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ZTTIR OF TRANSLLITTAL

K.N, NAGCARXKATTI,

Chairman,

Study Team:on rFromotion Policies,
Conduct Rules, Discipline & Morale,

New Delhi,
December 13, 1967

Dear Sikri Hapumanthaiya,

I have much pleasure in forwarcding the Report of

our Stucy Team to you.

Our recorumendations arise fromfconclusions
regarding areas in which t.e functionin. of our
civil services needs to be made less rigid and more
dynamic tiian hitherto if.it is to give the correct
lead to tue country in emerging from a drag_ ing
econoity to a prospering one. In regard to the
formulation of policies the leadership rests no
doubt witlh the political executives, But tiie lead
given by the political executives will fail if the
civil services cannot match it witi:. their own lead
in implementing the policies. The stort fall in
our Tlan achievenents is, in a regrettable measure,

due to tie inability of the civil services to put
in *their best effort collectively. Tiere is not
enoupk of 'esprit de corps" or of the team spirit
and this asgain is due to the inability of the top
civil servanis to rally tie rank and file around

them in an effective marner.

In a lar:"e measure the structure of the civil
services, which has remained very much of the same
pattern as when we tool: over -<he administration from

the British, is responsible for these deficiencies.
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This structure hias perpetuated featurcs wnich
fitted in with Z2ritish interests ana with the
2ritish idecas of the fc¢lite! services, but which

are a misfit in tiic present set-up.

We have not been unaware of some errors in
the polditical leadership which had an adverse
e¢ffeet on the functioning of the civil scervices.
To hegin with, our Constitution makers gave the
civil servants, (whether by over-sight or whether
in a mood of generdsity, it is difficult to say)
an unprccedented measurce of protection the exploi-
tation of whiich has come to be a major problem
today. Next, it was not foreseen tnat the ncw
contacts which started in 1947 btcetween political
egxecutives and civil servants in tueir joint work
of huilding up tiie new order would slip into
undesirable chrnnels in thie absence of suitable

curbs on the formcr.

~

Je have put forward recommendations for
rcinedying thesc deficiencies, Some of them are
controversial and will ncoed & bold lead froum the
Administrative rReforms Commission, Some are not
controversial, but rcquire sustained and prolonged
effort without which t: ¢ recommendations would
find their way socon to dusty shelves., The
implementation of rccowrmcndations (of course, suck
of those as are eventually accepted by the Govern-
mcnts at the Centre and in the Statces) is, therefc
likcely to be a mighty job in itsclf, Our ¢ tudy Tc
members have all felt, thercfore, that the Adminis
rReforms Cormaissiornt may itself lay down lines in

detail for this work of implementation.



-3 -

In every aspect of the work of our Study
Team we have received commendable assistance and
willing cooperation from our Secretary, Shri N,

Chidambaram. Ve are deeply thankful to him.

We received valuable help from Dr. S.C. Seth,
Private Secretary to Shri V, Shankar, Member,
Administrative Reforms Commission; a couple of our
ma jor recommendations are based on his suggestions.

We place on record our thanks to him also.

Finally, we place on record our thanks and our
deep appreciation of the help rendered by the staff
in the Administrative Reforms Commission; and in
particular, we have pleasure in making a special
mention of Shri C.M. Nayyar, Personal Assistant to
Shri N. Chidambaram, who did the major work of

getting the wvarious papers ready, typed and filed,

Wwith kind regards,

Yours sincerely,
sda/-
K.N. Nagarkatti

Shri K. Hanumanthaiya, M.P.,
Chairman,

Administrative Reforms Commission,
New Delhi
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METHODOLOGY .







CONSTITUTION
OF THE STUDY
TEAM

TERMS OF
RRFERENCE
al™D SCOPE -
JF ENQUIRY

CHAPTER I

ptishes O REFERELCE, SCOPE OF iNQUIRY AND
METHODOLOGY

1.1 . The Study Team on Promotion Policies, Conduct

Rules, Discipline and Morale in public services was

first constituted by the Administrative Reforms Commis-

sion on the 16th June 1966 and at the time of the

signing of this Report constituted of the following:-
(1) Shri K.N: Hagarkatti, ve o Chairman.

Indian Civil Service (Retired),
industrialist, Bangalore.

(2) Shri R.S. Khandekar, .o Member.
Member of Parliament,
Gwalior.
(3) Shri R.S. Gae, . Menmber,
Secretary to the Govnrnment
of India,

Ministry of Law,
New LCoclhi.

(4) Shri R.L. Gupta, Member.
Tndian Civil Service (Ret~red),
Prindipai,
Adm*nlanratnfe Staff College,
Byderabad '
(7111l Jarnuary, 1967).

(5) Dr. M.S. Patel, .e Member.
Consulting Chemical mngineer,
Bonibay.

(6) Shri Dharam Yash Dev, os Member.
Journalist,

New Delhi.
(from July, 1966).

(7) Shri N. Chidambaram, " Secretary.
Demuty Secretary,
Adninistrative Reforms Commission,
New Delhi,
1.2 The Team was directed to make a study in the
field of personnel administration, of the subjects,
namely, promotion policies, incentives, policies

and rules governing conduct and discipline to ensure
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efficicney, honcsty and anintenanca of moralc.
Under the subjects »f 'Mri-le' and !'Incentives!,
the Study Toan hnd, inter alia, to include in

the scope of"its’study such diverse subjects as
amenities ~nd fringe bencfits to staff, retirement
benefits, work simplificttim, ete., being intoer-
rolated,

1.3 The Study Tc¢~m was required to ascertain
faets, locnte the hrineiple prgblem.areaé and
examine and suggest solution to the oroblens,

for the Comnissinn's c¢onsideration.

1.4 The Study Tearn had several sittings

at Delhi, Hyderabad, Bangalore, Irivandrum

and BSmbay - t°. discéuss th¢ varinus problems
pertiining t» the §ubjacts assigned to it.

In additi>n, the Chairman nd Members of tho -
Study Tuam visited sive~nl States and institu-
tisns, scverally and ~1so in grouns, had dis-

. cussinns with thc Ch~irman and Members of the
administrative Rof,rms Crission, the officers of
the Central -~nd 3t:tc SGovornments, the officers of
Publie 3ector Undertzkings, srominent nembors »f the
nublic, represcntatives of various Staff associations
and Union, and individual Government servants.

Tk Study Team-also sbtnined the ncecessary infor-

riition from such of the States which they

METHODOLO
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could not visit.
Particulars of the meetigs of the Study Team
and visits to the States by the Chairman and Members

are given in Annexure I.

1.5 The suggestions contained in the various
representations, memoranda and communications on the
subject received from members of the public, the
Central and the State Government officials, Unions

anl Associations and the documents, records, evidence
and information collected by other related Study Teams
of the Administrative Reforms Commission were also
available to the Team and the various points contained

thercin were taken note of.

1.6 As the subjects falling under the Personnel
Administration had been divided among three other
Study Teams, the Study Team on Recruitment, Selection,
Union P'blie Service Commission/State Public Scrvice
Commissions and Training, the Study Team on Personnel
Planning, Staffing of Public Sector Undertakings

and Personnel Management, and the Study Team on
Adminie*rative Tribunals, the areas of study ovarlapped
in some areas. In the meetings with the Chairman

and Members of the Commission, it was made clear to
all tiie Chairmen of the Teams that the recommendations
of the different Study Teams in overlapning areas

could not and need not necessarily be unanimous
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and the B8tudy Teams were free to give their
views from thelr different angles. Nevertheless.
the Chairmen of the Study Teams concernsed with
the allled subjects met together to exchange their
ideas on the overlapping areas. This Study Team
had four such meetings; two et Delhi and one each
at Calcutta and Bangalore. Besides, the Secretary
of the Study Team attended several meetings of the
Study Team on Recruitment, Selection, UPSC/State
PSCs and Training, and of the Study Team on
Personnel Planning, Staffing of Public Sector
Undertakings and Personnel Management, both when
they considered thelr working papers and when
they recorded the evidence of eminent persons
in public as weli as official life. The Study
Team had the benefit of the valuable information
and views gathered during these meetings. The
Team had also considerably benefited from a
study of the Reports of the Administrative
Reforms Committses of Rajasthan, &ndhra Pradesh
and Kerala,
1.7 Apart from following the conventional
methods of investigation in vogue in the Govern-
ment, the Team had supnlemented.4te data by
going lInto a detailed study of the available
academic and institutional literature on the

problems of personnel management in the field
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ol Public Administration. The Tean had alsoe benefitted
from the literature and official documents available
giving the practices and procedures bearing on the
terms of reference of our Study Team, as followed
in the various foreign countries of the East and
the West e.g., the United Kingdca, the U.S.A.,, Canada,

France, U.S.S.R., Australia, New Zealand and Japan.,

The Team had the benefit of consultation with
some of the faculty members and resear-h staff of
the institutions like the Indian Tnstitute of Public
Administration, National Council of Educational
Research and Training who gave many:valuable

suggestions.
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CHAPTER II

PERSOMNNEL, SYSTEM TODAY : STRENGTH AND WEAKNESS

2.1.1. The present structure of the services
is intimately connected with the subjects of our
study and hence a detailed discussion of it is

taken up here.

2.1.2. A 'Service'! denotes a group of civil
servants having common recruitmeﬁt conditions

and prospects, and a tcareer! is an acceptable
life-time employment under the G-vernmen’, All
Gcvernment servants are either meombers of a
tService! or they hold posts classified generally
into four classes, Class I, Class II, Class 1II

and Class IV services or posts. The Jobs are
divided wvertically according to nature of their
dutics, general administration, t-chnical or
professional, of various kinds like Accounts,
Income-tax, Agriculture, and horizontally according
to levels of competence required to carry out

these duties, like peons, clerks, operators,
assistants, supervisors, inspectors, assistant
engineers, etc. Appropriate groups of posts are
made available to appropriate Government servants
or 'Services;' for example, posts of Secretaries to
Government, posts in the Indian Audit & Accounts

Service, the Indian Revenue Service, the Central
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Engineering Services, and the State Enginecring
Services, ete. Certain posts under Government
may not be grouped to be manned exclusively by
a particular 'Service' and may remain as isolated
posts or groups of posts, While the 'Services!
for manning the posts at the Centre and in the
States are generally sefarate, some posts in the
States and at the Centre are filled by members
belonging to some common 'Services' called the
All India Services, viz., the Indian Adminis-

trative Service, the Indian Police Service.

2.1.3. During the British rule, the top HISTORICAL
DEVELOPMENT

'Services comprised of a group of 'All Indial OF THE
SERVICE

and 'Imperial' services, consisting largely PATTERNS

of British elements. The most important All
India Service was the Indian Civil Service for
general administration. The other services,
like the Indian Agricultural, Educational,
Engineering, Medical and Police Services, etc.
were specialist or technical services and
provided a carecer parallel to that of the Indian
Civil Service. The Indian Civil 8ervice was
primarily operating in the districts, the
geographic administrative units of the Provinces
and this constituted the bulk of its employment,
The generalist superior posts in the Provincial

and the Central Secretariats were all manned
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by this Service, but such posts constituted, at
first, a minor proportion of the total. Both
the generalist and specilalist All India Services
were supported in the Provinces by the corresponding
generalist and specialist Provincial Services which
were glven a somewhat lower position in the scale
of importance, and in the Central Secrectariat by
the Imperial Secretariat Service. There were at
the Centre the Imperial Services such as the
Irperial Customs Service, the Telograph Engineering
Service, etc. At the Centre and the Provinces there
wzs and continues to be a number of staff then
designated as the 'inferior' services and now called
the Class IV officers below the clerical level for
doing the mechanical work of carrying papers, records,
etc. a2nd doing other odd jobs.

Subsequently, in the 'twenties, the
recruitment to A1l India technical services was
gradually discontinued and the services themselves
virtually disappeared from the scene in coursc of
time. The majority of their functions was taken
over by the Provincial Services and the rest by

the Central Services both in Class I and Class II.

@)

The Imperial Scrvices were suitably renamed
and continued but without any major changes in
their structure. After independence recruitment

to the Indian Civil Service was r eplaced by
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recruitment to the Indian Administrative 3Survice.
Section 2A of the All India Services Act, 1251,
empovers the Central Government to constitute
by notification, additional ill-India Services,

e.g., the Indian Service of Engineers, the Indian
Forest Service and the Indian Medical and Health
Service. This goss to show that some of the

old 'A1l1l India' and 'Imperial' services which

were abolished after the indepndence have been

again revived with a view to maintaining a uniform
standard of technical efficiency and ensuring
national integration. The system of having the
levels, viz., the policy formulating and

managing level; middle management level and

clerical level, and the Class IV services to

do the odd manual jobs, has continued in essence,
after Independence both at the Centre and the States,
in the general, administrative, and technical fields.
The expansion of the Government activities has
necessitated the expansion of the existing Services
and creation of new Services but the new Services
have followed the same pattern of the existing
Services in the matter of levels. The pre-
indepcendencs structure of the Scrvices has thus

been continued even today but with minor changes.
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IMILARITY 2.1.4. This structure is simllar to the system in
ITH THE
.K. SYSTEM trie United Kingdom of having the Administratiye,

Executive and Clerical classes, but it differs from
the UK. set-up in several respects. The three levels
in the U.K. system are related to the three distinct
levels of educational reguirements of the candidates
and the educational system there cerresponds to

these requirements. But here though the minimum
educational qualification required for the clerks is
generally a pass in the matriculation, for posts in
the clerical level in certain departments (e.g., the
Audit Department) a higher educational qualification
is prescribed. Further, even where the minimum
educational qualification for the clerical appointments
may not be a pass’in a degree course, graduates and
even post-graduates apply and are selected for these
appointments. The existence of educationally over-
qualified persons, such as graduates and post-
graduates in clerical services, lsads to discontent
because the minimum educational qualification
required for the higher Services 1s also a pass in

the degree course of a University. It gives rise to

a feeling among them that their higher educational
qualification has not been adequately recognised ard
remunerated. While the British Administrative class
is not essentially a field service, the Indian Adminis
-trative and the majority of the other Class I
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services are primarily ‘inténded to be field
services. In the U.K. while the Executive and
Clerical classcs have long yay scales for their
career grades, vhe Administrative class mas in
comparision a much shorter scale for its carecr
grade. On the cocntrary, there is not much
difference between the length of the pay scalcs
of our superior scrvices and that of the lower
services for their career grades, as explained

in Chapter IIT.

2.1.5. The classification of the services CLASSIFICATION
, OF THE SERVICES
and posts into the four classes, I, II, III
and IV, or their equivalents is on the basis
of status attacihed to them. It does not follow
an occupational terminology, and, as the Sccond
Pay Commission in its report remarked:
"with the possible exception
of two or three neighbouring
countries, this kind of classi-
fication is peculisr to India."
The genesis of this kind of classifi-
cation can be traced to the British rule in
Indta. Unitl the Islington Commission (1912-15),
the Government officers were classified into
superior, subordinate and inferior services.
The Islington Ccmmission, however, made the

first departure by a recommendation that

where there was a large body of work not -
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sufficiently important to be entrusted to officers
of the Imperial Services but yet of a kind which
could not he performed by a subordinate agency, there
chould be over and above the subordinate services,
two services, or two classes of ore service, to be
descrihed as Class I and Class II. But the nomencla-
ture Class T and Class IT came into use only about
1926, This position continued until India got
independence.

The first post-independence development
in the field of classification came from the
recommendations of the First Central Pay Commission
of 1946-47 known as the Varadachariar Commission.
T1ils Commission introduced the terms Class III and
Class IV as substitutes of the then existing
description of the lower services as 'subordinate’
and 'inferior!. This Commission was doubtful if
such a fourfold classification was the correct
manner in which public services should be classified.
However, it adviscd its retention with the following

comments:

"Even under any new constitution thgt may
come into existence, it is not unlikely
that appointments to the higher posts will
be made by higher authority, while appoint-
ments to the ranks will be made by sub-
ordinate authorities under some kind of
delegated power. This differentiation
cannot, therefore, be regarded as something
objectionable in itself. In the statutory
rules as they now stand, this classification
is as already stated, linked up with
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differences in privileges in respect
of disciplinary action, right of apucal,

and it will not be worthwhile

disturbing the scheme by altering the
classification unless - and except to

the extent to which -~ a change seem

necessary."

Today the civil servant gets classified

grouping; secon<ly by classification into four

classes, thirdl; by division into gazetted and

non-gagetted categories and fourthly by their

pay scales.

Broadly speaking, the class in which

a Service or post is to be placed is determined by

the rate of pay it carries; and the general pattern

at the Centre is as follows:

Central Under Post-inde- Class-wise Max. of
Adminis~  British pendence Classifi- pay scale
tration Ruale Service~ cation. and Class Ranking
in India. Service wise placement
Stratifi- grouping. today.
cation.
Secretary Al11-India Class T s 960 and Gazetted
of State Services Services above
and and & Posts Class I
Imperial Central
Services Services
Officers Subordi- Class II ks 676 to (kuEU£d but
nate Services ks 949 a5tsn n—‘
Services & Posts Class II Eaze tte
Class III Bs 111 to Non-gazettec
Services ks 575
& Posts Class III
Inferior Class IV Net Non-gazette(
Services Services exceeding
& Posts Bs 110

Class IV

- % e atmu et a——
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Unlike the position classification system,
this classification concentrates little on the "work"
aspect of the Personnel Administration. On the
contrary, it serves to prescerve and complicate the
cnamolles of pay and promotion, as also of the class
differences., BExplaining the peculiarities of the
classification pattern by which the class in which
a service or post is to be placed in terms of the
rate of pay it carries, the Secord Pay Commission
observed, that even this pattern is not free of many
inconsistencies. Illustréting this point they observed:

"Zxceptions are permissible, but only with
the concurrence of the Ministries of Home
Affairs and Financej; and some exceptions
have actually been made. While they may
have given some satisfaction to the
services which have been placed in a class
above that to which their pay entitles
them, the exceptions have caused heart-
burning among those in the same pay
range who have not been so elevated.

Some of the exceptions are Section Officers
(Grade II) and the Assistants in the
Central Secrcetariat, who though on the
scales ks 530-800 and & 160-10-300-15-450
have been placed in Ciass I and Class II
respectively; some other examples are
Postmen and Linemen in the Posts and
Telegraphs Department, and Notice Servers
in the Income-tax Department, who though
on the scale ks 35-1-50 have been placed
in Class III."

Thus while Class I and Class II services
and posts are generally gazetted and the rest non-
gazetted, some non-gazetted posts and services also

fall in Class II service.
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2.1.6. The Sccond Pay Commission, it must be THE USE OF THE

CLASSIFICATION
said, did point out some of the undesirable effects

of the class differcnces although they stated that,
it was beyond their terms of referzsnce to judge,
"whether these differences are justified".
Referring to how the Indian classification

has been put to use, they observed that:

"Until a few years ago, there were
differences between one Class and
another in respect of several
conditions of service, and the
difference as betwecen Class IV and
the other classes were particularly
marked - extending to rates of pension
and gratuity, qualifying service for
pension, medical benefits and leave
entitlements. With progressive
liberalisation of conditions of
service of *the lower classes of
employees, the differences in
regard to leave, retirement
benefits, etc., have virtually
disanpeared and if a few minor
differences still exist, they are
not all favourable to the higher
classes; for instance, Class IV
staff have more generous leave
travel concessions, and a considerable
proportion of them have a higher
age of superannuation. In recspect of
certain other conditions of servicey
and of recruitmnt, differences still
exist, and they are mentioned below:

"(1) while all first appointments to
Class I Services/Posts are made
by the President, lower authorities
are empowered to make such appoint-
ments in other cases;

"(ii) all posts in Class I and the bulk
of the posts in Class II are
'gazetted', but others ar not;

"(4ii) the President is the disciplinary
authority for Class I, and the
appellate authority for Class II;
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the disciplinary and appellate
authoritfl es for Class III and
Class IV are mostly heads of
Departments or officers working
under them; and
"(iv) while direct recruitment to all
Class I and Class II Services/
Posts is made in consultation
with the Union Public Service
Commission (unless any are
specifically exclud:1), there is
no such general rule in regard to
Class IIT and Class LV Services."
2.1.7. The Gazetted Officers enjoy certain rights
and privileges and have certain obligations and
disabilitl es distinguishing them from the non-
gazetted staff. For example, events 1in the career
of a gazetted employee such as the transfers, post-
ings, grant of leave, etc. are published in the
Official Gazette; a gazetted officer can attest a
document; his pay and allowances are drawn on
separate forms, and are accounted for under separate
headings; his leave account, history of services,
etc. are maintained separately; the scale of office
accommodation, office furniture, and other facilities
for work allowed to him are generally on a higher
scale. Gazetted officers are not generally eligible
for overtime allowance for work done beyond the
normal working hours.
In the matter of applicability of certain
rules and regulations also, a distinction is made

on the basis of the four-fold division; for example,

in the conduct rules and the rules regardirg the
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constitution of machinery for joint consultations,
etc. soeparate stipulations have been made for
different classes of services and posts. Similar

distinctions ex:st in the State services also.

2.1.8. In view of the fact that such a classi- THE DIS~
‘ ADVANTAGES
fication while not serving any significant purpose OF THE
PRESENT
promotes class consciousness, the Second Pay SYSTEM

Commission recommended its abolition. We agree
with this view of the Second Pay Commission. We
also feel that there is no need to classify the
posts and services as 'gazetted' and 'non-gazetted!'.
If these distinctions are abolished the rules and
regulations built around the present classifi-
cation for purposes of management of the services/
posts can be provided for by other administrative
means., For examnle, the appointing, punishing and
appellate authorities ean be prescribed on the
basis nf the levels of the pay or the nomenclature
of the posts/services. Many of the functions at
present performed by the Audit Offices in respect
of the 'gazetted' posts and services, such as the
maintenance of leave accounts, issue of pay slips,
etc., may as well be performed by the respective
administrative authorities. Thus, the abolition
of the four classes and of the distinction as
gazetted and non-gazetted categories will not thus

present any management difficulty. On te contrary,
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it will greatly simplify personnel management and
conducive to greater contentment zmong the civil
servants.
2.1.9. It is not our intention and it does not
also necessarily follow that the abolition of the
classes and of the distinction between gazetted and
non~-gazetted civil servants should lead to any
lessening of the special responsibilities and
obligations cast on the present gazetted category.
Thie alternative administrative measures that will
be taken to carry out our recommendation should
ensure the performance, as at present, of suwh
speclial duties and obligations by the corresponding
category of officials in the new set-up. For
example, it may be provided that certain categories
of officials who are not at present eligible for
overtime allowance will continue in the new set up
to draw no such allowance. Similarly they may be
required to show a sense of greater responsibility
in their work than that expected of certain other
cztegories of officials, etc,
2.1.10. We recommend that the system of

classification of the posts and

services into four classes viz. I,

IT, IITI and IV or their equivalents,

and into the 'Gazetted! and !'Non-

gazetted! categories should be

abolished. The existing rules and

regulations based on these divisions

should be suitably amenried or

replaced by alternative provisions

which will achieve the purpose served
by these rules and regulations.
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2.2.1. The recruitment proceduras for the higher INITIAL

RECRUITMENT
Services have an important bearing on promotion TO THE HIGHER

SERVICES THEN
policies. The traditional method adopted for AND NOW.

recruitment to the Services has been the competitive
examination with written and viva voce tests. For
the higher non-+echnical Services a combined
competitive examination is held. For recruitment
to the various technical Services a similar
procedure is adopted. The direct recruitment by
competitive examination especially to the Class 1
Scervices is envisaged with the idea that vefy
brilliant persons taken between the ages of 2C and
24 or 25 years can by the time they are about 30

be shaped after working in the field, into very
efficient officials suitable for holding senioer
positions. The most efficient and energetic period
of a person's 1life between 30 and 50 years is thus
available to the department.

The basic ingredients of this system are,
therefore, (i) selection of rcally brilliant young
people, (ii) an intensive training for two years,
(iii) actual work in the field for at least a period
of five to seven years during which they will be
fully moulded to suit the needs of the organisation
they are serving.

In the past the calibre of the direct

recruits was ensured by their success in a severe
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All India competition in which a small number
usually less than one per cent of the
conpetitors were selected. It should also be
sald to their credit that they took their
training seriously, usually passed all the
departmental examinations in the first attempt
and by the time they were to be posted to the
{.eld they had a thorough knowledge of the
rules and regulations that formed part of the
outfit for their assignment.

In the field during their initial
stay which was not less than a perzod of five
years they gained experience which was very
basic to their future carcer. They were
enterprising and went boldly even out of the
way keeping to the spirit of the rules rather
than to the letter which an official
promoted from the ranks was hesitant to do.
All these made the direct recruit an essential
part of the administration and accepted as
such by one and all.

But after Independence the picture
has changed to a great extent. Witn abnormal
incrzase of govermmental activities, a large
number of officers is now required. At present,
the total number of persons annually recruited
by the Union Public Service Commission for the

higher non-technical services through the
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combined competitive examination for the Centre has
risen to a figure in the neighoourhood of 400 More
than 5000 competitors sit for the examination which
is held simultaneously in several centres. The numper
of direct recruits taken through the competiiive
examinations forms in comparison with the past
a fairly high percentage in spite of the larger
numbers now competing in the examination. Thus
the competitior. is now less severe than before.
Though there may be some exceptlons, the majority
of the 5000 applicants to the competitive examination
is from those who would probably on the basis of
their performance in their pre-university courses
have been ineligible for admission to technical
and professional degree courses the intake to
which is limited.

While thils is the posttion in the case
of non-technical services, in the competitive
examination for technical services, the number
of candidates coming upto the minimum standards
is not adequatz to fill the vacancies with the
result the examination has become more of a quali-
fying than a competitive one. The attainment of
many of the successful candidates is not high in
general knowledga and even in the basic technical
subjects. This is mostly due to the fact that the

better candidates are attracted to the private
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service where the really able are taken at much
higher emoluments. The result is that both in
the technical and non-technical services a
majority of the selected candidates is of below
average ability.

In the training that follows the
recruitment through the open competitive
examinztion, those who are not gble to give
a good account of themselves are given additional
chances to pass the departmental tests by relax-
ing the prescribed conditions. A sympathetic
view 1s taken of their failure to come up to
the standard. This is evident from the fact
that very few get rejected during the probation
perioed. Thus a poor recruit who, after
a training in which he has not been able to
acquit himself creditably, is brought to the
field after the end of two years, does not
levelop much confidence in himself. This is the
reason why very often a directly recruited
officer of average abilities leans during his
field duties heavily on the experienced
subordinates immediately below him for the
performance of his work. The situation is
taken advantage of by certain unscrupulous
subordinates who flatter him and try to get

things done in their own way.
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Due to shortage of officers a young direct
recruit gets ncw promoted within two or three years as
against a minimum average of five to seven years which
the earlier recruits had to put in before the first
promotion. Thus many young officers get promoted to
a senior position before they are equal to it. This
rapid promotion of persons with limited experience
to responsible posts creates a situation in whicl the
experienced subordinates who bear the main bruns of
the daily work feel that their comparatively long
experience is not given adequate recognitior. The
result is that the department does net get the best

even out of these promoted offjicers.

2.2.2. In the past certain shortcomings in the SHORTCOMINGS3
OF THa SYSTHSM

recruyitment system were not felt in the then OF RaCRUITMENT
EXAMINATION.

prevailing administrative and political context.

But in the present conditions they can no longer

be ignored except at the risk of inviting a serious
administrative set-bck to the efficiency of the services
and causing harm to the morale. The written
examination for the non-technical higher services
includes optional and compulsory papers reguiring
answers of g free response type on a variety of subjects
ranging from social, physical and natural sciences,
arts, humanities, law, literature, foreign and Indian
languages - modern and classical - and general

knowledge. Selection based on assessment of papers
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on different academic subjects poses difficult
problems in evaluation of comparative merits.
Firstly, though it is stated that the standards
of these papers will be those of an Honours
Degree of Indian Universities, there is 1o
precise yardstick for measuring the uriformity
in the standards of question papers on different
subjects and of different Universities.
Secondly, comparative evaluation of answers
to a question paper, say, in Chemistry with
a paper in British Kconomic History, or one
in Statistics with a paper in English Language
and Literature is extremely difficult. Even
though the Public Service Commission adopts
some methods for comparative assessment of
papers of candidates by different examinations
on the same subject, the same method cannot
apply for comparative assessment of answer
papers on different subjects. Thirdly, even
a uniform standard of evaluation of answer
papers on the same subject by different examiners
cannot be brought about in a precise waye.
Fourthly, in practical terms, success in a compe-
titive examination is more or less akin to success in
a gambling game. In recent years, the papers
for the hilversity examinations have tended

to put a premium on the students'! ability to
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mamorise rather than on his capacity to understand
the principles of the subjects taught. It is a common
sight to see students memorising answers to a score
of questions and appearing at the examinations in the
hope of seeing enough of these questions finding
a place in the question papers. These then are ihs
candidates who appear for the competitive examination
for the services. The examination for recruitment to
the higher Services is not much different from the Uni-
versity examination. Thus the method of achieving
a fairly precise assessment of the comparative merits
of candidates on the basis of an evaluation of answer
papers by dilferent examiners on different subjects

is beset with mainy uncertain factors.

Another important criticism about the THE BIaS
TOWARDS GHNERAL
methods of recruitment to non-technical services SUBJACTS

is that it operates in favour of persons with certain
social background. The majority of the candidates for
the competitive examinations are generally those who
have graduated in Arts, Humanities, Law and Sciences.
University education being comparatively costly, many
of the competitors generally are from well-to-do upper
middle class families. Quite i1 few of them are pogt-
. Zraduates and hold degrees in more than one subject,
being from those who continue their education in
Universities perhaps finding themselves at a loose-end

at the end of cach gradugtion coursc¢ which does not
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equip them with a specific skill in a trade or
profession. The system of competitive examination
adopted at present thus gives some advantage to these
candidates over those who on account of their
comparatively poor means, restricted family and soclal
cirumstances, such as coming from rural areas and
working class familjes, etc. are unable to have a
costly and prolonged University educaticn in
a congenial atmosphere. As the candid:te's ranking
in the examination is on the basis of marks scored
and as his final allotment to the various Services
is determined by the ranking, a difference of 10 marks
in a total of more than 1000 marks, though inconse-
gquential, makes all the difference whether a candidate
getw finally recruited to the IaS or some other
Service or to none at all depending on the aggregate
marks scored by him. Thus, the importance attached
to the marks secured in the examination is out of all
proportion to the difference in the marks involved even
though such a small difference cannot in the circum-
stances explained above be taken as precise measure
of the comparative abilities of the candidates.

The present recruitment system works in such
a way that a decisive part is played in the final
ranking by the marks gained in the viva voce test
by a candidate. The weight attached to impressions

gathered at brief interviews and the grant of marks
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on the basis of this impression give rise to a2 criticism
that the interview procedures may give undue advarsage
to candidates from the upper social strata, tacause of
the subjective nature of the interviews and tne likeli-
hood of the social attitude and prejudices of the interviewers
colouring the assessment. A social bias in the educa-
tional system and in the family background may thus
tend to get reflected in the managerial classes of the
Services. In fact a sﬁudy made of the representstion
in the higher Cervices of various sections of society
confirms the view that the socio-economic handicavs

or advantages arising out of the family background

of the successful candidates play not an insignificant
role in their final success at the competitive
examination. (The relatives of higher civil servants
constitute a high percentage of the entrants to the

top ranking services like the IAS and IFS - Sce
amexure II). No doubt, many refinements have been
introduced in the recruitment examination, such as

the introduction of additional papers for the IaAS

and IFS, the top ranking services, and restrietion

in the number of chances for appearance for a
particular service, etc., but as these do not, by

their very nature, counteract the inherent short-
comings of the system or nullify their effects,

they do not constitute the answer to these deficiencies.

It may be stated that the additional papers
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preseribed for the IaS and IFS mean on'v that the
candidates have to effer two more optional subjects
and the choice of subjects will not be much:of a
problem for one who is a double degree holder or who
makes more than.one attempt.

It may incidentally be mentioned that the
recent decision of the Government to permit the use of
all the languages mentioned in the Eighth Schedule of
the Corsstitution for the competitive examinations for
recruitment to be held by the UPSC will add to the
difficulties of comparative assessment of a candidate's
ability and his latent potentiality for growtn on the
basis of the rank in these examinations.

In the case of the higher technical
services, about half of the total marks assigned to the
competitive examination relates to the written papers
on the technical subjects concerned. To this extent,
the competitive examination for technical services may
be said to test the knowledge of the candidates on the
professional subjects, but it is not in other respects
free of the shortcomings of the examination for non-
technical services, peointed out above:
2e2e30 A different method of recruitment of
personnel to the higher Services is, therefore,
called for. The Study Team on Recruitment, Selection,
UPSC/State PSCs and Training has recommended

recruitment to 25% of the vacancies in the All India
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and Central Services, Class I (Non-technical) oy a method
comparable to the Method II type of examination for the
Administrative Class in the United Kingdom. That Study Team
has also referred to a Scheme of having a cormon competitive
examination for the higher Services. In regard to this
sugzestion it has been proposed in that scheme that
the scales of pay applicable to the junior and senior
scales for the Central Services (Non-technical) Class I
and the Indian Police Services should be the same and
should be very nearly close to those for the Indian
Administrative Service and the Indian Foreign 3ervice.

While we agree with the suggestion of having  COMMON PaY
SCALES

a common competitive examination for the higher Services,

our suggestion would be that the junior and senior scales

of pay applicable to all the Central Class I Services

both technical and non-techniecal including the Indian
Administrative Service and the Indian Foreign Service

may be the same. AS a consequentigl step, the posts

should suitably be recategorised and allocated to the

revised senior scale in each Service and direct recruit-

ment should be mnade only for the preseribed quota of the
recategorised posts in the senior scale through the

combined competitive examination, as in the case of

the Ia3 and IFS.

The common examination for reeruitment to COMMON fXaMI-
NATION FCR
all the non-technical Services should be devised to NON-TuCHNICAL
HIGHER

test the candidate's real intelligence and ability SERVICES
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instead of only his memory power. Till the recruitment
to the entire direct recruitment quota is replaced by
a better system of examination on sciertific lines
such as aptitude tests, psychometric methods etec.,
the present recruitment examination should, therefore,
be modified to give more weightaze to the 'common
sense! factors of the candidates, that is, to their
general knowledge and their appreciation of present
day trends. We suggest that the ms<imum marks for the
compulsory subjects may be raised from 450 to, say, 700
and that the maximum marks for the viva voce examination
may be 200, the same for all candidaites. Further, the
candidates should be required to offer optional
subjects for the total aggresate marks, say, of 800.
There should be no bar to candidates who have graduated
in professional subjects such as Engineering, Chemical
Technology, Law, Textile Technology, Accountancy,
Medicine, agriculture, Architecture, etc. from taking
the examination. For them papers on these subjects
should be included. To enable such candidates from
competing in the examination the upoer age limit
should be raised to 28. Further, successful technical
men should be given two ycars' seniority (or weightage)
over the others to compensate for the longer period
spent by them at the universities. We feel that the
maximum age for entry into Govermment Service should

in due course of time be fixed as high as possible.
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Ultimately, there need only be a minimum age 1limit for
entry and the age for compulsory retirement. wWe envisage
that beyond these restrictions in regard to age, no
further restriction in regard to entry into Government
Service by an open competitive examination ma:
ultimately be imposed. For the immediate present,

however, we recommend an upper age limit of 28 years.

2.2.4. The success in such a common recruitment ALLOCATION
; TO DIFFERENT
examination should only mean that the candidate will SERVICES

be appointed to an appropriate position under Government
in the entry grade (which should be the same for all
services) provided he qualifies himself in the subsequent
tests. All the successful candidates would be required
to underzo a rizorous six to eight months foundational
training course during which they should be initiated
into the varioua aspects of public administration. Their
potentialities and their skills and aptitudes should be
assessed during this training by several psychometric

and other tests and in accordance with this assessment
they should be allocated to virious functiongl pools or
services such as administrative, financial, economic,
accounting or other professional services. Those who

are not upto the prescribed standard may be offered
positions in lower grades appropriate to their ability.
Similarly, functiongl pools or services for scientific
and tecanicil jobs should be formed through appropriate

competitive examinations.
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Members of the pool or services would rise
to higher grades on the basis of their merit and ability
as shown in the course of their actual performance on
the job. There would be no bar for transfer from one
pool or service to another (if necessary, after imparting
some training) whenever administrative technical and
other rcquirements justify the same Inter-service
mobility can be planned among the meabers ef the various
services or pools which are inter-related; for example
among the different accounting departments, the different
tax~collecting departments, commercia]l departments,
telecommunication wings in the P&T, Railways, Defence
and Police Departments, the different Engineering and
Irrigz:Sion Departments. Transferability can be resorted
to extensively where the posts do not reyuire specialisa-
tion. It should be ensured that this mobility does not
become one way traffic only. The pay scales should be
at the same horizontal level corresponding to each grade.
The vertical ladder in each pool or service would also
have positions carrying same pay scales for corresponding
grades which would be determined on the basis of the
contents and evaluation of the jobs. After final
allocation to a pool or service, the first eight to ten
years of an officer should be spent in that special
discipline of administration to which he has thus been
recruited. We have elsewhere dealt with the nced for

simplifying the pay structures introdncing uniform pay
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sclaes for comparable jobs under our recommendations

regarding position classification. Till this position

classification is installed uniform pay scales should

be devised and made applicable for all the Class I

Services (including the All India Services), technical

and non-technical during the interim period.

2.2.5. It m.y be stated that on the basis of the RACRUITMENT
TO DIVFERENT

results of the same combined competitive examirztion, LEVELS OF
SERVICH.

candidates are allotted to certain Class II Gazettad

Services; for example, the Central Secretariat Service,

Class II, the Himachal Pradesh Police Service, Class I,

etc, Certain othker cases were also brought to our

notice, wherein in certgin years even candidates, who

did not opt for the Class II Gazetted Services, but who

were for some technical or other reasons not allotted to

the Class I Services were allotted to Class II Gazetted

Services, even though they were declared eligible to

hold a Class I post. We do net consider this practice

sound. Recruitment to different levels of Services

having dissimilar conditions of service should be

separately made as otherwise this affects the morale

of the Civil servants adversely. Therefore, our

recommendation for the adoption of a common recruitment

examination for the higher non-technical Services

including the All India Services means that on the basis

of the results of this common examination for recruitment

to the non-technical and All India Services, recruitment



- 34 -
of candidates to fill vacancies in the existing
class II (Gazetted) Services should not be made.

RECOMMEN- 2.2.6 We recommend, therefore, as follows:

DATIONS

fOR All Services designated hitherto as Class 1

ACTION Services, technical and non-tachnical, should
(2) be brought within the framework of one set

of unified econditions of service. For this,
the following stepns are recommended:

(i) The competitive examination for recruit-
nment t» the non-technical higher Services
Should be comion to all the Services.

(ii) In case the e xisting pattern of examination

is continued for this common competitive
examin tinn for recruitment to the non-
technical higher Services, the maximum
marks for the compulsory subjects should

be raised to 700, keeving for the optional
subjects 800, and for viva voce, 200, so

that a more balanced type of intellectual
candidates get into the top ranks.

(iii) In this common examination, the ootional
subjects should include many new subjzcts
like kngineering, Chemical Trechnology,
Medicine, Agricultu..e, Architecture, Law,
Iextile Tecnnolo_y, Accountancy etc., so
that, firstly, technical graduates who
now constitute the majority of first
dass boys 1look to these Services instead
of seexing service abroad and, secondly,
so that Government can secure the services
of the balanced type of intellectuals with
technical as well as non-technical back-
ground from the universities for the
multi-sided requirements of governmental work.

(iv) The maximum age 1limit prescribed for those
competing in the examinations for recruit-
ment should »e raised to 2R so that
professional and technical gzraduates may
be eligible for taking the competitive
examinations in large nunvers. Successful
technical and professional sraduates should
be given two years seniority over the
othem to compensate for the longer neriod
svent by them at the universities. We
recommend further that the ultimate
objective should be to remove the age
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limits for participating in the compe-
titive examination for recruitment
to Government servics.

(v) The present technical higher Services
should be brought under conditions of
service identical to those of higher
non-technical Services exceot for the
recruitment examination being in the
specialities pertaining to each higher
technical Service.

(vi) All the different Services should have
identical nay scales for posts at
comparable levels., Consejuently, the pay
scales for the entry :rade in all Services
should be the same.

(vii) Recruitment to the present Class II
Services on the basis of the examination
for recruitment to the higner Services
(Techinical and non-technical) may be
discontinued.
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2.3.1. Special provisions are mede amd for good
reasons, in order to give a fair representation
to the persons ™ longing to the scheduled castes
and the scheduled tribes. The appointments of
such persons to the services have often to be made
after relaxing the age limits as also to a certain
extent the standards prescribed for other candidates.
Persons so anpointzd may lag behind in promotions,
esvecially those which are made primarily on
considerations of merit. Some way of compensating
stch officers should be found. One way will be to
give appointments in the field, for those who are
not up to the mark for secretarial jobs. Thus they
can be postad in the projects for scheduled castes
and scheduled tribes, in co-operative, social welfare
and other similar departments and so on. Such
officers can in fact scrve with greater confidence
and possibly with greater effectivoness in such jobs.
However, this aspect of the career of members of
the scheduled castes and scheduled tribes should not
be lost sight of.
2.3.2. We recommend that persons belonging

to the scheduled castes and the

scheduled tribes should be placed

in such appropriate positions

where their special aptitudes eould

be uscfully employed. For example,

they can be given appointments in

the field in areas where special

projects are undertaken for the
welfare of scheduled castes and

tribes.
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2.4.1. The recrultment of clerks should be made
on the basis of simple competitive examinations
We are aware of one type of examination in vogue
in some offices of old Madhya Pradesh State.
Every six months (or every year depending ci
the vacancies) candidates registered on the
waiting list are called up for thé examination.
A long passage of ahout 700 words is dictted.
This tests the candidate's spelling and

33

handwriting, both of which arc important. The
candidate is then asked to make a precis of

the dictated passage in about 200 - 250 words.
This tests his command of the language. The
candidate is then also asked to write an

essay on a simple subject. In Madhya

Pradesh this type of examination brough in

fine candidates who did extremely well in

their careers.

If the recruitment to the clerical
cadre is continued to be made through an
examination as at present, we recommend the
holding of test on the lines above. In addition
to the examination on these lines, we should
also be required to take paper on Arithme-
tic.

A similar examination could be held

for Lower Division Clerks awaiting promation as

EXAMINATIONS
FOR RECRYJIT

ING LDCs AND
UDCs.
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Upper Division Clerks. For theu, the examination
may include a test to see how they are familiar

with rules of denartmental busiiiess and so on.

RECOMMENDATION 2.4.2. We recommend that the recruitment of
FOR ACTION clerks should be made on the basis of
(4) a simple competitive examination by the

departments., If the present type of
examination for recruitment is continued,
it may consist of a written essay on
a simple subject and a niece of dictation
to be taken by the candidates (which
gives an idea of handwriting and spelling)
and writing a precis of it. A paper on
arithmetio. should also be included. Forr
promotion: examinations for clerks
similar simple tests may be devised,
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2.5.1. A reference would be pertinent here WORK
STANDERDS
to the considereble overstaffing in Government FOR STAFF

offices. Racruitment to all services - Class I
to IV - has been made on a scale which, with
reference to our economy, can be termed lavish.
No doubt, the high pressure of Plan implemen-
tation, the need for controls arising from
scarcities of resources and materials and the
problems of fcod and unemployment caused by a
sudden spurt in population necessitated
feverish recruitment. But unfortunately no
systematic attempt was ever made to study

work loads. As a result recruitment went

along in an ad hoc way, often in a state of
panic and in a mood of abandon generated by
the unprecedented large allotment of Plan

and other funds. There are no work standards
for many positions and where standards exist
they are not often scientifically evolved. We
recommend that work standards should be adopted
for all levels of jobs on a scientific basis
and the staff rendered surplus should be
absorbed or provided with alternative
employment in suitable posts wherever there

is justification for employment of additional

staff. A scheme should also be evolved
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for the premature revirement =nd/or rehabilitation
of such staff who could not be absorbed in any
other post. This work should be entrusted to the
Organisation and Methods Division under the
supervision of the Central Personnel Agency (referred

to in paragraph 2.8.4.)

8§g§g§IES 2.5.2. In the U.S.A. and the U.K. there is
nothing 1ike the scheme of orderlies as we have
in our country. In Delhi there ar:s more than
10, 000 orderlies in Government ~ffices. It may
be true that this provides emnloyment. But so are
man-driven bicyde and other rikshaws. Everybody
wants the man-driven rikshaw abolished and the
man employed on something more constructive and
dignified work, But with each passing year, this
system is becoming a vested interest. Further, the
increasing numbers of them make the task of
finding alternative employment more and more
difficult. So is this system of orderlies. It is
by now a serious problem by itself and cannot be
done away with all at once. But we should soon
find the day when a Secretary does not feel
embarrassed when he has to carry the files himself
on his way to see the Minister or other officials.
(ind the Minister too in his turn.) The strength

of orderlies should be cut down to size. We should
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have despatch-riders in adequate number for taking Tiles
to and from offices, The old idea of employing orderlies
for private work in the homes of the higher oificials
died a not undeserved death. 8o, higher officers will
have less reason to complain.

There is also the reluctance on the part of
orderlies to do odd jobs pertaining to their offices.
In one case, the Class IV officials'! union enjoined
on its members not to carry loads of stationery or of
files exceeding {perhaps) 10 kilograms, with the result
that the office had to engage contract labour for the
job. Such instances are on the increase, Pressure
from the unions is largely responsible for this state
of affairs: the emphasis is on doing as little work as
possible. We are consequently recommending the
reduction of the strength of orderlies in adminigtrative

offices by about 50 to 60 ner cent in the next five

years.
2.5.3 We recommend that: RECOMMENDATIC
FOR ACTION
(1) wWork standards should be evolved for (5)

211l levels of jobs by undertaking
special studies by experts; and the
requisite strength of staff at the
various levels should be determined
on the basis of these standards.

(2) The task of evolving the work standards
and the determination of the strength
of staff should be entrugted to the
Organisatijon and Methods Division
under the supervision of the Central
Personnel Agency.
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The staff rendered surplus as a result
of the adoption of the work standards
should be absorbed elsewhere wherever
corresvonding vacancies may exist, or
provided with alternative employment

in suitable posts. For those who cannot
be absorbed in any other vacancy under
Government, a scheme for retirement
should be evolved.

The institution of orderlies in the
present day has developed into an
anachronism. We recouncnd that to
start with a reduction of at least

50 to 60 per cent of ++e orderlies

in administrative offic« - should be
made, spread over ths a7t five years.
This should be followz< Ly a rapid
increase in office ameritics, such as
telephone, PBX, telcx, franking machines,
computers in State-owned factories,
etc, etc.
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2.6.1. Wwe now refer to the .anning of posts at HIGHER POSTS
IN THs

higher levels in the Secretariat and other simila» SECRATARTIAT
AND OTHER

offices to which appointments are made from persons SIMILAR
OFFICES

serving in various ficlds and departments both in the
Centre and the States, We corsider below the several
views advanced in support of the present system of
appointing the members of one or two generalist Services
only to the higher posts in the Secretariat and other
similar offices preponderantly in preference to the
members of the other Services,
2.6.2. During the British rule, the Indian Civil THE INDIAN
CIVIL SERVICE
Service (I+C.3) was conceived as an elite administrative
Service. It was held to be superior to the other
Services even though the latter could and did perform
functions of equal magnitude and importance. all key-
posts in the different departmants (e.g. Secretaries to
Government, the Director-General of Posts and TeleBraphs,
the Commissjoner of Labour, etc.) were manned by members
of this Service. All the superior posts in the
Secretariat were reserved for them. The essential
feature of the ICS was its intellectual content., In an
imperial past when its membership had almost been entirely
British, they had performed the role of the founders and
the gumrdians of an adminjstrative system. 1In a later
era, when the Indian elements in this service came
into their own, they fulfilled the role of consolidators

and after Independence, planners for a nascent democracy
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and developing economy. All this they have achieveld
because of their high intellectual calibre, training
and experience. Their process of selection itself
involved grim competition with the best products of
the British educational system in its own home. Their
talents had freer play and their experience was more
intensive. They were accepted by ot:ars as the elite.
A combination of these factors enahled them to play
a pivotal role. But even during the British rule,
in course of time, due to the chanzing neceds of the
administration members of the other Services were
allowed to hold some of the key posts reserved for the
members of the Indian Civil Service., The creation of
the Commerce and Finance Pool in the Government of
India, eomprising not only of members from the Indian
Civil Services but also from other services like the
Indian Audit and Accounts Service, stc., was an outcome
of this development,
2.6.3 After Independence, the members of the
Indign Administrative Service (I.A.S.) have come to
occupy the position of an elite service. In the
States they are utilised as the managerial elite
in almost all departments and in the Secretariat.
At the Centre, they occupy after the I.C.S. a large
number of superior posts in the Secretariat and in
other departments, as well as in Public Sector

Undertakings. The I.A.3. receives the greatest



possible amount of organisational attention r.gnt from
the beginning so that the career prospects of its
members are not diminished and their promotion channels
are made smooth, One writer has Temarked that all
discussions of Indian Administrative problems are
excessively IAS oriented. Even the pay scale of

its career grade and its structure are designed in
such a way that almost all of its members reach as

4 matter of course the maximum of Rg., 1800 which is
the starting salary for the senior administrative
grade in the other Services, which is reached by

a small proportion of their members.

2.6.4 (1) The creation of an elite adminirtrative CRITICISM OF
THE CONSITITUIIO
Service right at the stage of initial recruitment OF AN ELITE
SERVICr RIGHT
has been criticised on several grounds. The treat- AT THE STAGE
OF INITIAL
ment Of only one Service as an elite Service causes RECR UITMENT

frustration in the other generalist and technical
Services. The position of the latter Services vis-a-
vis the elite Service creates problems of prestige

and status. The complaint is that it is the generalist
who administers, who has the last word in advice, who
has access to the Minister and through whom professional
advice must be filtered. The most apt illustration of
the attitude displayed towards the specialist and
technical Services is provided by that of a motor car
owner towards the motor car mechanic. The result is

that technically qualified persons, engineers and
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medical graduates feel that they are denied situations
which bring them greater recognition and prestige.

Tt is well-recognised that at the Pre-University
Courde, stage of education, many of ths better
qualified and brighter persons choosz to enter fizlds
like Engineering and Medicine. Very cften it is only
those persons who are left out and h-ve been unable to
nake the grade in this test that ke up the humanities,
like Arts, Commerce, etc. and ultinately become
administrators. Though they are non-technical, they
sit in judgment and occupy high positions of authority
over their colleagues in the technical field who

at one time were congidered better qualified. It
cannot be gainsald that this is a source of heartburning
and discontent among technical personnel. An excuse

is often advanced against the technical men that

where graduates in the humanities are far more freely
avallable than the professionally qualified persons,

it is a wasteful practice to employ the specialists,

the technical and the professional Services on work
where their specigl skills and knowledge may not

find direct application. This is not a valld argument,
The real solution to the problem lies in a reorientation
of the present system. The system of personnel
management should really be such as will secure

to these specialist, technical and professional

Services, an equal status with that of a generalist
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elite considering the value judgment of their special
skill and knowledge which are admittedly not readily
acquired. By this way, this feeling of discriminatory
treatment will be lessened. It is true that there
are examples of a professional or technical officer
appointed to the top posts in the Secretariat bu.
the manner in which such appointments are made gives
rise to the general feeling that such appolntments
continue to be exceptional and ad hoc and not as the
consequence of a planned personnel policy.
(2) A cystem which supports the superior status
assumed by a generalist elite does not adequately
recognise the need for greater scientific or technological
content in administrative thinking essential in
a welfare set-up and developing economy. In the present
context, a considerable degree of technical and
specialist content is involved in practically every
kind of field work where the contact with the common
man takes place. The technical, professional and THE NEED FOR
WIDENING THE
speciglist Services working in the field acquire and FISLD OF
CHOICE FOR AN
develop on these jobs managerial and alministrative ELITE SERVICE
skills in much the same way as the other Services.
By relegating them to a secondary position in regard
to appointments to high level posts in the secretariat
their ability derived out of a long stay in the field
remains unexploited to the full extent in the high

administrative posts. The constitution of an elite
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corps from a single source, thus, denies the State
access to wider fields of talents which are essential
for improvement of the general efficiency of
administration.

(3) In a democratic set-un it is not a sound
practice to make differentiation between one Service
and another merely on grounds of tracditional procedures.
A single Service like the Indian Civil Service could
functicn in the past as an elite Service because in
a different political context its authority was accepted
‘without much question Now a civil service structure
should as a whole be designed not merely to fulfil the
needs of the management bLut also to secure acceptance
by the whole staff in accordance with the principles
of Justice and egquality. An elite Service should not
be constituted in such a way as to shut out addition
to its strength at a stage other than at the source
of initial recruitment from the open market. Otherwise
it tends to become a devise for providing additional
opportunities of promotion and for reservation of
a majority of the top posts in the Secretariat and
other departments only to one or two Bervices
giving rise to a sense of injustice and heart-
burning among the other Services. The other Services
who feel that they can also share these posts
with.equal competence and merit should be given the
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opportunity. 1t should be noted that in the Civil

Services today the great majority of the senior

executive persornel are technical men on whose

morale depends the bulk of the execution of our

plan projects: The prevalence of the feelings of

injustice and inequity among the majority of the

higher specialist and technical Services who are,

along with the others, relied upon for the execution

of the policies framed by Government is harmful to

the morale and is at the root of the present inter-

gervice rivalries and bitterness and consequent

inefficiency. In public administration in a democracy

personnel procedures should be such that justice is

not only done, but is also believed to be done

Otherwise any practice, however, justified may no%

ingpire confidence, and may ultimately reflect

adversely on the efficiency of administration

2.6.5. There is a great need for speciglisation THE NE&£D FOR
TACHNICAL AND

in public administration Even the Indign Civil PROFESSIONAL
KNOWLISDGE AND

Service during the British days was not considered SKILL IN PRESENT
DAY ADMINISTRA=

and treated as a purely generalist service. Though TION

a generalist service, it was essentially a service

meant for the digtrict administration, and in

practice the mpjor ty of its members stayed in the

district administration for the better part of their

service. The choice fell on the ICS as the elite

Service not solely because its members had the
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experience provided by a district chai-e, though the
possession of such experience was an advantage, but
also because of the other special reasons that
existed in the context of the then political and
administrative considerations. We have already
stated that despite the specific reservation of top
posts in the Secretariat and in other departments
for the ICS the need for speciglisation was felt and
recognised by the flexible and pragmatic approach
adopted for manning some oOf the posts reserved for
them by officers of other Services. This is evident
from the formation of Commerce and Finance Pool and
from the ad hoc appointments of perscns other than
members of the ICS to various senior positions in
Government, After Independence, the socio-economic,
developmental and welfare programmes undertaken by
Government require to a greater extent than in the
past the application of technical professional and
specialised skills and knowledge in addition to
managerial skills at the top levels for their successful
implementation. Therefore, an elite Service now
should be flexible enough to provide qualified men
for such positions., But this is possible only if the
elite corps is drawn from all the higher Services
available. Though this need is to a certain extent
met by ad hoc appointment of technically and

professionally qualified persons as advisers or even
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a separate hierarchy of such qualified persons, it

is not entirely a happy solution to this question.

Such a step besides raising problems of esteemn,

is costly and dilavory, as it necessarily duplicates

a set of parallel agencies at the various levels. It

tends to blur the question of responsibility and

accountability for decisions. It may also give

rise to costly blunders in administration as any

incorrect or inadequate appreciation of the -rhcle

set of factors of a situation needing soluticn or

a failure or deficiency in fhe communication or

understanding between the two, viz., the policy

formulator and his technical or specialist adviser,

may spell disaster to the whole programme under

implementation. The damage done may be irreparable

or may retard completion of the programme by

several years,

2.6.6. There is the view advanced that SPECIALISATION
IS A 'MUST!' FOR

specizlisation and professionalisation in Services HIGHER JOBS IN
ADMINISTRATION

tends to restrict the growth in the members of

these Services of a broad outlook and of a sympathetic

and human approaeh to problems so essential in the

higher posts. It sannot be denied that persons working

for a long time on one type of work or working in only

one office or department continuously acquire expertisge

in the speciality which they are practising. It may

be true that some of them may develop over a period of
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Years certain fixed or rigid attitudes. This 1is an
individual shortcoming and it may be found not merely
in those working in technical or speciglist departments
but in all departments as well. Inflexibility in
outlook may also be brought about by advancement in
years or by increasing domestic ceres, 1t is stated
that often the work situation in cervain specialist
and technical departments even at supervisory levels
is monotonous and repetitive in nature and this
sometimes diminishes the capacity for adaptability.
This is not 3 valid argument., In a dynamic and
advancing society work pattern in any department
changes calling for the application of different
techniques and skills, and the specialist and technical
Services do not confine themselves to handling only
mechanical situations divorced from living and direct
contact with human beings. Yven the machines require
human operators whose work is superviged by these
technical and specialist Services, The general belief
that a narrow outlook is inherent per se in specialisa-
tion or professionalisation is not wholly correct and
is not supported by actual experience of countries
where specialisation or professionalisation is looked
for in every good administrator. The o0ld view that
"duties of all public offices are so plain and simple
that men of intelligence may readily qualify themselves

for their performance", cannot apply in the same measure
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today. Man of intelligence are no doubt still
required but they should also be qualified and
exverienced in some snecial field. As earlier
mentioned, durirng the pre-Indenendence veriod,

the district ad.inistration in a province consti-
tuted a special field which provided the bulk

»f administrators at top levels in Government.

Now in the changed set-up the district adminie-
tration should be considered as only cne among

the many snecialised fields which should throw

up personnel for mznaging the pests at higher
levels. The exaggerated accent placed on the
experience of a district charge as the sine gua
non for the higher managerial prsts in Government
ignores the prnfessional aspect of the work not
only at higher levels but also that of the district
administration itsélf. The need for looking upen
the district administration as a specialised

field of administration has been gravhically
commented upon by one witness that the job for
which the experience of a Collecter makes him
eminently suitable is that »f another Cellector.
This has been said to us not in any way in
disparagement »f the importance of the Collecter's
job, but to underline the fact that for top level
positions in Government many nther qualities and
skills in addition to those required in a district

charge are also necessary.
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2.6.7. There 1is another arzument that members of
all Services do not possess different work experience,
necessary for manning the higher posts. Versatility
in experience 1is sought to be given by changes at
short intervals from one type of work to another.
Such changes of the work of g G overnsont servant
at short intervals may result in his not acquiring
a thorough grounding in any one spaciality or profession
which should provide the basis for career develonment.
Sustained hard work in one job according to the
aptitude of person is calculated to develop the innate
abilities of the person better than a superficial
acquaintance with several jobs. Further only a long
stay in one Job enables a person to prove his worth,
and capacity for tackling problems. In the process
of quick transfers from one type of job to another
type of job, a person may leave problems to be
solved by his successors or may be required to solve
problems left by his predecessors in office. It is
Ao doubt true that all round experience 1is gathered
in different work situations by a capable person.
But a spell of duty in one job should be long enough
to enable a person to make an intensive study of his
work and to come into vital contacts with the various
problems and to tackle them. In this way inter-service
motility will have some meaning and help in broadening

the outlook of a person. The inadequacy of the
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inherited Service structure is that inter-Service
mobility as such is not available in all Services.
It is illogical to put restriction on inter-Service
mobility in respect of several Services and then to
hold that as one of the reasons for the members of
these services being excluded from the elite corps.
A sound practice would be to allow inter-Service
mobility in all Services to the really capable
among them. A balance should be struck betwecen
the need for specialisation and that for imrarting
versatility in experience for development of the
innate potentialities of talented persons to the
maximum extent possible. Inter-service transfers
may be useful if they take place after a stay in
one service of the persons for 8 to 10 yeurs. we
have, therefore, recommended elsewhere that an
officer should after final allocation to a Service
remain in that Service for 3 minimum period of
8 to 10 years. We have also referred to the
additional advantage arising out of the inter-Service
mobility in that it will lead to better placement
of persons who may find themselves in wrong Services
unsuited to their aptituydes.

2.6.8. We have referred to the formation of the
Commerce and Finance Pool in the early thirties for
manning the higher posts in the Secretariat.

In view of the Constitutien of several new 3ervices



- 56 -
after Independence, the source of recruitment to this
pool was enlargsd in 1952. It was rore or less

modelled on the lines of the old Cran:rce and Finance

X¥S CENTRAL Pool and the list of eligible services for it included
ADMINISTRA-
TIVE PGOL the IAS and other non-technical Services like the

various Accounts Services, the Indian Income-tax
Service, the Indian Postal Service, etc. In 1957,
a further revised scheme was introduced. We reproduce
the particulars of the scheme in Annexure III. The
field of choice for manning the higher posts at the
Central headquarters was widened so asg to include
not only a few more non-technical Class I Services,
but also the higher technical Services and the
personnel of the Public Sector Undertakings also,
as by this time the Public Sector was already
established and the need to draw persons from this
field to positions at headquarters was felt and
reccgni.sed.
FURTHER 2.6.9. Good as thls scheme looks on paper, it has
CHANGES
run into several difficulties, mainly in our opinion,
due to the pressure groups and vested interests.
After the scheme was given a trial for some time
further rethinking on the subjeét, appears to have
taken place. The result is that there has been no
further addition of officers to this pool. Practically
getting into higher positions at the Centre has now

become an ad hoc and random affair, each Servlice getting
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larger, lesser or no share at all accowrding as the
prevailing administration acted.
2.6.10. We may in this context refer to the
recommendations made by previous Committees and
Commissions. The Commission of Enquiry on
Emoluments and Conditions of Service of Central
Government Employees (1957-59) had made the
following observation:

wyJe consider it desirable that the
Government of India should draw

the personnel for their headquarters
organisation from as wide a field

as possible, and that it is in the
interest of the efficiency of the
Central Organisation that fuller use
should be made in it of the abilities
and the diversity of the experience
of the officers of the Class I (non-
technical) Services. It further
appears that under the present
arrangement officers of these services
do not have as among themselves equal
oppostunities for servies in the
Cent®al Seeretariat."

VIEWS OF SeCOND
PAY COMMISSION

The tdal strength of Central Class I Officers

including the A1l India Services is agbout 18,000 with

the approximate break-up as follows:

Indian Administrative Service 2800
Indian Police Service 1660
Non-technical Central Services,

Class I 3800
Technical Central Services,

Class I 9800

Of these 18,000 civil servants of Class I, as many

as 9,800 (54%4) technic.l men and 1600 (9%) policemen

are generally barred from the top posts in the
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Secretariat and 55% of about 700 top posts of

Deputy Secretaries and above, (75% of Joint Secretaries
and above) in the Central Secretariat are held at
present by civil servants in the Indian Administrative
Service.

2.6.11. The Central Jjecond Pay Commission (1957-59)
observed as follows in regard to the apoointment of
technical men to Secretariat posts :

"Where the work of a Departuent is mainly
technical, it is desirable, in our view

that the Secretary .should be a person who,
while possessing administrative ability

and capable of taking a broad Government-

wide view of matters, has a technical
background in the partisular field. 1In

a Department, which has a considerable

amount of technical as well as administrative
work, the Secretary may be either a technical
officer with nroved administrative capacity or
a. generalistiadministrator; technical officers
should not be excluded from the field of
choicey on a »nriori considerations, but should
be considered™on merits."

2.,6.12. The Rajasthan Administrative Reforms
Commission (Chairman - Shri H.C. Mathur,M.P.) made
similar observations.

2.6,13. The Estimates Committee (1965-66) observed

in their Report as follows :

"The Committee commend the idea of a Central
Administrative Pool to provide officers for
manning senior administrative posts under
the Central Government, They suggest that
the pool should be gradually developed into
a main source from which officers may be
drawn to man the senior administrative
posts under the Central Government e..e

The sejegction of officers to the Pool
from the A1d India Services and Central
Services Class I may be made keeping

in view their respective strength so that
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there is a fair representation of 2ll
the Services in the higher posts oI the
Central Government and no single Servi.ce
monopolises the top posts under the
Central Government.

The Committee have already under:in2d

the nsed for taking practical steps

to induct a larzer number of off:icers

with technical background, training and
experlance as administrative heads of
institutions, departments/ministries
dealing with scientific, industrial and
technical subjects. The Committee sugiest
that the Ministries/Departments dealing
wich technical subjects such as Agriculture,
Science, Kducation, HKconomic Matters, etc.
should be manned by officers belonging to
the corresponding All India or Central Services."

2.6.14. The reaction of the Central Government to REPLY OF
CENTRAL
these recommendations as conveyed in their reply GOVER NMANT

to the Lok Sabhg Secretariat was unfortunately

gquite disappointing. The reply (given as late as

in January, 1967) was on conventional and old-time
conservative lines, The reply 1s in effect a feeble
attempt to justify continuation of the present
unsatisfactory state of affairs. The Central Govern-
ment had with them their own unimplemented scheme

for the constitution of a Central Administrative Pool
ever since 1957. Nothing had been done to give full
effect to this scheme. Further procrastination may
lead to highly undesirable consequences. As an
illustration we would point to the recent strikes

of Engineers »f Punjab and Kerala which are an
indication of discontent and the low morale

among the Services.
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2.6.15. we quote in extenso the reply given by

the Central Government:

"There is already a scheme to constitute

a Central Administrative Pool. This
scheme is now under revision and the

new pool when constituted is proposed

to be called the 'Central Economic Poolt.

"In accordance with the existing scheme

as also according to the proposal under
consideration the Pool is intended only

as & limited source of staffing arrangements
for economic posts under the Central
Government. Many of the State Governments
have expressed their opposition to this idea.
In view of this, the siz= of the Central
fconomic .Pool will for ti:z present be

a modest one, It cannot be made the main
source from which off.cers are to be drawn
to man senior administrative posts under the
Central Government foxn several reasons. For
administrative posts, generally it is
necessary that the officers should have
experience of field administration in the
States and be able to revive their contacts
with the grass roots of administration from
time to time, There are some posts which
require either specialised knowledge or
continuity of experience in spheres exclusive
to the Central Government, Such posts are
intended to be filled by the officers drawn
from the Keconomic Pool ....

".... It would not be either practicable or
correct to-restrict the Committee'!s selection
of officers by imposing the restriction that
they should select officers in proportion
to the respective cadre strength of All India
and Central Services., The Services primarily
recruited for general administration may hold
a large number of posts under the Central
Government but there is no question of
any monopoly by a single service.

"While the recommendations that practical

steps should be taken to induct a large

number of officers with technical background,
training and experience as administrative
heads of insitutions, Departments and
Ministries dealing with scientific, industrial
and technical subjects are unexceptiongble,
there are practical difficulties in providing
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that posts in Ministries/Departments
dealing with technical subjects, such
as Agricultuyre, Science, Kducation,
Economic Matters, ete,, would be filled
only with officers of respective
technical services,

"Senior posts under the Governuent are

of two kinds. In the first category

are posts in instituticns and departments
outside the Secretariat organisation where
the departmental or institutional
hierarchies are utilised to man thc top
posts. It is seldom that a generaii-t
adiinistrator is placed at the head c”
any such organisation. In exceptiornal
cases where this is done, 1t is usuxliy
for the reason that Jjob content of

a particular post is more adminisirative
than technical.

"In the second category fall Secretariat
posts. It may be mentioned that the
Secretariat type of work is quite
different from that done in the specialised
departments. While under the present rules,
Secretariat appointments can be manned by
officers of any of the Central Services,
Class I, most scientific and professional
officers would continue to make their
earcers in their own ficlds and may indeed
wish to do so. Upto the level of the Heads
of Departments, certainly technocrats,
scientists, educationists, etc., are
esseéntial, so that Government's examination
of the technical and scientific side is
well-informed, but it is not necessaryv that
certain departments of the Secretariat
should be manned only by officers belonging
to those speciglised services. Therefore,
while maintaining the flexibility of
staffing and keeping the senior posts open
to all groups in the service, the professional
aspect of the generalist services cannot
be ignored."

2.6.16. In the light of the observations we have OUR COMMENTS
made, we feel 1t necessary to consider at length the
various points made out in the reply of the Central

Government to the Estimates Committee,
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Firstly, it is said that many States have
opposed the scheme. This appears o be so because
men taken in the podl cannot be recialled by them
(after suspension of their lien) and because the
States very likely feel that they-have no final voice
in selecting officers for the pool. 1In the larger
interests of the country these and, if any, otner
objections should not waigh with the Central Government.

Secondly, it is suggested that officers with
expericnce in field administration in the States and
with ability to revive their contacts with the grass
roots of administration from time o time cannot be
found from outside the present recruiting ground
composed primarily of the Indian Administrative Service.
This argument is invalid for the following reasons:

i) We have already referred to the fact that
field experience or grass root contact is there in
every service. REven among the members of the Indian
Civil Service and the Indian Administrative Service
the composition of the cadre is such that the average
lensth of service of a direct recruit at present
in the field as District Officer hardly exceeds a year
or 18 months.

This 'district experience!' theory which is
brandished as a trump card does not today have the
validity which it had before Independence when officers

used to undertake long tours and spend night after night
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in tents in remote villages and sO perforce cune
into contact with the sons of the soil and with
the humblest people in the districts. After
Independence, the car and the Jeep gave an
excuse to the officers to give up effective
touring with tents altogether. The officers
now make hit and run dashes to the villages
which are accessible by road, spend the
prescribed compulsory number of nights in
some way-side dak bungalows and rush back to the
metropolis to lapse into the urban life they cannot
miss for long. The contact with the villagers is
hardly there. The District Officers! car Jjourneys
are no better than the Executive Engineer's journeys
which latter are undertaken only for road and
building inspections. In effect, the District
Officer gets no more 'Digstrict Experience! than
the BExecutive Engineers. Grass does not grow on
the roads thanks to the Executive Engineer and
the District Officer's foot is thus seldom to be
seen on the grass-roots,

Further, it may well be that, those at
the Centre who get back to the parent States, may be
posted at the headquarters of the State, giving
them thereby no chance to revive what little grass

root contacts are available in a District charge.
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ii) The Central Secrctariat Service which
(in January,1967) hela 176 administrative nosts of
the rank of Deputy Secretiry and above as against
370 of such posts held .by the Indian Civil Service
and the Indian Administrative Service can hardly
boast of cxperience in field administruation in the
States or of any grass root contacts outside the
Delhi Metropolis, despite the short and inadequate
field training they get in the course of a year or
less in a district. The Central Secretariat Service
is a valued comn'‘nent in the persmmnel and yet one
seldom hears the complaints that they suffer from
a lack of field experience or grass r~ot contacts.
(Tt would be wrong at the same time to sugzgest “hat
these administr.tive posts could all be manned by
members of the Centr.l Sccretariat Service., Such
a composition would be lop-sided).

Thirdly, -ir. regard to manning -of these top
administrative nosts by the technical Services, it is
difficult to visualise the nature of »ractical
difficulties which the Central Government have in
view. To repezt what wc have already stated above,
work in any depuartment of Covernment involves these
days the application of a lot c¢f technical and
smecialised knowicidge 2nd nquipmént. We may also
observe that th: present indiffer:nt turnover of

public sector undertakings and »f the technical or
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specialist Departments and Ministrics is partly
due to the almost reckless pesting of non-technical
men in charge of them.

2.6.17 We should also in this context bear in
mind the very serious and sad flight of technical
personnel from India to any possible foreign
country. The secondary status given to them

in the public administration of this country and
the hitherto conservative attitude of our policy
makers towards professional men ars the rajor
contributing factors to this situation. There are
about 3,000 Indian Doctors in the 1,K., our
Engineers and research workers ‘are flying to USA,
to Canada and to other countries. We arc told
that literally thousands are on the waiting list
for emigration and th .t many enginecrs trained

in initial 5-years contract jobs in our pubiic
sector undertakings (Such as Heavy Zl~ctricals
Ltd., Bhopal) have left for Cunada and other
foreign countries on the completion of their

contracted service. This is an irreparable loss

to the country, repres;nting not only of trained men

but also loss of perhaps a lakh of rupecs per
person spent on their education and training.
2.6.18 For all these reasons we are inclincd
0 the view that the flexibility, utility and

versatility of a Pool such as the one¢ recommended

LOSS OF
TECHNICAL
PERSO:INEL
DUE TO
SECGNDARY
STATUS GIVEN
TO THEM IN
PUBLIC
SERVICES.

OUR RECOMMEN-
DATIONS.
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by the Estimates Committee will be superior to that
one could participate from the existing arrangement
or from the fLimited' Central Economic Pool now on
the anvil of the Central Government. It may not be
necessary that each Service should b2 represented in
the pool in strict proportion to their respective
strength. What 1is required is that all services
should be considered on an equal focting for appoint-
ments. The selection for this Poc. should cut across
service barriers. The line of thinking that an *above
dveraget Officer of one service should be considered
as equilvalent to a 'very good! officer af another
service or an foutstanding! officer of third service
is fundamentally incorrect. The officers to be selected
from the various services for the higher posts should
be the best available in all Services. We agree with
the recommendations made by another Study Team in
this context, viz., selection by an examination by the
UPSC of candidates for admission to this college from
amongst all the technical and non-technical Class T
servants with nine to twelve years of service and
putting them through a course in a Staff College
and then selecting from among them the most suitable
persons for the posts of the level of Deputy Secretary
in the Central Seoretariat and other similar organisations.

We are in agreement with the recommendation

of the Estimates Committee on Public Services that an
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index card of all eligible officers who satisfy the
minimum qualifications required for participating
in the Pool should be maintained. we recommend
also that an index card of persons selected for
the Pool should bz kept for making the postings.
Once selections have been made on a competitive
basis for these posts in the Secretariat, apnoint-
ment to higher posts in the 3Secretariat shourd be
basad strictly on the performance of these persons
which should be judged by suitable methods of
assessment. If necessary, suitable procedures may
be evolved for evaluatinz the capacity and the
aptitudes of the persons for these higher nostings
also. In other countries such as the U.K., the
U.S.A. and France merit is the first consideration
for appointments to higher posts. In the U.S.A.,
the merit principle is apnlied in all positions
in the c¢ivil service hierarchy. In the U.K., only
one-third of the officers in the Administrative
Class gets promoted beyond the level of Assistant
Secretary (comparable to the post of Deputy
Secretary in the Central Secretariat). As the
success of a development administration is »re-
dicated on the performance of the bureaucracy and
as the merit principle is the greatest driving
force behind it, emphasis should be on uncompromising

merit and performance. To sum up, the posts in the
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Secretariat and other similar organisations which

are filled up from amongst the members of the various
services should not be reserved for being filled up
by members of one or two Services as suche. The
selection for these posts should be made on the
basis of a test specifically evolv:d for this pursose
and the test should be conducted by the Public 3ervice
Commissions. All the Services, technical and non-
technical, should be eligible for participating in
the test on a4 uniform and non-discriminatory basis.
To facilitate selectiorn, an index card of eligible
persons from each service should be held at a central
place. An index card of persons selected on the
basis of the test should also be»maintained.

2.6.19. we, therefore, recommend:

(1) Specialisation in skills and knowledge
should be built up in the Services by
allowing persons to continue in
narticular areas or fields of adminis-
tration for a minimum period of 83 to
10 years. Transfers at short intervals
from one branch to an altogether
a different branch of work should be
avoided as far as possible.

(2) As in the present day personnel
system the need for posting a person
according to his aptitude is not fully
met, the placement policy of Government
should be revised and, in spite of the
present rigid Service barriers,
opportuynities should be provided for
inter-Service mobility in accordance

with the aptitudes and skills of
persons.
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(3) For manning the posts at higher levels
in the Secretariat and other similar
organisations, which are today in
practice filled by drawing persons
from only a few Services, sclection
of persons of ability and talent should
be made frop as wide a field as possible.
To achieve this, (a) there should be no
reservation yuotas as in the case today
of such posts for one or two Services
alone, (b) the selection of candidates
for these posts should be made from
amongst all the technical, professional,
specialist and non-techuical Services,
on the basis of an examination to be
conducted by the Public 3ervice
Cormmission in which those who have put
in nine to twelve years of service may
compete; and (c¢) for this purnose, the
bio-data of all eligiple persons should
be maintained by the Personnel Agency
entrusted with the selection.

(4) To facilitate placement, the bio-data
of persons seleeted ‘on the basis of
the examination should be maintained
by the Personnel Agency concerned.
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"CIVIL SERVICE 2.7.1. Wwe have recommended the above measures

OF INDIA"™ OR
"FuDERAL for giving shape to the pool ideag-whichihad its.start
SERVICH OF

INDIA"M in the thirties. But whatever its shape, as a pool

it will be of an ad hoc nature and status, liable
to be substintially changed or even left in cold
storage every now and then. It would lack the
permahent status of a constituted service. A far
better step will be the creation of a full-fledged
Service, entrants to which will be dragwn from all
existing technical and non-technical services on
a rigorous basis of selection. Such a Civil Service
could be designated the "Civil Service of India"
or the "Federal Service of India" and its members
could be deputed to the states or to particular posts
or to public sector undertakings. Party Government
is still in the developing stage in our country.
It may take years before we settle down to a stable
two-party system. The intervening years may see
upheavals in the standards of work in Government
offices at the Centre and in the States. 1In these
circumstances, it will be necessary that the
Government at the Centre should possess long arms
to assist in maintaining executive control. The
following could be the functions of this Service:
(i) assess and supervise the progress

in the fields of plan schemes and
developmental administration;
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(ii) co-ordinate the regional develonment;

(11i) man selected senior posts at the Centre
and 1in the States.

2.7.2 At present, the State Civil Service THE JUSTI-
FICATION

including such officers of the Indian Administrative FOR THIS
SERVICE

Service who work in the States are not avle to
manifest their total administrative personality.

The IAS officer, who is mainly the chief administrative
authority in a district has to attend to a lot of
ceremonial functions although he does act both as
the law and order officer as well as a coordinasing
authority for development. But his work and his
contribution are both narrowly limited and local

in character. 1In many States even the develonomental
functions are being transferred to the Zila Parishad
and Panchayats.

The Governors in each State are not expected
to evercise control over the progress of administration
and plan schemes. AlsO, they cannot protect the IAS
officers, if they are not properly treated or are
transferred on pressure from the local politicians.

Some. of the State politicians, sometimes even
consider the Governors as outsiders and, therefore, they
do not always listen to their advice. Governors as
also the All India Service officers are today subject

to a 1ot of local politiecal pressures,
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There is, therefore, a real need today
to establish what may be termed a Super Civil
gervice which can truly serve the country, which
can ﬁithstand pressures from political parties
and which can effectively deal with confused
situations arising from political instability of
the moment. As Sardar Vallabhbhsi Patel had put it,
there should be a service which 'm~y nct be at the
mercy of changing parties or changing conditions
in the country'. The proposed "Civil Service of
India" or "Federal Service of India" is the answer
to Sardar Patel's hope.

The proposed Civil Service of India or
Federal Service of India would thus be a super
service in the Indian bureaucracy, emerging at a time
when they should, each of its members having given
ample evidence of their administrative ability and
competence consistently over a period of 15 years.
It will serve also as a regularly constituted reserve
for lateral entry at any required place in the country.

The President and the Governors should
hereafter have their staff from the Civil Service
of India or Federal Service of India as they would
function better as their advisers both in times of
peace and in times of administrative and constitutional
emergency. These officers would also from time to

time act as the national overseers, union watch-dogs,
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and counsellors of the State, district and local
administrations.
2.7.3 The bulk of the strength of the Civil THS COMPO-
SITION OF THa
gervice of India or Federal Service of India would SERVICH
be composed of civil servants selected from al’.
services by the Ur3C. The selection should be made
from officers who have put in a minimum of 15 years!
service, in their respective technical and ncin-
technical departments. There should also be lateral
entry from the trade and professional groups from
outside. We expec: the initial strength of this
service to be about 350. Thus, this Service may be
constituted in the following manner:
(1) 75 per cent recruitment by selection

from both the technical and non-

technical and scientific services

at the Centre as well as in the

States.

(2) 25 per cent direct recruitment from

the open market in the age group of

40 years and above in order to bring

in senior specialists in the bureaucracy.
after scelection to this Service, they should be
given intensive training in the various disciplines
of managgement and administration. The creation of
this Service would be a logical outcome to the
present trends in administration, since, hereafter,
at the examinations of the UPSC and other Public

Service Commissions, the candidates are likely to

take examinations in the regional languages; such
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candidates would have only a regional personality,

suitable for their own State,

OONCLUSION 2.7.4

The Indian administration should in our

view be mgnned in the following manner

ENTRY
7o promotlon  poTiey & 1 T SN O Rederal
28% lateral entry: gggigerlal: Service of India
[} 1
50% Direct entry , II. All services to
consisting of have equal status

graduate entrants,
who are recruited!?
on the basis of Middle

same pay scale and
promotion to take

Management place on merit and

e T R R e

]
1]

. h g .
2¥;gigibagiigid;n} and Super- ;gggifs in Promotion
tests Snd who H g;ggr
enter several '
functional pools 4 III.Consisting of
Plus 1 technicians, clerks

3 mechanics etc.chosen:
50% by promotion
from below E Tnfra- g (a) from ggen market

] ]

100% entry on i_Structure ; (b) recruited as
the basis of administrative
suitable tests cadets at a young
including age and trained
aptitude tests. in the diverse

RiECOMMENDATION 2.7.5.
FOR ACTION . /)
(7y

skills by the
Government,

we recommend that

A "Civil Service of India" or "Federal
Service of India Should be constituted for
manning both in the State and at the
Centre the higher managerigl and
policy formulating posts which are
comparable to the posts of Joint
Secretary to the Government of India
at the Centre or the¢ Development
Commissioner in the States, in the
technical and non-technical areas.

The selection to this service shouyld
be made from among the wmambers of the
technical and non-technical services
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in the States and at the Centre having

a minimum of 15 years of service, against
75% of the vacancies, and from amongst
the persons of the age group of 40 years
and above from the open market for the
remaining 25% of the posts.
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PrRSONNEI, 2.8.1 At present personnel problems and matters
OFFICHERS
arising in day-to-day administration in each office

in a department or office are dealt witn in a branch
variously called the Bstablishment Section, the
Staff Section or the Administration Section. If

the personnel work does not justify the creation

of = separate section it is entrusted to a senior
person in the organisation along wiph his other
duties. The questions dealt with in the personnel
secticns concern the vital problems of the staff
working in the same office or in fhe field outside
such as promotion, pay fixation, lsave, etc. The
efficiency of the organisation as a whole depends

on the efficiency with which this branch is run.

The persons in charge of this branch should, therefore,
be specially trained for dealing with the personnel

problems.

We, therefore, recommend that wherever

the work justifies the creation of

‘a separate personnel agency, branch or
section, the person in charge of it

should be one who has been trained in

the technigues of Personnel Management.

If the work does not Jjustify the creation
of a separate section, the officer
nominated to deal with this work should

be one who has received such traininge.

The officer in charge of this work may be
designated as the Personnel Officer,

To deal with the policy matters regarding
personnel administration for the Government
as a whole a separate agency should be
created at the highest level. This agency
may be called the Central Personnel Agency.
Such agencies should be set up both in the
Centre and the States,
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2.8.2 The Study Team on Machinery of Goverp- CENTRAL
PERSONNEL

ment have in their interim report listed the zcore  AGENCY
functions for the Central Personnel Agency, to be
established in the Central Government, namely :

1) Postings to key posts;
2) Personnel policies;
3) Manpower planning;
4) Service Rules of all kinds;
5) Centralised aspects of management of
A1l India and Inter-Ministry Cadres;
6) Talent hunting in all cadres and
outside Government;
7) Carzer Development;
8) Over-all aspects of training;
9) Advising Personnel Management Agency
with'n the Ministries;
10) Machinery for Redress of Government
Servants! grievances;
11) Staff Welfare;
12) Research of various aspects of
personnel administrstion;
13) vigilance; and
14) Relationship with the Union Public
Service Commission.

In regard to items (8) and (7) listed above, the
Study Team on Machinery of the Government have
recommended that the Central Personnel Agency

should concern itself directly only with the

Indian Administrative Service and the centralised
part of the Central Secretariat Service and their
career development, but that the other 'Services!
and their respective career development should

be managed by their respective Ministries under the
guldance of the Central Personnel Agency. For example,
the Indian Revenue Service should, according to this

in future, be handled by the Ministry of Finance rather
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than by the Central Personnel Agency. They have
further sugzested that the Central Personnel Agency
should come into being in the form of 3 Department
of Personnel in the Home Ministry with a full-time
Secretary as its head and that the Cabinet Secretary
should be considered as a kind of Secretary-General
of this new Department without being styled so and
without having any specific departmental obligations.
The Study Team on Machinery of the Government feel
that if the Central Personnel Agency is located in
the Cabinet Secretariat, the arrangement might weaken
the position of the Home Minister, particularly, in
his relations with the States, apparently because the
Central Personnel Agency will be concerned directly
with the Indian Administrative Service.

ITS LOCATION 2.8.3. We azree with the view of the Study Team
on the Machinery of Government in regard to the
creation of the Central Personnel Agency and its
various functions. We wish to point out further
that the Central Personnel Agency which is to
perform over-3ll functions in regard to personnel
matters should not be burdened with the direct
management of any particular service, There appears
to be no convincing reason why the Indian Administrative
Service, and the centralised part of the Central
Secretariat Service cannot also be looked after

by the appropriate Department in the Ministry of
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Home Affairs. If this is done, it will give the
Central Personnel Agency the character of a central
nodal agency in the eye of 311 the services and the
feeling that it may not be swayed in favour cf any
one service. In that case, there could be no
objection to locating this Central Personnel Agency
in the Cabinet Secretariat with a full Secretary
in charge of it. Such an arrangement will not weaken
the position of the Home Minister in his relationship
with the States, because the Indian Administrative
Service will then also be looked after by the Ministry
of Home Affairs. It should be noted that the Estimates
Committee in their 93rd Report on Public Services have
strongly recommended that the Central Personnel Agency
should be independent of the Administrative Ministry.
Cur suggestion is in consonance with the view of the
Estimates Committee.
2.8.4. We recommend that : RECOMMENDAT ION
FOR ACTION
(1) Personnel Agencies should be established (8)
in each office or department or ministry
in the Centre and the State with the
specific functions of personnel management.
Specially trained persons should be
placed in charge of these personnel agencies.
They should be called Personnel Offjcerse.
To deal with the policy matters of
personnel administration and to give
guidance to the Personnel Ag:=ncies, there
should be a Central Personael Agency both
at the Centre and the States.
(ii) At the Centre, the Central Personnel
Agency should be located in the Cabinet

Sceretariat. In the States it may be
located under the Chief Secretary.
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CHAPTER _ III

" PROMOTION POLICY AND SALARY
ADMINISTRA (' 10N

METHODS OF 3.1.1 The vacancies in the various posts under
PROMOTION
Government are generally filled by adopting one
or other of thé following methods: -

(1) Wholly by direct recruitment from the
open market.

(2) A certain proportion by direct recruitment
and the rest by promotion of persons
already serving in lower grades.

(3) Entirely by promotion from lower grades.

(4) Partly by deputation from other services
or departments and the rest by any of the
above methods.

(5) In a limited way, entirely by deputation
from other departments or services.

FACTORS 3.1.2 The organisation of India's personnel

INFLUENCING

PROMOTION system is broadly on the basis that it should provide

POLIEE a 'career' to an official recruited to a service
within the hierarchical erder of that service. He
moves from the lower, less important and lower paid,
to the higher positions. The average official
naturally desires a mechanical fixing of the

conditions of promotion, if not of the offices, at

least of the salary levels. He wants that these
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conditions are generally fixed in terms of 'seniority'
and only exceptionally in terms of 'merit' assessed

by some system developed for the purpose. He would
also hgve the service operate as a status-based

closed preserve so that each service offers the maxi-
mum possible advancement to its members alon=. The
present promotion policy of Government has oeen

moulded to a great extent to cater to these t2nden-

cies.

3.1.3 Generally Class I services have two scales, THE
CLASS I

the Jjunior scale and the senior scale. Above the SERVICES

senior scale posts, there are junior and senior
administrative grades in each service. In some
services there are posts higher than these grades.
In some of the Class I Services, the junior and
senior scales are combined to form a single scale.
Direct recruitment to the Class I service takes
place initially in the junior scale. In the All-
India Services, though a person is initially recrui-
ted to the junior scale his recrnitment is deemed

to have been made to a post in the senior scale which
he should set, after he completes his probation, as
soon as a vacancy arises or in his sixth year of
service. Promotion from the senior scale to the
higher grades in the Class I services takes place

on the occurence of a vacancy. As explained abovey
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-

each Clnass I Servic:. omrates gene

I

111ly as a closed
group. The »romoi o nresoucts in o:hich Service
depend cn th. way the Sorvice is structured, the
provortion >f hirh.r nosts to the lower posts and
the occurronce of varcaney in the different levels.
Promotion, rore or less, follcws senicrity. An
element of selgction is involved in respect of
promctions to the junior and senior administrative
and higher grades, wherc they axist. The promotinn
prespects vary from Strvice to Service depending on
these frctors. The Clasg I Services can be szid to
be self-conzaines in that all the nromoticn grades in

zach Scrvice are within thot class itsclf and also

A

within that Servicce. In the I.4A.S. and in cxceptional
cases in the other Sorvices, the promoticon takes place
across the Scrvice barricrs, The scnhle of pay in

the T.4.S. (the s.ni.. scule to which direct recruit-
ment is deemed to b nade ) provides a good example

of the »rinciule cnurciated, viz., the general

desire for a mechrnical fixing of the conditicns

of »romc*icn in terms of the shlary levels, becnuse
that scale is broad-bandiei to include a number cf
officers at differcent Levels of resnmonsibility.

For this rcnscn ahd for also the roason that
sromotien t~kes nlace  2rese Service barriers in

resnect of members of this Scrvice, and in virtue
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of the pclicy currcntly ndownted for filling certain

nosts in the Scercetariat and oshur similar orgonisa-

tions, 2as cxplained clsewhoer., the nromoticn nresneets

in the I.4.S. arc considerably bettur than these in
the other Class I Scrvices.

3.1.4 The nromotien from ~ Class I1 Service takes
nalace to the posts in the corresnending Class I
Scrvice., The »romotion quota frem Class IT ﬁo the
relovant Class I Sorvice varies in the different
depr.rtments or Scrvices, from twenty-five te fifty
ner cent of the vacancics arising in the Class 1
posts. As -~ result, depending or thoe occurrence

of vacancies in the Class I posts, ths nrcmotion
prospceets of Class II Scrvices vary considernbly.
Generally, 2 Class II officer has to wait for a

long time for oromoticm to thc Class I post. This
long wniting period ofteon saps his crorgy and cnthu-
siasm. Tthere arc alse different nracticcs obtaining
in different Services as to thu gerade in Class I
Service to which dPromoticn is m~de from the relcevant
Cless II Scrvice. In some 'Services!'! nromotion is

m~de only to the junior scale in Class I pasts and in

some others direet to the scnior sc~lcé in Clziss I pests.

Hurther promotion to nosts in the Claoss I Scrvice

denonds on the overill seniority nssigned on nremotion

to the Class I endre, A4S things stind at »r.scnt,

most of the promoted officurs may eventually retire from

CLASS II
SERVICES
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a position in the senior scale in Class I Service.
Those who are not pnromoted to the Class I post may
rise to a high-r position, perhans, just at the fag
end of their career to a sel:cticn grade in Class 1I
service, 1if a1y, provided. If no such selection
grade exists a person in Class II Service who does not
get a promotion to ths corrasponding Class 1 Service
may genecerally have to spond his entire official
life in ocne scale of pay. Thc promotion prosp:cus
for officers of Class II Scrvices including those
direetly reecriited to ity vpresent features of dis-
paritics petween onc Class II Service and another
Class IT Serviee, similar to those existing between
ona Class 1 Service and anoth:r Class I Service.

CLASS III 3.1.5 The Class LII Sorvices, like the Class

SERVICES y ‘
IT and 51ass I Servic:s, are nade up of separate
large scégments of em»nloye:s, cach with its own
recruitment syste 1, salary structure and promotion
avenues .leading te the appropriatce Class II Service
and thenece tn the Class 1 Service through the prescri-
bed promotion gquotas. Promotion from Class III Service
to the relavant Class IT Scrvice is subjact tce
the fulfilment of the rejuirements and conditions
prescrioed in th: rules for promotion. The Class
1T Services, particularly in the non-technical fields,

are generally fillced wholly by promotion from the
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respective Class ITT Services. In some Class II

Services, a certain proportion of thc vacancics is

filled by direct rccruitnent and the rest by proiaotion

from the Class III officers. I: such cascs a fixcd

p-reentage of the vacancics, usually 50 percent, in

the Class II posts, is rescerved for promot:cs from

the appropriats Class III Services. The promotion

quotas vrescribed may vary from Service to Service

and may be different in cach State. As ths basc

is large in each Class III Service and as the nuaoer

of posts in the rolevant Class II category is liamited

a large‘number of members of Class IIT Services may

not gcet promoted at all to Class II. Fcr them, there

are, of course, limited promotion avenucs within

each Class III Service itself. A groater part of

the carcer of a person in Cless I.T1 i, thus have to

be spont in th: entry grade itsclf. This has naturally

led to a great deal of frustration. The consoequences

are a general indifferent attitudc towards work =nd

poor output,

3.1.6 Among the Class IV Services there is practi- CLASS IF
SERVICES

cally no promotion from Class IV to Class IIL S:rvice.

The notablc oxceptions arc in the Posts and Telographs and

the Railways at the Centrce. Thoe structure cf Class IV

Services at the Centre provides for at lcast enc

level of promotion within that Scrvice itscelf. In

opcrative offices such as the Posts & Telegraphs, Railways,
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Defence Production Organisations, etc., the Class IV
staff perform certain specific functions. In other
offices they are utilised for delivery of files and
messages, papers, letters, dusting tables, chairs etc.
LIMITED 3.1.7 In the pre-Independence period, a civil servant
PROMOT ION
PROSPECTS during his career, moved up to three or four levels
above the level of entry. The average post-Independence
entrant can at the most expect to rise only by two
levels above his level of entry. There may be a
few exceptions who may move by thrzse or four lavels
above the level of entry. Besides. our adminis-~

tration presents the most pathetic sight in that many

have to linger on for 17 to 18 years before they can

expect promotion to the next lsvel. In the non-
gazetted group it is not an uncommon phenomenon that
many employees retire from the same post at which
they started their career, years ago.
SELECTION 3.1.8 The Second Pay Commission considered the
GRADE question of providing promotion avenues'to persons in
lower grades, where the proportion of promotion posts
was small. They had recommended the creation of a
selection grade at 104 of the total number of the
lower posts in grades, where the proportion of pro-
motion posts was less than 50% of such posts. They
had suggested that these posts wuld not involve
any change of duties and would be filled up on the

basis of seniority. This recommendation has been
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accepted and seclection grade posts have been roased

in several cadres. Even in the All India Serv.coas,

such a selection grade has been created. 3But nany

Class I and Clnss II Services have been left out from

this benefit. This appears invidious and harsh,

especially in the Class II Services. We suggest in

the present structure of Services, the creation of

such a szlection grade »nosts (at the Centre and at

the States) to the extent of 10 percent for tre

present Class II Services and for the other £.rvices

also where accordirs to the principle enuncia*zd

by the Second Pay Commission, creation of the selaec-

tion grade would be justified.

3.1.9 The proportion of posts filled up by promotion PROMOT ICN
QUOTAS

varies, depending on the nature of the posts in the

higher grades and the Services or categories to which

these posts have been assigned. In the Class I

Services, generally 25% of the vacancies in the grade

to which dircct recrnitment takes place, are filled

up by promotion {rom the corresvonding lower grace.

In the A1l India Services the promotion to seior

duty posts is made from the State Services against the

preseribed guota of 285%.  The same procedure obtsains

in some of the Central Class I Services, e.g. Telecgr:ph

Engineering Service, Class I, where the promotion

is made against 25% of the posts in the senior time-

scale. In the Central Secretariat Service, the Class 1
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posts are entirely filled by promotion. We fgel that
in all categories of the All India and Class I, and

Class II and Class III Services, the promotion quota
for the lower grades, wherever it is less than 50%
should be raised to 50% of the vacancies in the grades
to which promotion is made. If no suitable depart-
mental candidates against the quota are available,

the unfilled vacancies should be adizd to the direct
recruitment quota in each year. But the selection

to denartmental quota should be made each year
regularly.

3.1.10 We, therefore, recommend as follows:2

(1) 8=rvices where promotion avenues are
limited should provide for a selection
grade at 10 percent of the strength of the
entry grade to which direct recruitment
is made. Accordingly, soma of the present.
Class II services and other Services should
have ten per cent of their entry grade in
a selection grade.

(2) The promotion quota for departmental candi-
dates to higher levels to which direct
recruitment from the open market by compe-
titive examination is made may be increased
to 50 per cent in cases where the existing
percentage fixed for promotion is lower
than 50 percent.
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3.2.1 We have already suggested that there should PEB%SNNEL
be a Personnel 3ranch in each department or office. SHRANGH
This Personnel Branch should be entrusted with the

work of framing the rules for regulating the pro-

motion in accordance with the dircctions and princi-

ples lald down by the Central Personnsl Agency (CPA).

Such rules should be framed in eonsultation with

the Union Public Service Commission/Public Service

Commission wherever necessary. The promotion

policy evolved should inter- -alia include rules for

(1) sanction of increment/advance increments;

(ii) crossing of efficiency bars; and

(1ii) watching performance after promotion. All
promotions should be made on trial basis initially
and should be confirmed later, on satisfactory
completion of the probation period. Thus, it will
be possible to ensure uniformity in the various rules
made by the different Ministries and different

cadre authorities.

3.2.2 At the Centre a Departmental Promotion DEPARTMEN~
’ TAL PROMO-

Committee is constituted for recommending persons TION
COMMITTEE

suitable for promotion to selection posts. Promo—»
tion from a Class II 'Service! to a Class I !'Service!
in the Central Government is at present made in
consultation with the Union Publie Service Commission
and the Departmental Promotion Committee for this

includes a member of the Union Public Service Commission
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for this purpose. For the Class III Services the
Departmental Promotion Committee consists of represen-
tatives of the Departments only. In the case of some
of the Class I Services even for making promotions
within the same Service consultation with the Union
Public Service Commission is ac“eved in regard to

promotions by virtus of the inc.usion of a Member
of the Union Public Service Comm.:.ssion in the Depart-
mental Promotion Committee. Similar procedure of
associating the Public Service Commission is adopt ed
in the States, not only for Class I Service but also
for the Class II and sometimes the Class III Services
also. (It may be stated that in thé cases of pro-
motions to posts such as Deputy and Joint Secretaries
to Government etc., and in the cases of promotion of
the All India Services, the Public Serwvice Commission
is not required to be consulted.) It is suggested
that in respect of higher posts; the Departments

may associate a representative of the Central
Personnel Agency in thé Departmental Promotion
Committee that may be constituted, in addition to
associating a Member of the Union Public Service
Ccmmission/Public Service Commission as followed at
present. It is desirable that in the larger interests
of the administr~tion Members of all Public Servies

Commissions should be persons who are not associated
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or concerned with any political party in the country.

3.2.3 On account of the considerable expansion of MINI.TUM
SERVICE

several departments or creation of new posts, some- IN A
GRADE

times too rapid promotion tankes place in certain
Services. It is, therefore, recommended that a
minimum period of service in each grade should,
therefore, be fixed vefore an official can ta con-

sidered for promotion to the next higher grade.

3.2.4 A promotion conferred should be regaried CONFIRMA~
TION OF

as subject to any order that may be passed on any PROMOT ION
ORDERS -

representation which is made within a month of the
ordering of such promotion and/or which was pending

at the time of such promotion.

3.2.5 The basis adopted for promotion may be CRITERIA
| FOR PRO-
any of the following: (1) Merit; (2) Seniority-cum- MOT ION

merit; (3) Seniority subject to the rejection of the
unfit. Posts are classified into non-selection and
selection posts. The selection posts are gencrally
in the higher and middle levels and the non-selection
posts in the lower levels. Selection posts are
generally filled on the basis of merit and/or on the
basis of sceniority-cum-merit. The non-selection
posts are generally filled on the basis of seniority
subject to the rejection of the unfit., Non-seleection
posts generally involve work of a routine and
repetitive nature. They may also include sometimes

posts involving supervisory duties of such nature,
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SENIORITY 3.2.6 The question whether senicrity or merit should
OR MERIT ‘
be the basis for promotion &pends greatly on the
requirements of the duties and responsibilities to be
discharged in the higher posts. Generally, the criterion
of fitness must have precedence over the claim of
seniority in higher lovels. At lower levels where
the work is essentially of a routine nature promotion
of persons on the basis of seniority subject to the re-
jection of the unfit may be made. The test of fit-
ness should be raslated to the needz of the posts to
which promotion is made. It must b. recognised
that civil servant who may be unfit in cne post may
be good enough for another post of same grade. Every
endeavour should be made to give him a change of duties
so that he does not remain indefinitely branded as
an unfit person.
VIEWS OF 3.2.7 The adoption of the principle of promotion by
THE ASSOCIA~ ,
TIONS AND seniority is being pressed by the Associations and
UNIONS OF
GOVT. Unions of Government servants because this principle
SERV;’LN TS
suits the majority of their members. It is advocated
as the main safeguard against favouritism, capricious
judgement, etc and the suffering ard humiliation
resulting from supersession by a Jurior person. It is
further argued that it avoids frustration and the
sense of uncertainty about promotion prospects and

conduces to the improvement of the morale of the

cadre as a whole. The advocates of the merit
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system argue that the efficiency would be improved

only by promoting competent men and unless talent is

fecognised there will be no incentive for e.erting

oneself. It is further argued that better-gifted

persons are able to absorb experience and judgement

more rapidly than others and due weightage sinould be

given to detter performance. In the procedures of

selection we are suggesting we have andeavoured to

ensure that the pit falls of favouritism, capricious

judgement ectc.; are avoided in a selection by merit,

3.2.8 Sound promotion policies are inherent in PROMOTION
POLICY

a scheme of position classification based on an

analysis of the nature of work and the qualification

requirements, suggested by us in Chapter IV. 1In a

series of posts where the nature of duties involves

routine and repetitive work, the structure of the

cadre should be such that an entrant at the lower

grade can normally expect during his service promotion

by seniority-cum-merit to higher grades above the

entry grade. The expectation of promotion by seniority-

cum-nerit for new entrants to posts where duties are

not of routine nature may not be to that extent as

in the posts where the duties are of routine type.

It may perhaps be restricted to only one grade above

the entry level. All further advancement above this

in such cases must at every level be dependeri on the

performance of the officinl and his suitability for
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holding the higher.post. Kecping this in view, we
suggest that upto grade & of the revised pay plan
(vide paragraph 4,2.1) a person who has not secured
promofion carlief, may be allowed to move from one
grade to the next grade after reaching,in course of
time, the maximum in the lower grade, subject o his
suitability which may be determined by a trade test.
Even if the transitional pay Chart No.II (vide para-
graph 3.6.1) be adopted, the same procedure upto the
first 10 grades may be adopted. Such a method will
ensure that in relatively less important positions
one who shows the rcquisite degree of efficiency will

not stagnate at the maximum of the lower grade.

3.2.9 We, therefore, recommend as follows:

(1) The Personnel Branch in each department
should be entrusted with the work of
framing the rules regulating the promo-
tion in accordance with the directions
and principles laid down by the Central
Personnel Agency. Thesc rules should
be framed in consultation with the
UPSC/PSCs, wherever necessary.

(2) In respect of the higher posts, the
Departmental Promotion Committee should
include = representative of the Central
Personnel Agency, in addition to a
Member of the UPSC/PSC.

(3) In the larger intcrests of the admini-
stration, Members of all PSCs should
be persons who are not associated or
concerned with any political party
in the country.

(4) A probatioanary period should be pres-
cribed for promotion.
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(56) A minimum "»oriod of scrviee in cach
grade should be Tixed befor. an official
can be considered for nromotion to the
next higher gradce.

(6) The promotion should be rugarded as
subject to any order that may be passcd
on repr.scntations, if ~ny, received
within a month of ordering the prometion,
or pending at the time.

(7) Fitncss of promotion should be deter-
mined on the bnasis of the requircments
of thc posts to which nromotion is
mrde. Persons vho are considered un-
fit in on¢ »romotion »Host and who may
be feund goed cnough for other pests
at the same level, should be given
eppertunity to work in such suitable
posts.

(8) In r¢lativaly loss important positions
to which »nromotion is mnde on tho basis
of seniority, subjiect to the rejection
of the unfit, employo:s mny be promoted,
subject to their suit«bility being
determined by 2 trnde test.
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3.3.1 The Second Pay Commission recommended a
system of promotion by a special competitive exami-
nation which would give officers in Class II and III
'Services! an additional opportunity to enter Class
I 'Services!' to which recruitment is ordinarily by
competitive examination. This recommendation has not
been implemented so far. The Estimates Committee
on Public Services (1965-66) al:~ stressed that a
minimum of 10% of the vacancies in the 411 India and
Central 'Services' Class I should be reserved for
being filled through a limited ccmpetitive examina-
tion. They felt that this would attract talented
candidates tn» Class II and Class III 'Services!
and also serve as an incentive for better and more
devoted work by them. The Committee referred to the
practice prevalent till 1962 of allowing persons
already in service in lower grades for appearing in
the Combined Competitive Examination for recruitment
to the respective Class I 'Services' and allowing
them an age :relaxation by three years. They suggested
the revival of this practice. It is regrettable that
a retrograde step was taken in 19562 to do away with
this arrangement. We suggest that for 10% nf the
50% quota for direct recruitment, i.es, for 5% of the
vacancies in any of the All-India and Class I Services
t» which direct recruitment is made by an open compe-~

tition, candlidates already in service in lower grades
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should be allowed to compete, irrespective of the
department in which they might be working and that

they should be allowed relaxation in age limit upto

35 years. They might, however, be allowed only twe
chances, This special competitive examination may

be conducted by the Union Public Service Commission

at the Centre. A somewhat similar system is already

in vogue in Madras State.

3.3.2 In these days of sSpecialisation there are many EATERAL
segments of administration which require a very high BNIRY
degree of expertise. In such cases, specially trained
professionals will have to be inducted into Govern-

ment service, at middle and higher lcvels of management.
This is necessary where these special skills and techni-
ques by those already in Government service may not be
acquired by regular Government employess as they may

not come across opportunities therefor in the normal
course of their duties. Further, acquisition of these
special skills and techniques may not be possible within
the age group prescribed for recruitment in cases where
these skills and techniques reqmire a longer course of
study, training and experience. In order to enable

entry into appropriate positions in Government to such
talented persons who may be found in private insti-
tutions, business and commercial houses, public
institutions, e.g., Universities, Private or Quasi-

Governmental Research Establishments, Industries and
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Trade etc., and whn might have become over-aged having
spent their early years in pursuit of these special
disciplines, and also to those who have had tn
retire from the defence forces befors the age of
forty-five, provision should be made in the rules for
lateral entry into Government service at different
levels. The Committee on the Indian Foreign Service
has, likewise, suggested that as aiplomatic work is
becoming complex and variegated in the world of today,
provision should exist for the induction into the
Service through over-age entry of a limited number

of men with specialised knowledge and experience from
outside, That Committee has recommended recruit-
ment in each ycar of an average of two or three
persons out of a total of fifteen, from candidates
with high qualifications in the age group between 25
and 36. It has also suggested thaz: the selection
shoull be based on a careful assessment of the quali-
fications and the past record of the candidate and

a prolonged personality test to judge his potentiali-
ties for making a good diplomat. It has also been
suggested that n» candidate should be allowed more
than two chances and those selected might be brought
on to the senior scale of the 'Service'! and given
appropriate seniority. We recommend a similar

practice for the other 'Services!' . This procedure
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persons are not available from within the Service.
Such lateral entry could also be available to serving
government servants through the special competitive
examination, we have recommended. Care should be
taken that the provision of lateral entry is not
misused for disturbing the homogeneity of the cadre .
or for bringing in persons who may not at all be
suitable. This lateral recruitment should be made
through the Public Service Commissions. We suggest
an upper age limit of 45 for such recruitment. It
may be stated that in some of the Class I Services,
as for example, the Central Inform-tion Service Class
I, direct recruitment to a certain percentage of
the vacancies is made not only to the basic grade

but to the higher grades as well.

3.3.3 As Government has entered the economic and EXCHANGE
OF PERSONNEL
industrial fields in a very large way and the BETWEEN
PRIVATE
development of basic industres is its special SECTOR
' AND QUASI
responsibility, it will be desirable to introduce GOVT, INSTI-
TUTIONS AND
a system of exchange of personnel between the GOVERIMENT
ESTABLISHMENTS.

private sector and Government. Temporary assignments

of civil servants to a private industrial or commercial
house for a short period may Ye tried on a selective
basis. This will enable the civil servant to acquire
certain managerial skills which will be useful in
managing the public sector undertakings. In this

way it may be possible to have training in areas not
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available in the Departments and Crganisations under
Government at present or even i~ the public sector
units. Similarly, Governments may allow the facility
of training to suitable employees from the private
sector for short period in certain departments.
For example, reciprocal arrangemenis for short depu-
tation of staff between the Defence Department units
manufacturing explosives and armaments, and private
sector units manufacturing explosives and high precision
items may be made, wherever this could be done without
jeonardising security or other interests. It may be
stated that the need for this type of exchange of
expericnce was acutely felt durin. the rush for
equipment caused by the conflict with Chins. Further,
such deputations would enable Gov:.rnment and the private
sector to understand cach other b.tter instead of, as
at present, looking at each other as if from opposing
camps. It may also be stated that the recent practice
of taking persons from the private sector who had
specialised in certain fields for temporary assignments
under Governnment in certain technical Ministries and
Devartments has worked well. It may, if necessary,
be laid down that during the period of such deputation
either for specific assignments or for training purposes
between the private sector and Government the concerned
employees could continue to draw their salary ete.

from their parent organisations,
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3.3.4 Likewise we recommend induction into Government
service of persons from Universities, or Private
or rescarch bodies etc,, for short veriods in order to
utilise the best available talents wherever they are
found, to widen the horizon of middle management and
top-level personnel,
3.3.5 The question of filling up certain vacancies  DEPUTATION
POSTINGS
in certain Services or Posts by denutation fr:ia
other Services has been considered by us care:ully.
In our scheme of position classification (Chapter IV)
generally posts at various levels will be filled, not
on the basis of reservation of denutation quotas
for specified Services only but on the principle of
merit keening in view the qualifications, the require-
ments of the duties and res»onsibilities of the post.
Such being the case the nosts which are not filled by
direct recruitment from the open market or by lateral
entry, or by limited competitive examination will be
filled up from nmong those in the lower grades possess-
ing the necessary qualifications and capable of
satisfactorily discharging the responsibilities of
the job. Only when persons possessing the requisite
qunlifications through these sources, are not avail-
able the question of filling un these posts by depu-~
tation should arise. We visualise, therefore, that
generally posts will not be filled up by deputation

in offices excent in the Secretariat. Even in the
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Secretariat the posts upto the level of Under Secretary
in the Central Government and of Deputy Secretary
in the State Governmentis need nct be filled up by
deputation except purely for training purposes and for
periods from six to twelve months. Exceptions should
be made where technical or speci~lised knowledge
is necessary and the persons available from within
the department are not so qualified e.g. Secretariat
positions dealing with income-tax, Excise, Customs etec.
Posts in purely temnorary organisations may be
filled by deputation. We feel that the practice of
filling up posts by denutation as for example in such
organisations, as the Directorate General of Civil
Aviation, the 211 India Radio, Directorates of Edu-
cation, Agriculture, Health Services etc from
other Services should be given up altogether.
3.3.6 Where posts are filled by deputation, no
definite policy has been evolved for deputat ions
of persons., Different departments follow different
policies. Even in the same department the policy
fhanges with the change in the personnel at the helm
of affairs. Further persons are taken on deputation
only from one or two services by prceference irres-
pective of the needs of the post or requirements of
the qualifications for the discharge of duties in the
deputation posts. There is also the practice of

putting the name of a person in circulation if a
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suitable posting cannot be arranged for him in the
parent cadre, on his return from lecave etc. The
result is that, to some personnel, deputation is a
source of profit while to some it is an irksome
change. Uniform percentage or quota is not fixed
and consequently persons recruited in the same year
to different services find themselves very differently
placed in the matter of emoluments, as deputation
posts carry gonerally higher pay.

It should be possible to evolve unifornm
policy for deputation applicable to all Services
and cadres. This policy should lay down the
percentage, quotas, periods, areas etc. The Central
Personnel Agency should take the lead in this matter
and lay down principles which the State Governments
should also be persuaded to adopt. The policy should
ensure nearly equal devutation opportunities to all
to the various areas of administration including the
public ssctor, provided the qualification requirements

are fulfilled.

3.3.7 We, therefore, recommend as followss RECOMMEN-
DATIONS
(1) Civil servants working in the lower posts FOR ACTION
should oe given an opportunity to compete (11)

in the combined comnetitive examination

held for recruitment to the higher services,
such 2s I.A.8., I.F.5. etc by permitting age
relaxation up to 35 years. They may be allowed
a maximum of two chances to appnear in the
exanination. Five percent of the vacancies
against the direct recruitment quota may ce
reserved for being filled up by the successful
candidates in this examination.
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(3)

(4)

(5)
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There should be a provi:ion for lateral entry
into Government service of p:rsons with
specialised knowledge ard experience, from
Universities, National Eesear-h bodies,
Industry and Trade, etc and the open market.
Age relaxation upto 45 vears muy be allowed
in such cases.

Exchange of personnel working at the middle
management levels between the private sector,
quasi-~government institutions, Universities
etc and Govermment organisations may be
encouraged in selected field, in order to
enrich their experience and understanding of
the inter-related problems and in order to
bring about better administration.

No deputation postings other than for training
purposes may be permitted in the Central
Secretariat below the level of Deputy
Secretary, and in the State Secretariat belcow
the level of Joint Secr«sary. Deputations may,
however, be permitted ai all levels in cases
where persons with the osoquisite special
qualifications and experience may not be avail-
able in the services conzerned,

The principles for deputation should be laid
down by the Central Personnel Agency indi-
cating the percentage, quotas, periods, areas
etc., so that as far as possible a uniform
policy is followed in all services and cadres.
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3.4.,1 The methods usually followed in Jjud 7ing the
fitness for departmental promnticn may be or. the
tasis nf any H»f the following: (a) an assessi:ent

of the past performance »f the official, (b) a
qualifying test combined with the assessment of the
performance nr (c) a competitive test, combined with
the assessment of the performance. Our recommenda-
tions on the methods to be adopted for evaluation
nf the performance of officials are contained in
Chapter VII,

3.4.2 Fitness for promotion t> certain categories
of the middle suporvisory levels is decided oa the
basis of a qualifying or competitive tast. i quali-
fying test is generally adopted for promotion in
technical services and a competitive test in r.on-
technical services. These tests can be taken by
the candidates subject to their fulfilling the
conditions prescribed therefor such as the minimum
years of service in a particular grade, the upper
age limits, the number of chances already availed
of and the suitability on the basis of the annual
reports ete, In certain categories, a personal
interview is also prescribed as a part of the test.
For some posts, the inclusion, and the rank iz the
select 1list, of a candidate successful in the
written test depend on the evaluation of his annual

reports. The test includes examination papers

METHODS OF
ASSESSMENT

EXAMINATION
AS A METHOD
CF TESTING
FITNESS FOR
PROMOTION
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designed to ascertain the knowledge of the candidate

in the rules and regulations he will be required

to apply in the actual performance of the job. The
system of determining the fitness by examination

is at present adopted in such arcas as accounts,

revenue collection, inspectorial and technical services.

Wwe recommend the extensicn of this method
of testing fitness for promotion by
examination to as wide an area as possible.
We suggest that tests shculd be evolved

by drawing upon the latest advances made

in the psychometric methods of testing the
supervisory and leadership abilities of the
candidates. Pre-examination courses should
be conducted for the eligible candidates by
the Departments themselves at the cost of the
Departments in training institutions.

We have already referred to the recommendation of

a sister study team for having an examination for
selecting candidates for training in a Staff College
for appointments to the levels comparable to the
posts of Deputy Secretary to the Government of India.

We, therefore, recommend that the system nf
promotion by an examination suitably evolved
for each type of job should be extensively
adopted by Government at 2ll possible levels
including higher levels immediately upto and
including those comparable to the posts of
Deputy Secretaries to Government of India
and this system should take into account the
assessment of the work of the officials
concerned on the basis of their annual
evaluation reports also. It should be exten-
ded to still higher levels in due course.

SELECTION ON 3.4.3 In some categories at lower levels in the
THE BASIS OF

MERIT AS WELL Secretariat and Departments like the Pests and
AS SENIORITY.

Telegraphs, Rallways, etc., a certain percentage of

the pramotion posts is filled on the basis of seniority-cum-fitnes:
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and the rest by selection from amongst the employees,

We recnhmmend the continuance of this
procedure as it strikes a balance b: .ween
seniority and merit.,

3.4.4 We have considered the question whether REPRESEN-
TATICANS

any representation from aggrieved officials ugainst AGAINST
SUPLR-

ron-selection to promotion pcsts should be e:ter- SESSICHN

tained. Ngyrmally no representation can lie against
supersession in the matter of promotion to selection
posts. We have elsewhere suggested an elaborate
system for the writing-up of the annual reports in
as objective manner as possible. We have also re-
commended in another place that one opportunity for
making a representation against adverse entries in the
annual reports may be allowed so that it may be possible
t» rectify any chance error in the evaluation of the
abilities of an official. We have further suggested
that the overall evaluation should be done at the

time of consideratinn for selection to promotion
posts and we have laid down broad criteria for

rating outstanding performance. In view of these,

we feel that there may not be occasion for any
grievance to arise on the score that supersessions
have occurred on wrong or incorrect judgement of

the abilities of the officials concerned. In order
however, to instill confidence among the empioyecs
about the fairness of the methods of selecti:n

especially when the selection is based solely on the
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basis of appraisal of their annu:! reports, we
suggest that a representation reccived-on this
score should receive consideratica in the manner of
an appeal. We have separately reccmmended the
appointment of disciplinary and administrative
tribunals for Aealing with enquiries and appeals,

We recommend that a representative of the

personnel branch, a memder of the disciplinary

tribunal and a senior officer of the depart-

ment (who may be the deputy head or the

head of the office depending on the person

whose representation is cornsidered) may be

constituted as a team to look into such

representations.

In the case of senior fficers the

levels of the officers w"> constitute this

team should be sufficieni.y hizh. It may

consist of the Head of thL~» Pepartment, a

senior representative of vhe Central

Personnel Agency and a se:ior member of the

Administrative Tribunal.
3.4.5 On the question of determination of seniority
we suggest that the date of aopointment in a
particular grade on a regular and continuous basis
should be the main criterion. Persons confirmed
earlier should be considered senior to those confirmed
later. If suitable persons are not available against
vacancies reserved for a particular category, the
vacancies should not be carried fcrward for long
periods, ignoring the claims of cfficials, who have
in the meanwhile been appointed tc¢ officiate against
these vacancies continuously. Seuiority lists of

vfficials should be published periodically. The
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seniority lists should clearly indicate the date of

birth, the year of appointment or promotion and the mode

of recruitment of the official etc.

3.4.6 In many cases, officials from lower levels
who are promoted to vacancies in higher grades are
treated as junior to direct recruits of subsequent
years to these grades following blindly the ratio
prescribed for promotion even after the former
perform their funntions satisfactorily for ;:ars
in these vacancies. This practice affects m:.rale
adversely. It should be laid down that a prcmotee
who works in a higher cadre satisfactorily fcr

a number of years on a continuous basis should
generally get seniority from that date and should
get all privileges as the direct recruits. Unless

this is done it will fail to generate enthusiasm

for work. To promote a person to a higher grade and

then to call him junior to those who enter that
grade after years is negation of a good and sound
personnel policy.

3.4.,7 There is as much need for imparting
training to those promoted to new positions as to
the new entrants. The training may be on-the-job
or off-the-job in a separate training class,
depending on the nature of work, Where the work
involves application of laws, rules and procedures

with which the employee has not been familiar, an

TRAINING
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off-the-job training course for a fixed period
should be arranged. In addition on-the~job training
may he necessary. As the conditions of work are
changing fast, it is necessary to introduce refresher
courses periodically for those already in service,
Training programmes for specific work assignments such
as vigllance, personnel and inspection functions
should also be developed for improving the efficiency
of these important staff agencies. We have elsewhere
suggested that all Class I officers should be given
three months training as magistrate either giving
them independent charge or attaching them to a magis-
trate. This will enable them to get acquainted with
procedures regarding marshalling of evidence, enquiries
etc. For the supervisory staff, a course in the Staff
Colleges and Management Training Institutions at re-
gular intervals should be made compulsory for
developing their administrative taients and the leader-
ship qualities. They should be generally given study
leave for undergoing courses in Universities and
Institutions to equip themselves with skills and
knowledge which will be useful to them in their

official careers.

In making the recommendation regarding the
training of civil servants we wish to emphasise
that the training of the Government servants remains

neglected primarily due to the indifferent and



- 111 -

conservative attitude shown by the Heads of depart-

ment towesrds trnining programmes. The period spent

on training is considered by many of them as waste

of time and money. Many others find it difficult

to release the persons selected for trainin: be-

ceuse they claim that their branches and seetionc

are: already understaffed and substitutes cannot

under the rules be engaged. Consequently, the

training programmes do not become a success. On

the contrary Heads of departments should look upan them

as essential and indispensable Hr the building

up of the manpower under them. They should show

personal interest and display greater initiative

to get persons working for them trained in

suitable courses available at a given time. They

should also, encourage their staff to avail of the

study leave facilities for taking up advanccd studies.

3.4.8 In France and Japan the tests in the compe-  PHYSICAL
TRAINING

titive examinations include a test for physical

fitness. There does n»t seem to be a strong case for

such a test in India, but this matter should be

further considered by Gorvernment. The training

course for the successful candidates for some services

perhaps includes horse riding as the cnly item which

can be considered as one of physical training. In

view of the larger number of civil servants engaged in

field operations, especially, under the plan schemes,
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it is  necessary to include in the training of the

successful candidates a very vigorous course for

physical training which wmay include, besides horse

riding, swinning, track events such as running ani

fast games, such as hockey.

3.4.9
(1)

(2)

(3)

(4)

(5)

The following are recomiendations for action:

Jualifying or competitive tests as methods for
testing the fitnass for promotion may be
introducad not only at th=z lower lev:ls but

also at the hizher levels, immediately upto and
including those comparabie to Denuty Secretaries
to Government of India. The tests should be
evolved on scientific lines bssed on psycho-
metric methods used to assess the sunervisory
and lcadershin abilities. It should »e cxten-
ded to still higher levels in due course.

Certain promotion posts are filled partly

on the basis of seniority-cum-fitness and the
rest on nerit in the sacretariat and Depart-
ments like the Railways, Poscs and Tele raphs
etec. +his system may be continued at the
lowsr lavels.

There suaould be in each Depart.ient a machinery
for considering the representations against
non-selection to »romotion nosts. A scnior
oificer of the dedarw .ent, a neber of the
discinlinary tribunal and a representative

of the Personnel 3ranci: may constitute this
machincry. In the case of senior officers,
this machinory should constitute the Hzad of
the Denart ient, a senior officer of the C.P.A.
and a senior noiiber of the Administrative
Tribunal.

Seniority lists in cach service should be
periodicalliy vpublished. The princiole for
determining the seniority should oe clearly
laid down. Seniority should generally be
determined on the bhasis of regular and
continuous worsing in the grade concerned.

Suitable short term t raining courses should
be arranged for oiricers promoted in order to
fit them into their new resoonsibilities,
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(6) All Ci-ss I oi.icers should be given a short
course of training wit'., or preferan.y as
Magist:.ates to give tl.ent a working knowledge
of the procedures regarding enquiriczs,
rzcording evidence ete.

(7) The supcrvisory staff shou:id, under a
regular nroczdurs, He perlodically sznt
to th: sStaff Collzge sna managenent training
institutions for short courses in order to
develop and refresh their asanagerial and
administrativs talesnts. They should be
encouraged 5o tak: study _cave to equip
themsalves with alditionzi skilis and
knowledge.

(8) The Heads of Denartiients should »e called
unon to disnlay greator initiative and
interest in jetting th: stafl worting for then,
trained in the various training facilities,
available to them., They should also encourage
them to avail of th. study leasve facilitics
to go for advanced or spcecialised courses in
their resvective ficlds of work.

(92) Physical training should slso pe given =
place - though a small pl=ce - in the scheme
of training of officers.
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3.5.1 Promotion involves movement from one salary
level to a higher salary level. The structure of
salary scales is an important factor in promoticn
policies. There has been cases where persons have
refused promotion because of the inacdequacy of the
extra monetary compensation on promotion and other
factors such as transfer to a disiant place etc. We
have dealt with the question of transfer in a later
chapter. We now discuss salary scale:s.

3.5.2 The salary scales during the British rule

were designed with an expatriate ingredient in

mind especially in the menagement levels of the services,
The differentials built into the pay structure in the
pre-Independence period have coloured the salary
scales prescribed after Independence., As the Indian
Civil Service has been replaced by the Indian Adminis-
trative Service, the latter has inherited many of the
special features of the Indian Civil Service. The
maximum of the career grade of the Indian Administrative
Service or that of the Indian Foreign Service (i.e.

fs. 1800 per month) which generally 1is reached by
every member of the Service in about 22 years as a
matter of course is the minimum of the senior Adminis-
trative Grade of the other Class I services which is
accessible to a small prcportion of their members and

that too only after a process of rigorcus selection.
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Similarly, the selection grade for the IAS and IFS
corresponds to the scale of the Heads of the Depart-
ments in many of the other services. In the States,

the gap between the pay scales applicable to the State
Services in Class I performing administrative functions
similar to those performed by the Indian Administratives
is still wider. A typical junior time scale in the

State applicable to its higher services is 2. 350-25-550~

30-700.

3.5.3 We have referred to the use of different PRINCIPLES
OF SaL4RY

salary levels in promotion policy. The incremental  DETERMINA-~
TION

salary scale is prescribed for all the services in

the initial and the higher levels. The tendency

of regarding progression along an incremental scale

as a normal condition of service, rather than a reward
for satisfacbory work in the past, or as an incentive
to oetter service in the future has come to stay. A
long-time scale is generally prescribed for an entry
grade and a short one for the promotion grade. The
factors taken into account in determining the pay
structure are the minimum general educational quali-
fications prescribed, the special qualifications

and training necessary for holders of particular
offices, and the nature of duties and responsibilities
of the job., The principles of (1) giving a living
wage for the lowest full time employee, (2) keeping
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the maximum salary within a reasonable ceiling
consistant with the essential requirerents of recruit-
ment and efficiency and (3) maintenance of a certain
amount of relativity between the ratces applicable to
employees in Government and in the private sector
only upto certain levels, are alsn kept in view, But
certain shortcomings in the existing pay structure
require close critical scrutiny and remedies,

The concept of an acceptable 'career!
necessitates the payment of a remuneration rising
with increasing age and domestic r2sponsibilities.
Except in cases where the duties and responsibilites
of a post are distinctly higher, the pay scale attached
to the posts should be uniform when the qualifications
and the mode »f appointment remain the same, The
determination of the rel~tive importance of different
services especially at the higher levels at present
is complicated in view of the nature ¢f the various
factors involved in it such as the conditions of
status and social values, the necessity to confomm
to the inherited system of servicss, the historical
development of services etc being not quite amenable
te precise measurement. These factors give rise to
pulls and pressures and a rigorous application of the
concept of equal pay for equal work for both men and

women as enshrined in Article 39(d) of the Constitution
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to the determination of the pay structure becomes
consequently difficult for the entry level in certain
services. Many of the pay scdles are long. The
prescription of long pay scales leads to inclusion of
Jobs involving very dissimilar quantum of work and
responsibility in one level. A4S a result, the total
cost to the administration is disproportionate to the
benefits derived. Persons of average ability are
allowed to draw increments as a matter of course in
these long scales and reach a high maximum. Turther
the present salary system is not flexible enough to
allow higher pay for those possessing qualifications
higher than the minimum prescribed or to provide
stimulus to the better and more gifted persons. For
example, a graduate and a post-graduate, working as
clerks start at the same pay as a matriculate clerk.
These act as disincentives. There are also large
variations in the length of the pay scales prescribed,
the percentage increase in the increments, and the
minima and maxima of the pay scales. These introduce
an element of unhealthy inter-Service jealousies.
Some typical pay scales are examined below to bring

out the various vnoints of dispariticecs involved:
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Grade Min. Max. Length Average The max. as
of incre- percent of
scale ment as the min.
in yrs. percent

of the

min.
LDC 110 180 19 3.6 164%
(Sectt.)
UDC 130 280 21 5.4 215%
(Sectt.)
Lissig- 21¢ 530 22 7.0 253%
tant
Class IT 400 900 17 7.5 225%
Class I 400 1250 21 10.1 31374
*T4iS/ 400 1800 22 16.00 250%
IFS

(*Even though there are Junior and Senior
Scnles 400-1000 and 900-1800, the scale
490-1000 is treated as only a probation
and training grade and the candidate is
promoted to the senior scale in the sixth
year or earlier.)

Even though the promotion grades should
generally be shorter, many of the promotion grades are
long; {(e.g. the grade for the U.D.C. is a promotion
grade for the L.D.C.). Thec percentnge increase in the
average increment and that in the maximum of the
pay scales are comparatively high in the case of the
superior scrvices. In the case of the IAS and IFS
the maximum is the highest as much as 4% times the
minimum, and generally recached in about 22 years as

a matter of course. These Services thus become a

proteccted haven for the average and the mediocre also.



- 119 -

The prescription of separate pay scales for each
department has resulted in a multinlicity scales with
small and minor variations and a number of over-
lapping grades. This increases the complexity of
personnel administration.

3.5.4 We give a short account of the various pay THE INDIAN

ADMINISTRA-
scales applicable to the various services. Tae TIVE SERVICE

AND THE
Indian Administrative Service, an All India Service INDIAN FORLIGN

SERVICE

created after the stoppage of recruitment to the
Indian Civil Service has the following scales:-
Junior Scale: 400-400-500-40-700-EB-30-1000 (19 yrs.)

Senior Scale: 900-(6th year or under)-50-1000~
60-1600-50-1800 (22 years)

Selection Grade: 1800-100-2000.
In addition, there are posts in super-time scales with
pay between . 2,150 and 3,500. The other conditions
of this service are regulated by the All Indis Services
rules prescribed for this purpose. In relation to
All India Services it has been held by the Suprene
Court in Wadhwa's case¢ (A.I.R. 1964 S.C. 423) that

a person borne on a Jjunior scale of pay has a right

to hold a post on a senior scale of pay depending
uoon the availability of a post and his seniority in
the junior scale of pay. <This virtually means that
subject to the limitations mentioned as above the
appointment to the senior scale in the case of memoers

of gll India Services is automatic
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3.5.5 The Indian Foreign Service ranks with the
Indian Administrative Service in pey scales and other
conditions which make for the status of that service,
THE 3.5.6 The pay scales of the Indian Police Service,
INDIAN
POLICE another All India Service created after the stoppage
SERVICE
of recruitment to the pre-Independence 'Indian Police',
are somewhat lower than those of the Indian Adminis-
trative Service and Indian Foreign Service. They
were originally the same as prescribed for some of the
Central Services Class I (created ‘') place of the
old Imperial Services); but on per:istent represen-
tations for their improvement some -hanges were made
with the result that they are higher in certain
grades than those applicable to the Central Services
Class I. The pay scales prescribed are as follows:-

Junior Scale: 400-407-450-30-600-35-670-EB-35-950,

Senior Scale: 740 (6th year or under)-40-1100-
50/2-1250-50-1300.

Selection Grade: 1400

Dy. Inspector 1600-100-1800
Genl. of Police.

Commissioner of 1800-100~2000
Police, Calcutta
and Bombay.

Inspector 2250
General of
Police

Director, 2750,
Intelligence
Bureau
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3.5.7 Most of the other Central Services Cisss I OTHER
CENTRAL

(Non-technical) have the same time-scale of the SERVICES
CLASS I

pay for their basic grade. A few Central Services

Class I have separate Jjunior and senior scalcs.

For example, the Indian audit and .ccounts Service

and the Indian Defence .iccounts Service have the

running time-scale of pay %. 400-400-450-30-510-EB-

700-40-1100-~50/2~1250, for their basic grade while

the Indian Railway jAccounts Service has in its

place two scales of peay,

Junior Scale: 400_470-450-30-600-35-670~-EB-35-950
and

Senior scale: 700-40-1100-50/2-1250
The scales of pay for the junior and senior aiminis-
trotive and other higher grades for the Central
Services Class I are different for different services.

They are generally from among the pay-scales given

below:

1) 1100-50-1400

2) 1100-50-1300-60-1600
3) 1300-60-1600

4) 1600-100-1800

5) 1800-100-2000.

6) 1800--100-2000-125-2250
7) 2500-125/2-2750.

8) 3000.
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THE CENTR4L 3.5.8 The Central Secretariat Service includes posts
SECRETARIAT

SERVICES in Class I and Class II. The Class Il posts consist
LND THE

RATILWAY of two categories: Gazetted and Non-Gazetted. Direct
BOARD

SECRETALARIAT recruitment is made only to the grades in Class II.
SERVICES

ETIC, The Class I posts are filled up by promotion. The

Railway Board Sccretariat Service znd the Indian
Foreign Service (B) have the same structure. Class I
posts have the scale of pay of k. 900-50-1250, but there
is a selection grade in Class I in the Central Secre-
tariat Service with the pay sca<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>