicants informed of the latest
position in a helpful and sympathetic manner. For example, after each
meeting of the Telephone Advisory Committee a press communique should
be issued indicating the progress made in the disposal of the pending applica-
tions, and to the extent possible, the trend of likely disposal in the near
future.

(ii) Closing of Post Offices on Sundays and holidays :

For the last two decades it has been the practice to close almost all post
offices for public transactions on Sundays and restrict the facilities normally
available on other holidays. This causes considerable inconvenience and
has been a constant source of grievance. Postal working on Sundays and
holidays is, however, considered by the department to be an expensive pro-
position since the staill has to be paid at higher rates for working on those
~.days, Besides, this will give rise to difficulties in the matter of disposal of
gash since the treasuries and -banks will generally remain closed on such
days. However, we notice that the telegraph and telephone services of the
telecommunications wing and the railway mail service branch of the postal
wing continue their work almost round the clock on all days and no prob-
lems of extra wages have arisen. We aie inclined to feel that with some
adjustment in the rostering of the staff and with the cooperation of staff
unions, it should be possible to enlarge the extent and coverage of the postal
iaci]it%es now available on Sundays and holidays which are felt to be unduly
imited.

Recommendation ;
34

We recommend :

(1) After each meeting of the Telephone Advisory Committee a press
communigue should be issued indicating the progress made in
the disposal of applications for telephone connections and to the
extent possible, the trend of likely disposals in the near future,

(2) 'The department should make efforts to enlarge the extent and
;:lori(araage of the postal facilities now available on Sundays and
olidays.

S. Before we close, we may refer to a matter which is of great signifi-
cance for projecting the correct image of the department as a naticn-wide
public utility service. In the past, the department justly enjoyed a reputa-
tion for its high standards of service, Its employees have displayed in a
high measure the qualities of courtesy and helpfulness and the spirit of dedi-
cated service that should inform the conduct of public servants in general.
This tradition of good public relations built up over a century is still strong
in the department. However, in the recent past, its reputation has suffered
and the tradition has been somewhat besmirched by misguided actions on
the part of some, may be an insignificant proportion, of the employees. The
lost ground must be regained. Patience, courtesy and helpfulness in their
dealings with the customers whom they serve, and a high sense of duty and
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dedication to service, are qualities that have to be cultivated assiduously by
the P&T employees who, in the words of the Working Group, “come into the
most extensive and continuous contact with the public in all walks of life”.
It is important that these qualities are consciously inculcated from the begin-
ning, that is, even during the initial training of the employees. Any lapse
in this respect should be considered a serious matler and promptly dealt
with. The courtesy and helpfulness displayed by an office towards the
public and the absence of complaints on its part should be important factors
i assessing its performance for the award of prizes, shields, etc.

We conclude by cxpressing the hope\’tpat the mottos of the Department
“Service before self &  gfd @I will become the living credo
of its employees, for the greater good of the service no less than that of the
nation.



CuAPTER IX
SUMMARY OF RECOMMENDATIONS

Chapter 1I—Organization Set-up

1. (1) The postal and telecommunications services need not be con-

(2

2. ()

verted into a public corporation at the present juncture. The
P&T Department should, however, be enabled to function on
sound business and commnercial principles within the confines of
public accountability like any other public sector enterprise.

The postal and the telecommunications services need not be
separated at prescnt. The question of separation may have to
be reviewed when inter alia the pace and intensity of develop-
ment overwhelm the present administrative unity.

Chapter III—Reorganization of the P&T Board

The existing P&T Board should be reorganised on a pattern
analogous to that of the Railway Board as recommended by us
in our report on Railways. The P&T Board should exercise the
full powers of a Ministry of Government in the administrative
sphere, and with respect to its own finances, those of the
Government of India.

(2) The Overseas Communications Service and the Wireless Plan-

(3)

3. )

ning and Coordination Branch should be merged with the P&T
Board and the Ministry of Communications should be replaced
by a new Ministry of Posts and Telecommunications.

On their transfer to the P&T Board, the heads of the OCS and
the WPC Branch may be given the status and rank appropriate
to their functions.

The P&T Board should consist of a Chairman and five Members
in charge of the following :

(i) Finance.

(ii) Telecommunications Qperations.
(iii) Telecommunications Development.
(iv) Postal Services.

(v) Banking and Agency Services.

The Chairman will be responsible for coordination overall planning,
reséarch, WPC Branch, Public Sector Undertakings and matters of an

inter-service character such as vigilance, stafl welfare and relations
with staff unions,

(2)

The Chairman of the P&T Board should be ex-officio Secretary
of the proposed Ministry of Posts and Telecommunications in
the same manner as the Chairman of the Railway Board.
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(3) All the Members should have the same status, They nced not
have any secretariat status. The Members and specified officers
below them may be authorised to sign and authenticate docu-
ments, orders, etc., on behalf of the President,

(4) The posts of Chairman and Members should be treated as
selection posts, for which selection should be made on the cri-
terion of merit only. The Chairman should normally be select-
ed on merit from among the Members of the Board and the
departmental officers of the same status who may be serving

outside,

(5) Below the level of Members, the Board should have the assist-
ance of officers of adequate rank and seniority.

(6) The Board should function in a manner similar to the Board of
Directors of a public sector undertaking, with the Chairman
functioning as the head of the team. The Chairman should
exercise the statutory powers vested in the Director-General
under the existing enactments. In respect of their individual
charges, these powers may be delegated to the concerned
Members.

(7) The decisions of the Board should be on the basis of a majority
vote. If the Chairman disagrees with the majority decision, he
may over-rule his colleagues. Where he does.so, the matter
should be brought to the notice of the Minister.

(1) The Members should be fully responsible for the administration
of their charge and empowered to take final decisions in this

regard within the policy decided by the Board.

(2) Ordinarily, the P&T Board should concern itself only with
policy matters such as tariffs, budgetary and financial policies,
pay and allowances and matters of an inter-service character
such as staff welfare, relations with staff unions, vigilance, and
coordination between the postal and telecommunijcations wings,
Powers to take decisions in other matters should be delegated to

the Sub-Boards.

(3) The existing Postal and Telecommunications Sub-Boards must
be activised, They should be reconstituted on the lines suggest-
ed in para 19 and empowered to take final decisions on matters
delegated to them by the Board. The decisions of the Sub-
Boards will be by a majority vote but the Chairman of the P&T
Board should have powers of overruling them in case of dis-
agreement. In such cases, he should bring the matter to the

notice of the Minister,

(1) The P&T budget should be separated from the general budget.

(2) The Member (Finance) and his officers should be fully inte-
grated with the P&T set-up and should function as such, If the
Member (Finance) differs with his colleagues on any policy
question affecting financial matters, he may require the case to
be referred to the Minister of P&T, who may, if necessary, over-
rule him on his own if the matter concerns the P&T exclusively
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or with the concurrence of the Finance Minister, if it impinges,
or has repercussions, on the financial policy of the Government
of India.

The P&T Board should be set up under an enactment on the
lines of the Indian Railway Board Act, 1905. Pending such
enactment, the changes we have recommended in the structure
and powers of the P&T Board should be given effect to by exe-
cutive order, ’

Chapter IV—Finance and Accounts

Planning for the expansion of P&T services in general, and tele-
communications services in particular, should aim at not only
meeting the immediate needs, but it should be forward looking
and also have in view the demands of a decade in advance.
Adequate funds should be provided in time for this purpose.

A Planning Cell should be established on the lines suggested by
us in our report on the Machinery for Planning. This should
include, besides the telecommunications officers, experts from
other relevant disciplines.

The financial viabilify of the telegraph service should be improv-
ed, by controlling the cost of handling telegrams, effecting eco-
nomies, and expanding and popularising the Telex Service,

The Department should examine the question of rationalising

the tariffs on registered newspapers taking into account the re-

lative capacity to bear the postal charges and the need to give

glre maximum relief to the small, weak and nascent part of the
€s8.

The tariffs on other items should be fixed in such a manner that
losses on some operations where they are inevitable are met by
surpluses on other items so that on the whole the branch has
some surplus funds for reserves.

Economies should be effected in the postal branch by reducing
the expenditure on items such as over-time payments, re-
imbursement of medical charges, new establishments, etc. The
trial period of unremunerative rural post offices may be reason-
ably reduced. The local authorities may be asked to bear one
half of the losses incurred on such post offices. The small deficit
anticipated in 1970-71 may be wiped out by setting monetary
limits for economy for each circle.

The present convention between the P&T and the general reve-
nues should be put on a more stable footing by providing that
it would be in operation for a fixed period. Necessary provision
should be made for its periodic review.

The responsibility for maintaining the accounts of the Postal
wing should, as is being done in the case of the Telecommuni-
cations wing, also be transferred to the P&T Board under 2
phased programme,
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(2) In due course, a regular P&T Accounts Scrvice should be orga-

nised on the lincs of the Accounts Services in the Railways and
Defence.

(3) The Member (Finance) should in due course be designated as

Member (Finance and Accounts),

Greater financial powers should be delegated on the lines indi-
cated in our report on Delegation of Financial and Administra-
tive Powers to regional, zonal and such other administrative
formations.  An internal financial adviser may be provided in
the project organisations or zoncs if the nature and volume of
work clearly warrant such an appointment.

Chapter V—Field Organisation

14. (1) Four separate telecommunications zones may be established

15.

16.

with headquarters at Delhi, Bombay, Madras and Calcutta,
under Zonal Managers (Telecommunications) to cater to the
special needs of planning and. installation of major works, main-

-tepance of long distance lines etc.; and for technical supervision,

(2) Each Zonal Manager should be responsible for the functions

enumerated in para 8, in groups of P&T circles and telephone
districts falling within a zone. For the adequate discharge of
his responsibilities and the exercise of his functions, the Zonal
Manager should have the powers to issue necessary instructions,
to ensure compliance with them 'and also to obtain periodic or
special reports in maiters falling within his jurisdiction.

(3) The Zonal Managers should exercise administrative control

over the regional directors (telecommunications) and special
project organisations created for the execution of large coaxial
and micro-wave schemes which, at present, come under the
Additional Chief Engineer. T&D circle. The special project
organisations under the General Managers (Projects) Calcntta
and Madras should be merged with the zonal organisations.

The reorganisation of the P&T circles and postal divisions and
rationalisation of their areas/jurisdictions should be taken up
for study and examination in the context of the present circum-
stances including the trend, movement and volume of traffic on
account of increasing urbanisation/industrialisation. This task
should be taken up by the P&T Board itself.

The mails branch of each P&T circle should have an operations
research cell, whose special responsibility should be the
following : :

(i) studying the economics of rail/air transportation of mails
vis-a-vis road transportation of mails;
(ii) keeping a watch over the extension of the road transport

system in the rural areas and constantly exoloring the
feasibility of better and quicker routing of the wails; and
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(iii) Maintaining liaison with the State Transport authorities
with a view to adequately projecting the needs of the
department for the movement of mail and with a view to
securing the transport of mail at reasonable rates. The
rates should be settled by negotiation failing which there
should be a provision for arbitration. The Motor Vehicles
Act may be amended, if necessary.

A Mechanisation Research Cell on the postal side should be
established in the P&T Board to examine the feasibility of
mechanisation in the postal operations, particularly in the cities
of Delhi, Calcutta, Bombay and Madras and to work out the
economic and the administrative aspects of mechanising the
operations. The design and manufacture of the required equip~
ment should be undertaken in the country to the maximum
possible extent,

18. (1) The headquarters of the senior architects in the P&T Civil

19.

20.

Engineering Wing should be relocated at convenient centres, in
order to promote greater coordination between the circles, dis-
tricts and proposed zones on-one side and the civil engineering
units on the other. Likewise the headquarters of the Superin-
tending Engineers should be so located as to meet the needs of
the load of work and area where it occurs.

(2) The maintenance of buildings and the construction of minor

works should be entrusted to the Civil Engineering Wing. For
this purpose, the services rof the building staff should be trans-
ferred from the Telegraph Engineering Division to the Civil
Wing.

The relative merits and advantages of cable and wireless trans-
mission should be carefully assessed in planning for the expan-
sion of overseas communications facilities, Tt would be admi-
nistratively prudent and financially sound to invest in both
satellite and cable systems.

Chapter VI—Sgores and Equipment

The produetion of telecommunications equipment in the exist-
ing public sector undertakings or others which may come up in
future, should be so organised that the country keeps pace with
modernisation and developments in other countries and our tele-
communications system keeps abreast of the latest technology.

21, (1) The public sector undertakings should provide all the necessary

22,

spare parts for the equipment supplied to the Department, either
by manufacturing them or by getting them manufactured in
other undertakings or units in the ancillary and feeder industries.

(2) There should be effective coordination between the P&T Depart-

ment and the public sector units in planning and in important
aspects of production, supply, installation and maintenance of
telecommunications equipment,

The administrative responsibility in rtespect of the TIndian
Telephone Industries and the Hindustan Teleprinters should
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vest in the P&T Board. The responsibilities at present dis-
charged by the Ministry of Industrial Development in respect of
the Hindustan Cables Ltd., should be transferred to the P&T
Board, in case the sector corporation designated as the
“Engineering Corporation” recommended by ug in our report on
Public Sector Undertakings, does not come into existenee.

23. Enhanced financial and administrative powers should be delegat-
ed to the General Manager, Telecommunications Factories,
Calcutta, and to the Managers of the individual units at Calcutta,
Jabalpur and Bombay.

24, Purchases of stores peculiar to the P&T Department may be
made direct without having to go through the DGS&D. The
financial limits for local purchase may ‘be enhanced where
necessary.

25. (1) The officers of the P&T Board should be associated by the -
Ministry of Works, Housing and Urban Development at all
stages of the formulation of expansion programmes in respect
of printing capacity. - The required mmnber of presses under the
CCP&S should be carmarked specifically for the printing of
P&T forms and a separate cell should be in existence under the
CCP&S to devote close attention to the requirements of the
P&T Department,

(2) Enhanced powers should be delegated in respect of printing to
heads of circles etc.

(3) The size, content and the requirements of forms should be re-
viewed periodically with a view to reducing their size and dele-
ting the obsolete or redundant ones from the Schedule of Forms.

(4) The question as to the basis on which the India Security Press
is charging a profit on the stamps and stationery supplied to
the P&T Department should be examined at an early date with
a view to arriving at a mutually satisfactory arrangement taking
into consideration the fact that the P&T is expected to carry out
its operations on a commercial basis.

26. (1) The Department should takc steps to control their inventory
holdings by better organisation in materials management and by
adopting modern techniques in this respect.

(2) Arrangements may be made to impart training in materials
management to the concerned personnel.

(3) There should be proper planning and programming, and advance
estimation of materials requirements based on a schedule of
execution of works on an all-India basis,

Chapter VII—Personnel

27. The recommendations made by us in our report on Personnel
Administration on recruitment, training, appraisal of perfor-
mance, promotion, discipline, etc., would apply to the employees
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of the P&T Department, unless the circumstances arc so cxcep-
tional as to warrant a departure.

If cnough local candidates do not become available for clerical
and allied cadres through the existing mode of recruitment,
names may be called for from the employment exchanges and
posts filled if the candidates come up to standard.

For the clerical and allied cadres, a knowledge of the language
or languages officially recognised by the State Government
should be insisted upon as a pre-requisite for recruitment to the
P&T establishments in that State. An exception may, however,
be made in the case of technical cadres where a knowledge of
the local Janguage need not be insisted upon as a pre-requisite.

The existing training facilities should be expanded broadly so as

to provide inter-alia for the following :
{i) Each circle should have & postal training centre;

(ii) Refresher courses should be organised for serving per-
sonnel, technical as well-as non-technical; and
(ii1) For management training, the Department should utilise

fully the services of the existing professional institutions of
all-India importance.

30. (1) Personnel recruited direct to the Indian Telephone Industries
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32.
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and Hindustan Teleprinters should have equal opportunities of
promotion to higher technical and managerial posts, along with
deputationists provided they have the requisite qualifications and
experience.

There should be provision for the interchange of personnei

%mon,;z the public sector undertakings connected with the P&T
oard,

Chapter VITI—Relations with the Public

In the P&T Board the work relating to complaints should re-
ceive the first attention, and enjoy over-riding priority at the
hands’ of the two officers concerned, namely, the Director (Com-
plaints) and the Deputy Dircctor General (Vigilance). Only if
the nature and volume of work is not adequate to claim their
full time and attention should any other item of work be en-
trusted to them. Subject to this consideration, the D.D.G. may

continue to be responsible for the vigilance work in addition to
his duties in connection with complaints.

The existing orders and instructions on the subject of = public
complaints should be reviewed by the P&T Board and reduced
to a compendious form and incorporated in the manuals.

The availability of complaint books in offices with which the
public have dealings should be publicised through suitable

notices, posters, etc. These books should be scrutinised regularly
by all inspecting officers.

(2) The divisional advisory committees which were in existence in

postal divisions should be revived. Members of these committees
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should be allowed to examine the complaint books and to bring
any deserving cases to the notice of the authorities,

While certain categories of individuals and organisations have
to tind a place in the advisory bodies, it should be ensured that
such persons as are likely to take an active interest in the im-
provement of the P&T Scrvices are inducted.

33. The advisory bodies that exist at different levels in the department

should be utilised to a greater extent, not only for ascertaining
the grievances and difficulties of the public but also for construc-
tive appraisal of and cnlisting support for any measures of im-
provement. The publicity services provided by the Ministry of
Information and Broadcasting shonld be utilised more purpose-
fully,

34. (1) After each mceting of the Telephone Advisory Committee a

)’

press communique should be issued indicating the progress
made in the disposal of applications for telephone connections

and to the extent possible, the trend of likely disposals in near
future.

I'he department should make efforts to enlarge the extent and

coverage of the postal facilities now available on Sundays and
holidays.
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K. Hanumanthaiya
Chairman

Sd/-
H. V. Kamath
Member

Sd/-
Debabrata Mookerjee
Member

Sd/-
T. N. Singh
Member

Sd/-
V. Shankar
Member

Sd/-

N. S. Pandey

Joint Secretary
NEW DELHI,

May 15, 1970.



ApPENDIX 1

(Chapter 1I—Para 12)

Extract from Administrative Reforms Commission’s Report on Railways—
Chapter I, Paras 4 to 11,

4. The Railways are, at present run on departimental lines. In fact,
this was the reason why we did not deal with Railways (and Posts and
Telegraphs) in our Report on Public Sector Undertakings (vide para 5 of
Chapter I of the Report). Attempts have been made in the past to consti-
tuic an independent statutory authority for the management of the Raiiways.
The first concrete step taken in this direction was the proposal for the
setting up of a Federal Railways Authority under the Government of India
Act, 1935, The idea, however, did not eventually materialise.

5. The question of reorganising the Railways was later considered by
the Kunzru Committee (1947). ‘ihis Committec recommended the setting
up of a Statutory Railway Authority, primarily to remove the following
defects of running the Railways on departmental lines ;

(i) Decisions were often unduly delayed and the steady pursuit
of any long range policy scheme was rendered very difficalt
for the reason that the Railway Board was a part of the secre-
tariat of the Government of India, necessitating consultation

with other Ministries before taking decisions on various matters
of common interest.

(i) The Railways were cxposed to undesirable interference in their
day-to-day working.

0. The Estimates Comumittee, 1955-56 (First Lok Sabha) n their 19th
Report, considered the Kunzru Commitice’s recommendation for the setting
up of a Statutory Railway Authority. While accepting that such an
authority would assist in overcoming the two defects referred to above,
the Estimates Committee felt thay “withy less than three months left to
launch the Second ¥ive Yecar Plam, any radical change in the Central
Controlling Authority of the Railway will have far-reaching repercussions
and this would adversely affect the progress of the Second Five Year Plan.”
The Committee; therefore, did not approve of any radical change of this
nature. The question appears to huve remained dormant since then.

7. The Study Team has recommended no change in the present struc-
ture of the Railway Board which, in its opinion, may continue to combine
both the executive and secretariat tunctions. While recommending that the
Chairman, Railway Board, should be relicved of the responsibility of a
specific department, which has been allotted to his charge, in order that
he may have more time to devote to higher problems of operations, plan-
ning, cconomy and development, the Study Team has made the foilowing
comments, among others, with regard to the present working :—

(iy “...... the policies, practices and procedurcs in other De-
partments of the Government, which may not quite suit a
commercial-cum-industrial  undertaking  like the Railway,
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should not be allowed to infiltrate nto the Railway’s working
............ In a concern where 13.5 lakhs of employees
are working and where punctuality and customer satisfaction
are of patamount importance, a disciplined staff, owing loyalty
to the Administration is an absolute necessity and this can
be cnsured only if the Railway Ministry has the freedom
for regulating the conditions of scrvice and in affording incen-
tives to its staff.”

(i “...... the authoritics at the higher levels have become too
much cngrossed in details of minor importance, with the result
that they do not get ¢nough  time to attend to major issues,
Much of it is due to questions raised by Members of Parliament,
mostly on personal matters and the attention that has now to
be given to influential parties. Even seat reservations in trains,
arrangements for retiring rooms for parties, minor contract
affairs, etc., arc being attended to by the Railway Board, not in
isclated cases but almost regularly. We are also told that the
Ministers in the Railway Ministry receive daily a large number -
of letters from the Members of Parliament. The bulk of thesc
representations are in respect of individual cases involving trans-
fifteen per cent of these representations deal with the provision
fifteen pur cent of these representations deal with the provision
of passenger amenities like platforms, foot overbridges, lcvel
crossings and in a few cases construction of new lines. Only an
insigniticant numbcr relates to some policy issues. All these
have to be dealt with at the highest level in the Railway Board,
the zonai Railways, and the Divisions. This resuits in tihe de-
cision taken on minor matters at lower levels being questioned
and conscquently the authoritics at the lower lkevels lose initia-
tive and look for guidance from above. A lack of confidence
entails delay in taking decisions and shirking of responsibility.
In our contacts at the various levels of Railway administration,
we found an unmistakable cvidence of the morale being at a low
ebb and a general fecling of [(rustration,”

8. With regard to (i) the Study Tcam has recommended that *“The Rail-
ways should not be fettercd with modifications or ciroulars issued by other
Ministiics from time to time”. In respect of (ii) it has sounded a note of
warnmg that “unless the highest sovereign body in the country, namecly,
Parliament, decides to obscrve a sclf-denying ordinance in respect of internal
matters, particularly thosc concerning routine matters, such as staff pro-
motions, transfers, discipline, ctc. and the Members of Parliament confine
themselves mainly to broad issucs of policy emanating from the Ministry,
whatever the improvements we may suggest they are not likely to prove
fruitful.”

9. The Wanchoo Enquiry Comnittee on Railway Accidents, 1968, has
also made the following observation in its Report :---

“A more radical and fundamental method of eliminatiog political
influence in such matters may be to convert the Railway Board into
an autonomous statutory corporation as is the case in the United
Kingdom. It is not, howcver. within the purview of this Committee
to investigate into the pros and cons of thise proposal and to
pronounce on its desirability.”
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10. There is thus almost unanimity among these bodies as to the need
of avoiding interfcrence in the day-to-day functioning of the Railways Nor-
mally this should be possible if the Railways cease to be Department and
acquire a commercial character. The main arguments in favour of the
setting up of a statutory corporation for the management of the Railways
are as follows :—

(i) The corporation would be in a position to exercise its own ini-
tiative in day-to-day mmanagement without undesirable pressures
from different interests being cxerted on the management.

(ii) The corporation would be able to enjoy the maximum practi-
cable freedom of operation in its commercial affairs within the
framework of guidelines which may be prescribed by Parlia-
ment for its working as respects national economy, social needs,
financial policy, etc. It would, thus. be enabled to develop an
independent policy of its own, without having to toe the line
with other Ministries.

(iii) Within the unified command which would thus result, it would
be easy to pinpoint responsibility.

(iv) The Ministry of Railways would be relieved of the routine
matters concerning the day-to-day working of Railways. The

Ministry will then be able to devote itself fully to problems
of policy relating to gencral efficiency, economy safety, ctc.

(v) The statutory corporation would be a public authority in its
own right and would act within the autonomy allowsd in the
interest of the corporation and without being subjected to
unduz pressures.

(vi) The commercial character of Railways would receive greater
emphasis if a corporation runs them.

(vii) A clear demarcation of the functions in respect of the cor-
poration would make for administrative efficiency.

(viii) The major decisions of the corporation would, to some extent,
be taken in the intercsts of the corporation itself, within the
broad policy laid down by Parliament.

(ix) The Railways would be able to develop independent personnel
(including pay) policies, in particular, to suit their own require-
ments as they would not be rigidly bound by civil service rules
and regulations.

(x) The response from the Railway employces would be more:
favourable if they know that better working results would en-
sue if the Railways are run on commercial lines and they could
participate in prosperity lik¢ the cmployces in other public
sector undertakings.

11. We have given this question our serious consideration, Normally
as our approach to the problems of public sector undertaking would indi-
cate, we are in full sympathy with the plea for autonomy for commercial
public undertakings. In the very nature of things, having regard to the
scale of investment in the Railways and the varied and extensive operations
throughout the length and breadth of the country, there has to be maxi-
mum of autonomy in the functioning of the Zonal Railways, so that the
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work at the level of the Ministry of Railways is confined to policy matters.
There is thus little scope for iterference in the day-to-day conduct of
affairs by political or other external authoritics. Any reorganisation of
the pattern of the Railway administration should allow for this broad re-
quirement whether it functions as a department or as a statutory corpera-
tion. If the constitution of the Railways into a statutory corporation in
the present context is not considered feasible, we are of the view that the
Railways should be enabled to function on sound business and commer-
cial principles within the framework of the policy laid down by Parlia-
ment and within the confines of public accountability, like any other public
sector enterprise. Parliament will then exercise control over the Rail-
way finances and policy through the discussions and voting on the
Railway budget and Railway Demands for grants and also through
Parliamentary Committees like the Public Accounts Commitiee and the
Estimates Committee.  Discussions on annual reports, audit repotts, etc.,
will provide additional avenues of discussion for the Members of Parlia-
ment. While the avenue of mterpcliations should continue, questions re-
garding day-to-day management of the Railways will have to be avoided.
This approach would be analogous to' that prevailing in the United King-
dom with regard to the nationalised transport undertakings. In this con-
nection, Lord Morrison in the course of the Dorab Tata Memorial Lectures
in 1961, stated as follows :

“But when advantage was taken of this power to question Ministers
on matters of day-to-day requirements, the Government decided
that if they answered such questions they would in fact have to
run the industry which would be contrary to Parliament’s intention.
They, therefore, refused 10 answer any questions dealing  with
matters of day-to-day administration. This refusal invoked the
rule that if a Minister refuses to answer a certain category of ques-
tions, no further question i that category could be put down.
But although Ministers could /thus prevent questions they could not
avoid adjournment debates, since they had the power to inform
themselves on the circumstances, and to that extent were responsible
to the House.

“Later it was ruled that it there was a happening which was of
sufficient and fairly widespread public interest, he would allow a
Parliament question to be put even though it involved day-to-day
management.”

We would commend the adoption of this approach to the Parliament exer-
cising its responsibility for Railway Administration,

Recommendation :
1

We recommend

The Railways should be enabled fo function on sound husingss and
commercial principles within the framework of the policy laid
down by Parliament and within the confines of public acconntability,
but without any interference in its day-to-day working by puhthal
or other external authoritics, Parliament in the exercise of its
responsibilities may consider the adoption of the approach prevail-
ing in the United Kingdom with regard to the nationalised trans-
port undertakings outlined above,



APPENDIX I
(Chapter 111—Para 7)

Extract from Administrative Reforms Commission’s Report on Railways—
Chapter II, Para 19.

19. We would refer to. the special position of the Financial Commis-
sioner of Railways. The Study Team has suggested that the Financial
Commissioner should be designated as Member-Finance: and that he should
continue to have his existing powers of vetoing any. new item of expenditure
and of placing financial matters, in which he has differences of opinion
with the other Members of the Board, before the Railway Minister and the
Finance Minister. We¢ agree with suggestions of the Study Team. We
have felt that though the Raiiways are a Department of the Government
of India, in actual operations it should function, more or less on the lines
of a public sector undertaking. The financial management of the Railways
should accordingly be patterned on the lines, from the Railway Board
ownwards to the Divisional and District levels, as recommended by us
fox the Public Sector Undertakings, We have stated in our report on
Public Sector Undertakings that the essential role of the Financial Adviser
of Public Sector Undertaking should be that of the principal adviser to
the chief executive in all financial matters. . The main aim of the finance
branch should be to:

(1) feed management with timely information on the utilisation of
resources;

(2) make statistical analyses to bring out what the performance
data truly signify;
(3) explore and recommend possibilitics of reducing costs, with
due regard to thg maintenance of efficiency and quality; and
(4) generally advise on financial policies to be pursued and in
particular the cconomics of new schemes.
We have recommended in that report that it is of the utmost importance
that the Financial Adviser of an enterprise should regard himself as an
integral part of the management team and should place greater emphasis
on the management accounting aspect of the working. Accordingly, the
Member-Finance, the Financial Adviser and Chief Accounts Officer of the
Zonal Railways and the Divisional Accounts Officers in the Divisions
should function in a like manner. The Member-Finance should function
as a fully integrated Member of the Railway Board in respect of financial
matters affecting the Railways =xcept in cases where the decisions might
be in conflict with the financial policy laid down by the Ministry of Finance
or affect adversely the financial interests of Government as a whole, In
such cases or where he differs with his colleagues on any policy gquestion
affecting financial matters, he may refer the case to the Railway Minister
who may over-rule hitn on his own if the matter concerns the Railway ex-
clusively or after consulting the Finance Minister if it impinges on the
financial policy of the Government of India or has repercussions on such
policy.
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Recommendation :
8

We recommend :

The officers of the Finance Branch of the Railway including the
Member-Finance of the Railway Board should function as fully
integrated members of the management team at the various levels
in respect of financial matters affecting the Railway Board. If the
Member-Finance differs with his colleagues on any policy question
affecting financial matters, he may refer the case to the Railway
Minister who may over-rule him on his own if the matter concerns
the railways exclusively or after consulting the Finance Minister
if it impinges on the financial policy of the Government of India
or has repercussions on such policy,



APPENDIX 111

(Chapter V1—Para 17)

Extract from Administrative Reforms Commission’s Report on Railways—
Sector Undertakings—Chauter VII, Paras 9—14

Material Management

9. The efficicnt and economical use of materials is essential for the
profitable operations of any undertaking. Materials management forms
the most important part of the overall managerial effort at cost control.
Except for the purely trading and financial concerns, a major share of the
working capital of an undertaking relates to inventory holdings. Of the
total working capital of Rs. 384 crores as at the end of 1965-66, relating
_ to 40 running concerns of the Central Government, the inventories account-
ed for Rs, 361 croarcs. Of this, Rs. 222.5 crores was the value of raw
materials, stores and spares (both of production and construction) and the
remaining Rs. 138.5 crores related to works in progress, finished goods
and other items. In addition to the funds that get tied up in this way, the
inventory—<carrying costs which arc placed at 15 to 20 per cent of the
value of the inventory also impose a heavy financial burden.

10. Materials management in the public undertakings was recently
cxamined in detail by the Committce on Public Undertakings. Their
findings as well as those of the experts committees that have been cited
by the Study Team in its report indicatc that many public undertakings
have unduly large inventorics. This is bornc out from the comparison
of thc worth of inventory holdings of these undertakings with their nect
sales and cost of production. The sales-inventory ratio of the running
concerns of the Central Government for the year 1965-66 is reporied to
be 2:1. The ratio was the same in 1964-65 also. This is less favourable
than the ratio of 2.75: 1 reported to be obtaining in the private sector.
For the developed countries, this ratio is placed in the neighbourhood of
5:1. The same picture emerges on comparing the value of inventory
holdings of public undertakings with their cost of production. In five
undertakings, the inventory holdings were higher in value than two years’
cost of production and, in five others, it was equivalent to less than two
years’ but over one year’s cost of production. In their recent report on
Materials Management, the Conunittee on Public Undertakings observed
that “if the inventories of industrial running concerns could be reduced to
6 months’ production—which would by no means be difficult—it would
mean release of capital ta the extent of Rs, 104 crores........ ”,

11. Based on its own study and the reports of the Parliamentary Com-
mittees and cxpert teams of thce Planning Commission, the Study Team
has pointed out the following deficiencies in the arca of materials manage-
ment :

(i) thc inventories of industrial running concerns were, in many
cases, unjustifiably high;

(i1) many undertakings were still to adopt scientific methods of
inventory control;
79
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(i) luck of materials and delays in delivery  resulted in under-
utilisation of capacity in some undertakings;

(iv) several undertakings did net have proper storage and handling
facilities or a proper system of physical verification and storas
accounting; and

(v) In many cascs, purchase procedures where lengthy and involv-
ed a large numbcr of references to the finance branch,

12 A considerable improvemeng in the above situation can be brought
about through better organisation for materials management in the public
undertakings, and by drafting and codilying procedures and instructions
bused on modern techniques of snaterials management  like ‘Codification
and Classification’ and ‘ABC analysis”.  Training in  materials  manage-
ment and crcation of permanent facilities for the  purpose also  requires
special attention.  This training should not be confined 10 the personnel of
materials management department but imparted to the personnel of other
concerned departments also, since the management of materials is an inte-
grated programme which requires the cooperative action of all the con- -
cerned branches.  Equally important is the simplification of the operating
procedurcs to reduce the administrative lead-time in procuring the required
materials. B
Recommendation :

44
We reconumnend that :

(1) Muaterials management should be accorded due recognition at
the top management level where a Central Control Section
should be set up for materials planning and for sccuring ihe
ittroduction of modern  technigues,

(2) A Materials Management Manual should be drawa up to give
concrete shape to the relevant scientific concepts in each pub-
lic underiaking and to outline the prescribed procedures in
order to facilitate the gencral adoption of improved technique,

(3) Training in materials management should be given greater
importance.  In addition to having fully trained staff in the
materials management organisation, iy will be advantageous to
have shor(-term training imparted to the personnel of other
departments ag well,

(4) The operating procedures in the public undertakings should be
simplificd by taking among cthers, the following measures :

(a) Ou the basis of the anmual and longer term plans of the
undertaking, the Central Control Section for material
management and planning should draw up its own plan
and assess the volumie of work to be done and the amount
and type of materials to he procured;

(b) rules involving financial concurrence should be clearly laid
dewn for open tenders as well as limited cnquiry tenders
and standing committees should be set up for scrutiny
and sanction ol tenders (o avoid  interbranch  reference
within the undentaking;
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(c) purchases within pre-determined financial limits Iaid down
in the budget should not nermally require prior financial
concurrence except for the very costly items; and

(d) procedure for purchasing low cost items should be very
nicin simplified, reducing or, if possible, even eiiminating
the need for enquiry and quotations.

13, It is also necessary ta examine the cause which force the manage-
ment to go in for heavy stocking of materials—external causes over which
management has little or no control, Ip this area, Government have to
shoulder a greater share of responsibility. These external causes and the

resultant problems pointed out by the Study Team may be recounted as
follows :

(i) Surplus stocks and expensive construction cquipment left over
from the construction stage continue to inflate the inventory
figures for several years after the projecy has gone into
operation. ‘

(i) Lack of knowledge about the likely consumption rates of spares
and stores in the case of new plants causes management to
procure items on the recommendations and pressures of the
foreign collaborators and suppliers.

(ili) Paucity of indigenous supply and resultant long procurement
lead-times do not allow the . permissible  stock levels to  be
brougut down.

(iv) Lengthy and dilatory procedures in the Government, particularly
those rtelating to the release of foreign wxchange and issue of
import licences make. it difficult to reduce lead-time,

14, The problem of stores and cquipment required during the construc-
tion phase suddenly becoming surplus on the completion of the project will
be largely met with the setting up of sector corporations. As we have indi-
cated earlier, they will be in a position to secure greater and a more rational
utilisation of these items on different projects under their control. The esti-
mates for the procurement of these items should be couscrvative so that ex-
cessive procurement based on an over-optimistic schedule of construction is
avoided. A Coentral Planning Group for materials under the engi-
icer in charge of construction should be cntrusted with the task of plan-
Aing the total requirements and phasing their procurement, Excessive
stocking of siow moving items which are m the nature of ‘insurance spares’
against unforeseen breakdowns can be controlled to some extent by having
a team of Indian experts to check the estimates givén by the foreign coila-
borators.  The effective long-time remedy, however, lies in the promotion
of - indigenous manufacture of these items.  The public undertakings also
face diflicultics in baving to procure items [rom indigenous manufacturers
even though they arc of unsatisfactory quality.” Mostly, their deliveries are
not made in due time. In many instances, the undertakings have to pay
at rates which are 25 to 50% higher than the import prices of similar items.
Recommendation :

45

We recommend that ¢

(1) Project authorities should be precise in estimating the require-
ments of ifems like carth-moving equipment, vchicles, common-
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tools, etc., needed during the construction phase. In the large

pro;ects a Central Planning Group for materials should be se
up, under the engineer in charge of comstruction, for planning
the total requirements and phasing their procuremem.

The recommendations made by foreign collaborators on the pro-
vision of spares should be scrutinised in comparison with the
position prevaling in similar plants abroad, including the foreign
collaborators’ own plants.

(3) A small cell comprising technical experts and materials

(4)

management experts should be formed in cach large project,
and especially in those with substantial dependence on imported
items, to identify and catalogue the spares and to obtain their
manufacturing, drawings and specifications as a first sfep to-
wards establishing their indigenous manufacture. Project
authorities should take timely steps to create their own work-
shop fucilities in respect of items required in small quantitics
and non-repetitively.

Government should evolve effective inspection arrangemefts to
keep sufficient check on the quality of the products of indigenous
manufacturers. They should not come to enjoy a monopolistic
position, vis-a-vis the purchasing public enterprises under thr
shelter of Government’s understandable desire to promote im:
port substitution. Government should also formulate a uni
form palicy for the price prefcrence that the public enterprise
should extend to indigenous mamufacturers to serve as guide-
lines for the public enterprises, the indigenous manufactures
and the Directoratc General of Technical Development,

5) The recommendations made by the Mathur Committee for faci-

lating imports by public enterprises, and accepted by the Gov-
ernment, should be effectively implemented as soon as possible
pamcularly, the recommendations relating (o the facilities o
annual licensing and vesting of powers in project authoritic
to operate on foreign exchange mt‘:m the sanctioned allocation:
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