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RBSOLUTION OP THB GOVBRNMBNr OP INDIA IN TilE DEPARTMENT'O!, 

COMIIBRCIl ,&:liD INDUSTJl.Y, No. 7550-7575-88 (TBLBGRAl'H ESTABLISH

MBNT), DATBD SIMLA., TDB 25TII SBPTBMBER 1906. 

For some time past the organisation and work of the Telegraph Depart
ment in a.ll its branches have belln occupying the close attention of the Govern
ment of India. From the time when construction first began in 1850-51 the' 
hiatory of the Department covers a period of a little more than half a century. 
during which Telegraph Offioers have rendered admirable services to the 
State, and have shown themselves second to none in public spirit aud e8prit de 
eorp,. In the Mutiny of 1857 their work was of incalculable valuE'l, and in 
more reoent times they have again and again proved their devotion to duty and 

, their power of overcoming the gravest physical difli.culties during the Afghan 
War, in Burma, in frontier expeditions and in Tibet. In the less tryingcir
cumstanoes of the every day ,work of the Department their achievements have 
nct heen lesl excellent. In fifty,five years the number of miles of open line 
has risen from nctbing to 6!l,730, the number of miles of wire from nothing 
to 2,1,3,840, and the number of paid messages now exceeds ten millicns in the 
year. Suocessive reductions of the ch~rges for all olasses of telegrams have 
placed telegraph facilitieS within the reach of all, and the Government of India 
believe that the, efficienoy of the service ia thoroughly appreciated by the 
publio. It is a record of which the Department may well be proud, and it 
may be confidently antioipated that the future will not be unwortby of the 
past. 

2. But, if thil is to be aocomplished, it is essential that the Department 
should not be handicapped by obsolete methods or faulty organisatioD. The 
eontinuous growth of the Department yearly inoreases the strain on every 
branch of the servioe, magnifies the IIoale of operations, and tests the adequaey 
of the established methods of work and .administration.· The expansion of the 
work, whioh has always been rapid, haa in reoent years beoome enormous. 
Traffio has gone up by leaps and bounds, and with commeroial" and industrial 
development and the spread of eduoation the rate of progress must be expected 
to inorease in the future. The organisation whioh was suitable in the infancy 
of the Department, and has proved itself equal to the oare of its, vigoroul! 
youth, cannot be expeoted without modifioation to meet fully the requirementa 
of its maturity. Mere multiplioation of establishment without an effort to 
understand what the oonditions are, and to provide for them appropriately is 
no remedy, and must in the end be absolutely fatal hoth to eoonomy &n.d 
effioienoy. New conditions oall for new methods, fresh problems' demand 
appropriate solutions, and traffic on an unpreoedented scale must be disposed 
of by other methods than have hitherto. suffioed. It is for this reason that 
the G1lvernment of India deem it necessary to review the work of ·the Tele
graph Department in all its branches and to examine the manner of rearuit
ment, the mode of work, and the distribution of responsibility amongst the 

, unous authorities. From the need of a periodical examination of its organisa
tion and duties no service is exempt, and in the case of the. Telegraph Depart
ment the increase of work renders it imperative that the task should be nc 
longer postponed, if it is to do justice to the reasonable expectation of the 
publio and to its own past history, 
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8. One particular respect may be menticned in whioh the need for reform i. 
specially urgent. 80 long as the Department was comparatively .mau. it oould 
be administered conveniently and efficiently from one centre under the imme_ 
diate personal control of a single head; but the time when this could be done 
is already past. In the year 1904 when an increase of establishment in 'he 
Director's Offi"e was applied for, the Government of India were impressed by 
the immense volume of the work .with which the Direction was burdened, and 
the number and variety of the question. (some of them of the most trivial 
cbaracter) with which the Director·General was expected to deal. An experi
enced officer of the Accounts Department, Lieutenant.Colonel Wftller, W81 

deputed to inspect the head office and to formulate proposal. for the relicf 
of the head of the Department from all questions of a routine character, and all 
matters of minor importance, the disposal of which might safely be entrusted 
to subordinate authority. Lieutenant·Colonel Waller in his report entirely 
confirmed the impression which the Government of India had already formed 
that the Direction was over·bur~ened and in urgent need of relief. and he also 
drew attention to the defective organisation of the Department, by which DO 

les8 than twenty-eight separate offices were immediately subordinate to the 
Director-GeneraL He therefore advocated the grouping of the Telegraph 
Diviaion8 in several great Ciroles of control, and the creation of a grade of 
officers intermediate between the Director-General and the Divisional Superin-, 
tendents, to whom'muoh larger powers could be delegated than could safely be 
entrusted to Superintendents. These recommendation. were approved by the 
Government of India, aud a small Departmental Oommittee was constituted to 
prepare a. detailed scheme of decentralisation. The proposals of the Committee 
were considered to be generally suitable. but, before final orders could be 
passed, it became necessary to postpone a decision, until the prior question of 
the amalgamation of the Post Office and Telegrapi!. Departments had been 
I8ttled. . 

4. The decision arrived at with regard to amalgamation was made publio 
by the Hon'ble Mr. Hewett in his speech in the Budget Debate on the 28th 
March 1906, and to the conclusions then expressed the Government of India 
adhere. Amalgamation could only be justified if it could be shown that It 
would result in a financial saving without 1088 of efficiency i or that it would 
lecure increased efficiency with a similar standard of expenditure. The 
organisation of the two Departments at the present time is entirely different, and 
without a radical change in the Telegraph Department amalgamation could not 
possibly be attempted. Reorganisation must the:efore in any case precede 
amalgamation, and may in view of the special conditions prevailing in India 
render it unnecessary. provided that the work of the two Departmenta be 
properly oo·ordinated. In the work of co.ordination progress has already 
been made. and will be continued under the control of the Department of the 
-Government of India to which both services are subordinate j and the principle , 
Ulat post and telegraph cffices should be combined, wherever possible. ahould 
be steadily enforced. Not fusion. therefore. but co.ordination is the policy 
which the Government of India have adopted as suitable for the present time 
and as conducive under existing conditions to efficiency and economy. -

5. The soheme of decentralisation aubmitted by the Departmental Commit
tee provided for the constitution of six Circles each in oharge of a single officer. 
for the delegation to these officers of large powers and for the reorganisation of 
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the staff of the Direction and its office establishment. Some system of this kind 
the Government-of India regard as indispensably necessary, not only in order 
to leave the Director-General free tG devote more time to the more Rerious pro
blems of administratiGn, though the importanoe of tbis oan hardly be overrated, 
butalsotoatTord an opportunity to the officers of the Department to aoquire a 
lOund training in administrative work, wbioh under the present system they have 
small ohanoe of obtaining. The.soh-.me which has been prepared has been drawn 
up on thoronghly sound lines, and will, the Government of India think, be found 
to be generally suitable, but itis not possible to prooeed at once to its intro.; 
duction. In certain minor respects it requires further examination in the 
light of what haR ocourred sinoe the Oommittee sat. It is thought, for example, 
that if possible, Telegraph and Postal Oircles sheuld be coterminous, not merely 
beoause amalgamation must remain a possibility of the future, but alsG because, 
if the system of oombined offices is to be extended, it is essential to harmonious 
working tbat the jurisdictions of the various Divisions of the two Departments 
should not overlap. 

6. But there is another and more oogent reason for postponing the 
introduction of -the Bcheme. Facts which have recently come before the. 
Government of India, and especially those elicited in the inquiries made 
regarding tbe question of amalgamation, point to the conclusion that decen. 
tralisation by itself will not suffice to plaoe the Department on a sound basip. 
and that more comprehensive measures are called for. There is reason to 
believe that, on the one hand, higl.ly paid offioers, who have· received an 
elaborate teohnioal training, are sometimes employed in work of a routine 

. character, which oould equally well be performed by officers without speoial 
training, and on lower pay, while, on the other hand, the system is not fitted 
to turn out men with the req Ilisite experience and training in matters where 
special knowledge is essential. ·Tbe work done by a Telegraph Officer during 
the esrlier stages of his career (6.g., when he is in charge of a Sub·Division) 
i, exactly the same as that performed by Sllb-Assistant Superintendents 
whose qualifioations are far inferior. It would appear therefore that for 
lub·divisional work proper the speoial teohnical training wbioh officers of the 
Superior Stall reoeive is not required. On the otber hand although Assistant 
Superintendents have every chanoe of making themselves experts iu oonstruotion 
work, they seldom have an opportunity to acquire by practical experienoe a full 
knowledge of the vitally important matter of traffio working, nor have they been 
always enoouraged to devote themselves to the soientifio study required to qualifJ 
them for dealing with modern developments of telegraphy. It ought therefore 
to be oonsidered whether the present distribution of duties amongst the higher 
offioers of the Department might not be improved with advantageous result 
both to economy and efBoienoy. It shollid be decided how many oflioers are 
required for strictly soientifio work, how many for oonstruotion and mainten
anoe, and how many for traffic. To the total number thus arrived at must 
be added the proper proportion of junior offioers, who may be oonsidered MatiU 
under instruotion, and it has to be determined how they can be most usefully 
employed both in the intereata of the Department and with a view to their own 
training. The deoentralisation soheme neoessarily involves lOme readjustment 
of the bigher appointments and the time is opportuue for a oomplete settlement 
of the whole question. 

7. The organisation and duties.of the Upper Subordinate E"tabliahment 
are inseparably oonneoted with those of the Superior Stall', and any radio. .... 
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ohange in the one involves some corresponding modification in the other. Suh. 
Assistant Snperintendents are at present recrllited by promotion from the ranb 
of the Signalling Staff; and they are employed partly in traffio work in the 
larger offices, partly as Sub-Divisional officers, and partly on oonstruction, while 
• few are attached to the offices of Divisional Superintendents and Sub. Division&! 
officers. Their dnties are thns somewbat various and call for qualification. of 
diverse kinds, but it is not clear that they yoeive any systematio training to fit 
them for their work. The Government of India believe that considerable 
improvements might be effected in their recruitment and training, and that the 
question should be fully considered. Any acheme of reform must neoessarily 
include a consideration of the duties which this class of otlicer may properly 
be called on to perform. 

8. In an earlier paragraph reference has been made to the important bearing 
whioh a proper control over traffio working has upon the etlicient and economical 
administration of the Department. The object for whioh the whole 'yatem ulti. 
mately exists is the prompt transmis~ion of messages at a8 low a cost as possible, 
but the problems of traffio working are essentially of an administrative oharacter, 
and, as already pointed out. Telegraph Otlicera bave not at present Butlioient 
facilities for becoming experts in this particular. Experience in other oountriea 
has shown that, when the increase of messages reaches a oertain stage, it is 
absolutely neoessary in the interests of eoonomy to employ special otlicen, 
working directly under the head-quarters office, to make detailed examinationl 
Ilnd to devise improvements in. this branoh of work. The Government of 
India are disposed to consider favourably the employment of special otlieera 
of this kind in India, and in order that full advantage may be taken of the 
experienoe gained elsewhere, it has been suggested that, as a begiuning. an 
expert Tratlic Offioer should be obtained from England for a limited period to 
inspect the system in this country and to ad vise Government as to its improve
ment. The Government of India are inolined to believe that the introduction 
of new ideas by this means would prove advantageous to the Department but 
i~ will suffice at present merely to note the suggestion as one wbich sbould be 
furtber considered. 

9. Intimately conneoted with Traffio Administration is the question of the 
organisation of the Signalling Establishment. This question was oonsidered by 
the Departmental Committee which sat in 1904, and definite proposals were 
submitted to Government; but the diffioulties conneoted with the lubject are 
T-ery great, and no final decision has yet been arrived at. Meanwhile the rspid 
growth of work has made further postponement a direct invitation to IIOrioUS 
failure. In 1902-03, the increase in the total operations over tbe previoUl year 
'Was 5 per cent., in 1903-04,7'6 per cent., in 1904-05, 24'17 per cent. (thiB 
enormous rise being no doubt due to the reduction in the rates) and in 1905-06. 
14'97 per cent. Nor is there any reason to think that the movement has lpen& 
its force. Large additions bave from time to time been made to the Sign&lling 
E"stablishment; but it is obvious tbat, unless the Department is to be worked at 
a 1088, the process cannot be continued indefinitely_ The growth of work must be 
partly met by a rise in efficienoy, and an improvement in the outtum of the in· 
dividual signaller. That the present average outturn, in spite of some improve
Illent which has taken plaoe recently. is far below wbat it migbtbe. and is 
absurdly low when compared with the results obtained in other countries 
does not admit of doubt. The Government of India understand that in 
.Belgium telegraphists serving on a line constantly worked can produce on 
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the Morsa apparatus thirty or thirty. five telegrams au hour, and that. smart 
operators may do even forty-ave and fifty. In England the standard 
average of twenty-four telegrams per operator per hour is insisted on, and 
if that is not reached explanations ara called foJ'. On some oirouits of 
ooursethe rate goes below _ twenty-four but on a constantly fed main 
wire a standard of forty or fifty messages an hour is frequently attained. In 

. India the average outtuTn in combined and departmental oflicestogether does 
not amount to six messages per hour, wbile from figures submitted by the 
Director-General, it appears! that in fourteen of the principal Departmental 
offioes the average outturn per diem amounted in 1905 to fifty-six messages 
psr man or seven per hour. It is possible that widely different conditions may 
make the English standard impossible of attainmep.t in India. but that an 
improvement oan and ougbt to be made is olear. 

10. In order to improve the outturn of work a system has been tentatively 
introduoed in some of the larger offices. by which all signallers. who exceed a 
certain minimum number of messages in a day, receive additional remuneration 
in proportion to tha excess number of. messages disposed of. From this system of 
.. pia money" or from some similar system, the Government of India look for 
important results. When a signaller's earnings are directly dependent on 
the amount of work he does. it is ressonable to expect that he will exert 
himself and endeavour to do his best. On the other hand when the idle and 
industrious are paid alike, no man hss any moti"re to do more than his 
neighbour, and an inevitable tendency exists for all to sink to the same 
dead level of production. The" pie money It system has already pro
duoed a deoided improvement where it has been brought into force, but 
there are a nllmber 'of details which cannot be settled witbout further 
examination, e.g., the standard number of messages whioh a signallez 
may fairly be expected to attain before extra emolument is earned. and the 
preoise form of the system whioh will be best suited. to the needs of the. 
Department. It will be neoessary to oonsider how far signallers should 
be remunerated by fixed salaries and how far by earnings proportionate 
to the amount of work done. A scheme by which all signallers would· receive 
a dxed subsistenoe allowance, an aiditional remuneration for each message 
despatched. would have distinct advantages. for the earnings of every man 
beyond the fixed minimum would be automatically regulated by the amount of 
work done, and signallers would have every inoentive to exert themselves to the 
utmost. An additional advantage would be tbat the present oumbrous and 
inoonvenient olassification of signallers as Superior, Good. Average and 
Indifferent would be got rid of and the necessity for periodical testing 
examinations removed. The Government of India are unable to say at presen~ 
how far·it would be safe to go in this direotion, but the matter merits full 
investigation. 

11. There are other questions connected with the organisation of the Sig
nalling Establishment besides that of . the mode of remuneration. It hss been 
found increasingly difficult to obtain recrllits in sufliaient numbers. or of the 
standard of physique and education which is demable. and it appeare clear 
that an elIort must be made to widen the field of reoruitment. Two measu.rea 
bave been suggl!Stcd with this object. of which one aim. at the reduotion of 
the number of General Service men in the Department (t.e., those liable to 
I16lVioe ill any part of India), and the establishment at thftPreilideuoy toWJll 
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and possibly at some other large centres, of purely local non-pensionable ee"ices, 
while the other contemplates the employment of female telegraphists. Both 
these suggestions are worthy of 81lrioUII consideration, and it may, the Govern
ment of India thin k, he posRible to give effect to thl'm. 

Finally the rate of expansion which has prevailed recently in the Depart
ment has forced on the notice of Government the necessity of devising lOme 
scheme for the automatic increase of establishment in p~portion to the actual 

. increase of traffic, provision being made for the inC1'e8SC of controlling estab. 
lishment in defined proportion to the increase in lower gradca. Government 
are not always in a good position to decide whether an increase is required or 
not, and 80 far as possible the system should be made self-regulating, if this 
can be done with due regard to the interests of economy. 

12. In connection with the relations of the Telegraph Department to the 
,Post Office allusion bas already been made to the question of combined 
offices. This is a matter which the Government of India regard as of the 
greatest importance to economical administration. They consider that the 
principle of combining Post and Telegraph offioes wherever possible shOuld be 
steadily enforced; new departmental offices should be opened only when the 
necessity cannot be avoided, while in the case of existing offices, it should be 
considered to what extent combination can be effected. It will be necessary 
however to examine the matter carefully. and to lay down: the principles 
whioh should regulate the policy of Government in dealing with individual 
.cases. 

In arulther respect the relations of the two Departments might bl! closer, 
"ie., the Acoounts system. In most European countries, though the extent to 
which the Departments are amalgamated varies, it has been found possible and 
desirable to effect a complete combination of the Aocounts administration. 
It is not possible to say at present whether this would be praoticable in India 
and whether the advantages to be derived from the amalgamation, if feasible, 
are sufficient to' make the change advisable. IIut the Government of India 
oonsider that the matter should be;fully investigated. 

13. The questions which have been raised in the foregoing paragraph. are 
of very considerable importance, and demand full examination. The Govern· 
ment of India have therefore decided to appoint a Committee to consider them 
and certain other minor matters whioh have not been specifioally referped 
.to, and to advise Government a8 to the course which should be followed .. The 
Committee will consist of the following gentlemen :-

Preli.dene: 
SIR Lzwls TUPI'g, K.C.I.E., C.S.1., I.C.S. 

M .. 6e" : 

MB. L. A. S. 'POBTEB, C.S.I., I.C.S. 

MB. E. A. LBOCB, Indian Telegraph Department, 
Deputy Director-General of Telegraphs. 

Ma. W. MuwBLL, I.C.S., Postmaster-General, Ponjab. 

MIL. R. O. LJIB8, Indian Telegraph Department. 

MB. P. T. B. KBLLNBB, Publio Worb Department, Acooonf4. 

Secretary : 

Mil. G. RAINY, I.C.S. 
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14. _ The points which the Committee will ill"Vestigate are the following :

(1) Whether the soheme of decentralisation drawn up by the Depart
mental Committee of 1904 may be- adopted. as it stands, or 
whether any, and if so what, modifications are neces~ary. 

(2) What alterations should be made in the staff and office establish
ment of the Direotion, if the decentralisation soheme is adopted. 

(3) Whether the existing organisation of the Superior Statt of the De
partment and thl' distribution of the work is satisfactory, and It 
not what alterations should be made: in particular whether a 
clearer distinction should be made between (a) administration. 
traffic and inspection on the one hand, and (b) oonstruction and 
engineering on the other. 

(4) Whetber the existing system of reoruitment, training and duties of 
tbe Upper Subordinate establishment is satisfactory and if not 
what changes should be made. 

(/» Whether an expert Traffic Offioer should be brought out from 
England to examine the traffio working of the Department and 
to make suggestions for i~ improvement. 

No' •. -If .... Committ .. lind tbey are ill a position to ..... mm.nd ihe immediate .appointment of an uport 
the, .bould .ubmi~ detailea propolalo to Govamme"t at .. earl, a d.te .1 po .. ible in B.iicipotion of ibei, 
report. 

(6) What measures should be taken to promote closer and more intimate 
relations between the Post Office and the Telegraph Department 
in the matter of combined offices, a.nd what prinoiples should 
govern (0), the opening of new departmental offices, and (b) the 
combining of offioes already separate. 

(7) Whether the acoounts and audit. system of the Telegraph Depart
ment sbould be amalgamated with tbat of the Post Office. 

(8) Whether any and if so what ohanges are required in the existing 
organisation of the- Check Office in view of the expansion of 
message trat1io, and in particular-

(0) whether a.ny part of the work can. be transferred to any Acoounts 
Department; and 

(b) whether any part of tbe work can be decentralised and trans
ferred to the Cirole Officers whom it is proposed to create. 

(9) What ohangos should be made to improve the existing organisation 
of the signalling establishment and in partioulat-

(/I) whether striotly looal and non-pensionable servioes should be 
formed in the Presidency towns and other large centres ; 

(b) whether female signallers should be employed in tbe Department 
, and if so to what extent and under what restrictions; and 

(e) what alterations should be msde in the present mode cf classifi
cation and remuneration of signallers,and to what extent their 
earnings should be regulated by their .actual outturn of work by 
the general introduction of • pie-money' or Bome similar 
system. 

(10) Whether a Bcheme can be devised for the automatic inorease of the 
signalling establishment in proportion to tile actual inorease in 
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traffic, the strength of the oontrolling establi&llment being 
increased in fixed proportion to the inorease in the lower grades. 

(11) Whether any and if so what changes are called for ill the eJ:istiog 
Stores system of the Telegraph Department. 

(12) Whether it is advisable to decentralise the work of the Department 
to a larger edent in great oities. 

The Committee are not limited by the terms of th'e reference to the 
specific questioDs indicated. but are free to take up any matter connected with 
the main objeot of their appointment, which is to submit proposals for the 
improveJ. organisation of the Indian Telegraph Department in all its branohea. 
Any defeots in working or suggestions for improvements whioh may come to 
their notice should be oarefully cODsidered, and so far as necessary. appropriate 
proposals should be made. 

15. The Committee, or as many of their number as are able to take up 
their duties by that date, will assemble at Simla on the 28th September. 
From the 1st of November onwards the head-quarters of the Committee will 
be at Caloutt!!. but from two to three months will be spent on tour, The 
members will visit important mercantile oities and other plaoes at their 
disoretion, where their inquiries and inspeotions are likely to be usefUl. The 
Government of India trust that Local Governments will afford them all the 
assistance which they may require, and oomply with any requests for inform
ation and advioe whioh may be addressed to them by the Committee through· 
their Secretary. In addition to Telegraph offioials the Committee will he at 
liberty to take the evidence of members of mercantile firma by which the 
telegraph is largely used, who. may be willing to give evidence. as also of 
officers in Government offices who have anycoosiderable experienoe of the 
despatoh and receipt of telegrsms. The Committee should submit ita Report in 
six months or earlier if practicable. 

ORDERED that a copy of this Resolution be forwarded to all Local Govern
ments and Administrations, to the Home, Finance and Public Works Depart
·ments -to· the Director-General of the Post Offioe in India. to the Director-, . 
General of Telegraphs and to the President and Members of the Committee. 

OBDEBED al~o. that it he published in the Supplement to the Oarelle of 
EmUIJ, for general information. 


