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RESOLUTION OF 7THE GOVERNMENT OF INDIA IN THE DEPARTMENT OF
CouMMERCE AND INDUSTRY, No. 7560-7676—88 (TELEGRAPE ESTABLISH-
MENT), PATED BimLA, THR 25TH SEPTEMBER 1906.

For some time past the organisation and work of the Telegraph Departs
ment in all its branches have been occupying the close attention of the Govern:
ment of India, From the time when construction first began in 1850-51 the
history of the Department covers a period of a little more than half a century,
during which Telegraph Officers have rendered admirable services to the
State, and have shown themselves second to none in public spirit and esprit de
corps. In the Mutiny of 1857 their work was of incalculable valne, and in
more recent times they have again and again proved their devotion toduty and

. their power of overcoming the gravest physical difficulties during the Afghan
War, in Burma, in frontier expeditions and in Tibet. In the less trying cir~
cumstances of the every day work of the Department their achievements have
not been less excellent. In fifty-five years the number of miles of open line
bas risen from nothing to 64,730, the number of miles of wire from mnothing
to 243,840, and the number of paid messages now exceeds ten millions in the
year. Buocessive reductions of the charges for all classes of telegrams have
placed telegraph facilities within the reach of all, and the Government of India
believe that the efficiency of the service is thoroughly appreciated by the
public. Itisa record of which the Department may well be proud, and it
may be confidently anticipated that the future will not be unwortby of the
past.

2. But, if this is to be accomplished, it is essential that the Department

should not be bandicapped by obsolete methods or faulty organisation. The
continuous growth of the Department yearly increases the strain on every
branch of the service, magnifies the gcale of operations, and tests the adequaey-
of the established methods of work and administration. The expansion of the
work, which has always been rapid, has in recent years become enormous.
Traffio bas gone up by leaps and bounds, and with commeroial” and industrial
development and the spread of education the rate of progress must be expected
to inorease in the future, The organisation which was suitable in the infaney
of the Department, and has proved itself equal to the care of its. vigorous
youth, cannot be expected without modification to meet fully the requirementa
of its maturity. Mere multiplioation of establishment without an effort to
understand what the conditions are, and to provide for them appropriately is
no remedy, and must in the end be sbsolutely fatal both to economy and
officiency. New conditions call for now methods, fresh problems  demand
appropriate solutions, and traffioc on an unprecedented scale must be disposed
of by other methods than have hitherto sufficed. It is for this reason that
the Government of India deem it necessary to review the work of -the Tele~
graph Department in all its branches and to examine the manner of recruit=
~ment, the mode of work, and the distribution of responsibility amongst the
. various 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, |



( i)

8. One particular respect may be mentioned in whioh the need for roform is
specially urgent. 8o long as the Department was comparatively small, it oould
be administered conveniently and efficiently from one centre under the imme.
diate personal confrol of a single head ; but the time when this could be done
is already past. In the year 1904 when an iucrease of establishment in the
Direotor’s Office was appiied for, the Government of India were impressed by
the immense volums of the work with which the Direction was burdened, and
the number and variety of the questions (some of them of the most trivial
character) with which the Director-General was expeoted to deal, An experi-
enced officer of the Accounts Department, Lieutenant-Colonel Waller, was
deputed to inspeot the head office and to formulate proposals for the relief
of the head of the Department from all questions of a routine character, and all
matters of minor importance, the disposal of which might eafely be entrusted
to subordinate authority. Lieutenant-Colonel Waller in his report entirely
confirmed the impression which the Governmeat of India had already formed
that the Direction was over-burdened and in urgent need of relief, and he aleo

‘drew attention fo the defective organisation of the Department, by which no
loss than twenty-eight separate offices were immediately subordinate to the
Director-General. He therefore advocated the grouping of the Telegraph
Divisions in several great Ciroles of control, and the creation of a grade of
officers infermediate between the Director-General and the Divisional Superins=.
tendents, to whom much larger powers could be delegated than could safely be
entrusted to Superintendents. These recommendations were approved by the
Government of India, and a small Departmental Committee 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 beoame necessary to postpone a decision, until the prior question of
the amalgamation of the Post Office and Telegraph Departments had been
settled.

4. The deoision arrived at with regard to amalgamation was made public
by the Hon'ble Mr. Hewett in his speech in the Budget Debate on the 28th
March 1908, 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 loss of efficiency; or that it would
secure increased efficiency with a similar standard of expenditure. The
organisation of the two Departments at the present time is entirely different, and
without & radical change in the Telegraph Department amalgamation could not
possibly be attempted. Reorganisation must therefore 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 Departments be
properly co-ordinated. In the work of co.ordioation 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 ; and the principle
that post and telegraph offices should be combined, wherever possible, should
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 conduscive under existing conditions to efficiency and economy,

5. The scheme of decentralisation submitted by the Departmental Commit-

tee provided for the constitution of six Ciroles each in charge 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 itsoffice establishment. Some system of this kind
the Government.of India regard as indispensably necessary, not only in order
to leave the Director-General free to devote more time to the more serious pro-
blems of administration, though the importance of this can hardly be overrated,
but also to afford an opportunity to the officers of the Department to acquire a
eound training in administrative work, which under the present system they have
small chanoe of obtaining. Theschgme which has been prepared has been drawn
up on thoroughly sound lines, and will, the Government of India think, be found
to be generally suitable, but itis not possible to proceed at omce to ifs intro=
duction, In certain minor respects it requires further examination in the
light of what has ocourred since the Committeesat, It is thought, for example,
that if possible, Telegraph and Postal Circlesshould be eoterminous, not merely
beoause amalgamation muset remain a possibility of the future, but also because,
if the system of combined offices is to be extended, it is esseuntial to harmonious
working that the jurisdictions of the various Divisions of the two Departments
should not overlap.

8. But there is another and more cogent reason for postponing the
introduction of .the scheme. Facts which have recently come before the
Government of India, and especially those elicited in the inquiries made
rogarding the question of amalgamation, point to the conclusion that decen<
tralisation by itself will not suffice to place the Department on. & sound basir,
and that more comprehensive measures ara called for. There is reason to
believe that, on the one hand, higkly paid officers, who bave  received an
elaborate technical training, are sometimes employed in work of & routine

" charaoter, which could equally well be performed by officers without special
training, and on lower pay, while, on the other hand, the system is not fitted
to turn out men with the requisite experience and training in matters whers
special knowledge is essential. - The work done by a Telegraph Officer during
the earlier stages of his career (a.5., when he is in charge of a Sub-Division)
is exactly the same as that performed by Sub-Assistant Superintendenta
whose qualifications are far inferior. It would appear therefore tha} for
sub-divisional work proper the special technical training which officers of the
Superior 8taff receive is not required, On the other hand although Assistant
Superintendents have every chance of making themselves experts in construotion
work, they seldom have an opportunity to acquire by practical experience a full
knowledge of the vitally important matter of traffic working, nor have they been
always encouraged to devote themseslves to the soientific study required to qualify
them for dealing with modern developments of telegraphy. It ought therefore
to be considered whether the present distribution of duties amongst the higher
offioers of the Department might not be improved with advantageous result
both to economy aund efficiency. It should be decided how many officers are
required for strictly scientifio work, how many for construction and maintens
ance, and how many for traffic. To the total number thus arrived at must
be added the proper proportion of junior officers, who may be considered asstill
under instraction, and it has to be determined how they can be most wusefully
employed both in the interests of the Department and with a view to their own
training. The decentralisation scheme necessarily involves some readjustment
of the higher appointments and the time is opportune for a complete settlement
of the whole question.

7. The organisation and duties.of the Upper Subordinate Establishment
are inseparably connected with those of the Superior Staff, and any radical
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change in the one involves some corresponding modification in the other. Sube
Assistant Buperintendents are at present recruited by promotion from the ranks
of the Bignalling Staff; and they are employed partly in trafic work in the
larger offices, partly as Bub-Divisional officers, and partly on eoustruction, while
a few are attached to the offices of Divisional Superintendents and Sub-Divisional
officers. Their duties are thus somewhat various and call for qualifications of
diverso kinds, but it is not clear that they rpceive any systematio training to fit
them for their work. The Goverument of India believe that considerable
improvements might be effected in their recruitment and training, and that the
question should be fully considered. Any scheme of reform must necessarily
include a consideration of the duties which this class of officer may properly
be called on to perform.

8. In an earlier paragraph reference has been made to the important bearing
which a proper control over traffic working has upon the efficient and economical
administration of the Department. The object for which the whole system wulti-
mately exists is the prompt transmission of messages at as low & cost as possible,
but the problems of traffic working are essentially of an administrative character,
and, a8 already pointed out, Telegraph Officers have not at present sufficient
facilities for becoming experts in this particular. Experience in other countries
has shown that, when the increase of messages reaches a certain stage, it is
absolutely necessary in the interests of economy to employ special officers,
working directly under the head-quarters office, to make detailed examinations
and to devise improvements in this branch of work. The Government of
India are disposed to consider favourably the employment of special officers
of this kind in India, and in order that full advantage may be taken of the
experienoe gained elsewhere, it has been suggested tbat, as a beginning, an
expert Traffic Officer should be obtained from England for a limited period to
inspect the system in this country and to advise Government as to its improve-
ment, The Government of India are inclined to believe that the introduction
of new ideas by this means would prove advantageous to the Department but
it will suffice at present merely to note the suggestion ns one which should be
further considered. |

9. Intimately connected with Traffic Administration is the question of the
organisation of the Signalling Establishment. This question was considered by
the Departmental Committee which sat in 1904, and definite proposals were
submitted to Government; but the difficulties connected with the subject are
very greaf, and no final decision has yet been arrived at. Meanwhile the rapid
growth of work has made further postponement a direct invitation to serious
failure, In 1902-03, the increase in the total operations over the previous year
was 5 per cent., in 1903-04, 7-6 per cent., in 1904-05, 24-17 per cent. (this
enormous rise being no doubt due to the reduction in the rates) and in 1805-08,
14/97 per cent. Nor is there any reason to think that the movement has spent
its force. Large additions have from time fo time been made to the 8ignalling
Establishment, but it is obvious that, unless the Department is to be worked at
a loss, the process cannot be continued indefinitely. The growth of work must be
partly met by a rise in efficiency, and an improvement in the outturn of the in-
dividual signaller. That the present average outturn, in spite of some improve-
ment which has taken place recently, is far below what it might be, and is
absurdly lJow 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 Morss apparatus thirty or thirty-five telegrams an hour, and that smart
operators may do even forty-five 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 are called for. On some cirouits of
course the 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 outturn in combined and departmental offices together does
not amount to six messages per hour, while from figures submitted by the
Director-General, it appears ‘that in fourteen of the principal Departmental
offices the average outturn per diem amounted in 1905 to fifty-six messages
per man or seven per hour, It is possible that widely different conditions may
make the English standard impossible of attainment in India, but that an
improvement can and ought to be made is clear.

10. In order to improve the outturn of work a system has been tentatively
introduced 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 the excess number of messages disposed of, From this system of
* pie 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 reasonable to expect that he will exert
himself and endeavour fo do his best. On the other hand when the idle and
industrious are paid alike, no man has any motive 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 ” system has already pro-
duced a decided improvement where it has been brought into force, but
there are 8 number of details which cannot be settled without farther
examination, e.g., the standard number of messages which a signaller
may fairly be expected to attain before extra emolument is earned, and the
precise form of the system which will be best suited .to the needs of the
Department. It will be necessary to consider 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 fixed subsistence allowance, an additional remuneration for each message
despatohed, would have distinct advantages, for the earnings of every man
beyond the fixed minimum Wwould be automatically regulated by the amount of
work done, and signailers would have every incentive to exert themselves to the
utmost. Anadditional advantage would be that the presentoumbrous and
inconvenient olassification of ~signallers as Superior, Good, Average and
Indifferent would be gobt rid of and the necessity for periodical testing
examinations removed. The Government of India are unable to say at present
how far it would be safe to go in this direction, 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 has been
found increasingly difficalt to obtain recruits in sufficient numbers, or of the
standard of physique and education which is desirable, and it appears clear
that an effort must be made to widen the field of reoruitment. Two measures
bave been suggested with this objeot, of which one aims at the reduction of
the number of General Service men in the Department (i.e., those liable fo
service in any paxtof India), and the establishment at- the Presidency towns
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and possibly at some other large centres, of purely local non-pensionable services,
while the other contemplates the employment of female telegraphists, Both
these suggestions are worthy of serious consideration, aund it may, the Govern-
ment of India think, be possible to give effect to them.

Finally the rate of expansion which has prevailed recently ia the Depart-
ment has forced on the notice of Government the neoessity of devising some
scheme for the automatic increase of establishment in proportion to the actual

. increase of traffic, provision being made for the increase of controlling estab.
lishment in defined proportion to the increase in lower grades. Government
are not always in 8 good position to decide whether an increase is required or
not, and so 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 has already been made to the question of combined
offices. This is a matfer wbich the Government of India regard as of the
greatest importance to economical administration. They consider that the
principle of combining Post and Telegraph offices wherever possible should be
steadily enforced ; new departmental offices should be opencd only when the
necessity cannot be avoided, while in the case of existing offices, it should be
counsidered to what extent combination can be effected. It will be necessary
however to examine the matfer carefully, and to lay down the principles
whioh should regulate the policy of Government in dealing with individual
oases,

In another respeot the relations of the two Departments might bs closer,
piz., the Accounts system. In most Europeau countries, though the extent fo
which the Departments are amalgamated varies, it has been found possible and
desirable to effect a complete combination of the Accounts administration.
Tt is not possible fo say at present whether this would be practicable in India
and whether the advantages to be derived from the amalgamation, if feasible,
.are sufficient to make the change advisable. But the Government of India
oonsider that the matter should be fully investigated.

13. The questions which have been raised in the foregoing paragraphs are
of very oonsiderable 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 which have pot been specifically referved
to, and to advise Government as to the course which ehould be followed. The

Committee will consist of the following gentlemen :—

Pressdent :
Stz Lewis Tueree, K.C1E, CSL, ICS.

Members :
Me. L. A. S, Porrer, C.8.1, 1.C.8.
Aie. E. A, Lsscs, Tndian Telegraph Department,
Deputy Director-General of Telegraphs.
Mz, W. MaxweLt, 1.C.8., Postmaster-Genera), Punjab.
Mz. R. O. Lxzs, Indian Telegraph Department.
Mz. P. T. B. Kerinee, Poblic Works Department, Accounts.

8ecretary :
Mz, G, Rainy, 1.C.S.
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14. The points which the Committee will investigate are the following —

(1) Whether the scheme of decentralisationdrawn up by the Depar-
mental Committee of 1904 may be  adopted.as it stands, or
whether any, and if so what, modifications are necessary.

(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 Staff of the De-
partment and the dxstnbuhon of the work is satisfactory, and if
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 (4) construction and
engineering on the other.

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

(5) Whether an expert Traffic Officer should be brought out from
England to examine the traffic working of the Deparﬁment and
to make suggestions for its improvement.

Norx.—If the Committee find they are in a position to recommend the immediate appointment of an axpert
thoy should submit detsiled proposals to Government at as carly a data aa possible in enticipation of theip
report,

(6) 'What measures should be taken to promote oloser and more intimate
relations between the Post Office and the Telegraph Department
in the matter of combined offices, and what principles should
govern (a) the opening of new departmental offices, and (3) the
oombining of offices already separate.

(7) Whether the accousts and audit system of the Telegraph Depart-
ment should be amalgamated with that of the Post Office. :

(8) Whether any and if so what changes are required in the existing
organisation of the Check Office in view of the expansion of
message traffic, and in particular—

(a) whether any part of the work can be transferred toany Accounts
Department; and

(2) whether any part of the work can be decentralised and trans-
ferred to the Circle Officers whom it is proposed to create,

(9) What changes should be made to improve the existing organisation
of the signalling establishment and in particular—

(o) whether striotly local and non-pensionable services should be
formed in the Presidency towns and other large centres ;
(3) whether female signallers should be employed in the Department
.and if so to what extent and under what restrietions ; and
(¢) what alterations should be made in the present mode of classifi-
cation and remuneration of signallers, and to what extent their
earnings should be regulated by their actual outturn of work by
the general mtroduotmn of ¢ pie-money’ or some similar
system. '

(10) Whethet a scheme can be devised for the automatic increase of the
signalling establishment in proportion to the actual incresse in
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trafic, the strength of the ocontrolling establishment being
increased in fixed proportion to the inorease in the lower grades.
(11) Whether any and if so what changes are called for in the existing
Stores system of the Telegraph Department.
(12) Whether it is advisable to decentralise the work of the Department
to a larger extent in great oities,

The Committee are not limited by the terms of the reference to the
specific questions indicated, buf are free to take up any matter conneoted with
the main object of their appointment, which is to submit proposals for the
improved organisation of the Indian Telegraph Department in all its branches,
Any defeots in working or suggestions for improvements which may come to
their notice should be carefully considered, and so far as necessary, appropriate
proposals should be made.

15. The Commitiee, 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 Caloutta but from two to three months will be spent on tour. The
members will visit important mercantile cities and other places at their
discretion, where their inquiries and inspections are likely to be useful. The
Government of India trust that Local Governments will afford them all the
assistance which they may require, and comply with any requests for inform.
ation and advice which may be addressed to them by the Committee through-
their Secretary. In addition to Telegraph officials the Committee will be at
liberty to take the evidence of members of mercantile firms by which the
telegraph is largely used, who may be willing to give evidence, as also of
officers in Government offices who have any considerable experience of the

-despatch and receipt of telegrams. The Committee should submit its Report in
gix months or earlier if practicable.

OuDERED that a copy of this Resolution be forwarded to all Looal Govern-
ments and Administrations, to the Home, Finance and Public Works Depart-
‘ments, to' the Director-General of the Post Office in India, to the Director-
General of Telegraphs and to the President and Members of the Commitiee.

' ORDERED also, that it be published in the Supplement to the Gazetle of
India, for general information.
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CHAPTER 1.

INTRODUCTION.

N compliance with the instructions communicated to them in the Resolution
of the Government of India in the Department of Commerce and Industry,
No. 7650-7575—88, dated the 25th September 1906, the President and Secretary
and Messrs. Porter, Maxwell and Kellner entered on their dutios on the 28th
of that month, The Telegraph Officers, Messrs. Leach and Lees, who were on
leave in England at the time the Committee were appointed, did not arrive at
8imla until the 18th October. Pending their arrival the Director-General of
Telegraphs, 8ir Sydney Hutehinson, took a very prominent sharein the delibera-
tions of the Committee and favoured us with much informal advice of great
value.

2. After the preliminary disoussions had been completed we left Simla on
the 27th October and proceeded on a tour which lasted for more than four
months, and during the course of which we visited all the most imporfant
telegraph centres in India and Burma, A list of the places visited will be found
in Appendix A to this Report. ‘Owing to the amount of ground to be covered
and the limited time at our disposal it was necessary on several oecasions to
divide the Committee into two parties so that no office might be omitted which
it was desirable that some of us should see. The places * visited by the Com-
mittee as a whole were Karachi, Bombay, Madras, Calcutfa, Rangoon, Delhi
and Agra. The others were visited by sections of the Committee consisting
of two or three members.

3. Before the Committee left Simla questions were framed on all the subjects
regarding which the Committee desired to obtain the advice of officers of the
Telegraph Department and others, These have been printed and will be found
in Appendix B fo this Report. To these questions written replies were received
in each case from the officers to whom they were sent, and the written answers
were supplemented in] as many cases as possible by oral examination. At
every place visited written memoranda containing the representations of the
Signalling Establishment were laid before the Committee by delegates elected

by the staff, and these memoranda were fully discussed with the delegates at

our meetings. Petitions were also received in various places from the clerks
in signal offices and in the offices of Divisional and Sub-Divisional Officers,
from Task Work messengers, office peons and members of the line estab-
lishment. Personal interviews were. accorded to the representatives of these
classes of employés in exceptional cases only, At every place which we

* At Madras the President, and at Karachi and Rangoon Mr. Porter, were unable to be present with the
Committee.
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visited where there was a Chamber of Commerce, representatives of the
Chamber were invited to meet the Committee for the disoussion of subjeots in
which the commercial community were interested. The invitation was invarie
ably accepted with oordiality; and written memoranda were in each oase
prepared by the Chambers beforehand to serve as the basis for discussion. We
desire to acknowledge the great assistance which we received from our interviews
with the representatives of the Chambers; and the readiness with which their
advice and suggestions were placed at our disposal. At places where important
newspapers are published, members of the staff were present at some of our
meetings and favoured us with information and remarks of which we ocordially
acknowledge the value in connection with our work. At the end of our tour
all the most important signal offices in India and Burma, the S8tore Depdts, the
‘Workshops and the Check Office had been visited either by all or gome of the
members of the Committee. In all, 150 meetings were held of which 53 were
attended by the members of the Commitiee only, 'When, as often happened,
two sittings were held on the same day each has been reckoned as & separate
meeting.
Procsedings of 4. The proceedings of the Committee are voluminous and it has not been
the Committoe. thought necessary to incorporate them in the Report. Wheroe documents
handed in have been unimportant or where printed copies were supplied, it has
been decided not to print or reprint them. Sixteen copiesof the proceedings are
submitted for record in the Department of Commerce and Industry. Of these
only one set is complete; the rest are incomplete for want of spare copies of
" documents either unprinted, or not considered of sufficient value to justify
the cost of the print or reprint. The Parts have been arranged acoording to
locality, all the proceedings of meetings held at Simla and the connected
documents being included in Parf I, those at Karachi in Part II, and so on.
‘Where the documents connected with localities visited smccessively were fow
the proceedings at several places have been brought together and included in one
Part, Where any document has had to be omitted in any set of the pro-
ceedings the omission with the reasons for it and a note of the pages
where it occurs in the complete set are entered on a separate page in the proper
place. In this way the pages in all of the sets submitted have been made to
bear the same numbering. These proceedings are intended for reference and
record only, not for publication, nor is it necessary that they should be perused
at length by the Government of Indis. The Report is written so as to be
complete in itself without reference to other documents, but references are
given, when necessary, both to correspondence and to the proceedings in oase the
Government of India, when examining the Beport, should desire to enter upon
more detail than the Report itself supplies.
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CHAPTER IL

THE CIRCLE SCHEME, THE SUPERIOR STAFF AND THE UPPER SUBOR-

DINATES.

5. (i) The first two points which, by paragraph 14 of the Resolution of
the 25th September 1906, we have been directed to investigate are :—

(1) Whether the scheme of decentiralisation drawn up by the Departmental
Committee of 1904 may be adopled as it stands, or whether any, and if so
what, modifications are necessary.

(2) What alterations should be made in the staff and office establishment
of the Direction, if the decentralisation scheme is adopied.

These subjects can most conveniently be discussed together.

(ii) In 1904 Lieutenant-Colonel Waller, who inspected the office of the
Director-General of Telegraphs, noticed that the Director-General was in direct
official correspondence with as many as twenty-eight subordinate officers, and
proposed that the country should be divided into telegraph controlling Circles in
charge of officers intermediate between the Direotor-General and the Superine
tendents, in order to relieve the former of a mass of unimportant references and
to enable him to devote all his time to the larger questions of administration and
policy which constantly arise in the Department. The Government of India
approved of this recommendation and appointed a Committee, consisting of
Messrs. leMaistre and Thomas, to prepare a scheme of decentralisation, In the
scheme which was drawn up by those officers it was proposed to ereate six
Circles distributed in such a way as to keep, where possible, the whole of each
Railway system within one Cirelo ; to invest the officers in charge of the

~ Circles with large powers ; and to reorganise the staff and clerical establish-

ment of the Direction.

(iii) After a careful consideration of this scheme we are of opinion that it
should be adopted with certain modifications which we think are necessary.
The first of these modifications is that the Telegraph Circles should correspond
as mnearly as practicable with provincial limits, and should ultimately be
exactly coterminous with the Postal Qircles.®* The evidence which we have
received has satisfied us that the Telegraph Department has more important work
with the Post Office in connection with combined offices than with railways, and
that the work with the Post Office is likely to increase at a very rapid rate. We
are further satisfied that it is not practicable fo arrange the Telegraph Circles
so that each railway should be entirely included in a single Circle; that no
serious inconvenience will result from an arrangement under which part of
a railway would remain in one Circle and part in another; and that the advan-
tages of distributing the Telegraph Circles in accordance with the boundaries
of provinces and Postal Circles far outweigh those which might result from an
arrangement made on the basis of railways.

® Wo discussed this modification with Messrs. leMaistre and Thomas and they fully acoepted it, wvide
Part VIII, Volume I of the Proceedings of the Committee, page 157, At the same mesting the whols Cirale
scheme, inclzding the formation of sight Cireles and the abolition of Sub-Divisions, was fully explained to these.
officers. They offered no criticism and expressly said that they saw no objeetions to our propesals. Jbid, pages.
158, 167 and 158,
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-(iv) We consider that there should be eight instead of six Telegraph Circles
and that they should comprise the following tracts of country =

BENGAL + The Provinoce of Bengal.

BoMBAY « The Bombay Presidency, including Siud and a portion of Rajputana.

BurMa . » The Province of Burma,
CENTRAL PRO- The Chief Commissionarship of the Central Provinces, the Central

VINCES. India Agency and a portion of Rajputans.
EaAoAsTtxg N The Province of Eastern Bengal and Assam,
BENGAL.

Maprnas » The Madras Presidency with Mysore and Hyderabad,

PUNJAB. . The Punjab, North-West Frontier Province, Baluchistan, Kashmir
and & portion of Bajputana.

Uxirgp PRO- The United Provinoes aud a portion of Bajputans.
VINCES,
We append as anannexure a map® showing the distributjon of Circles in the
manner now proposed.

(v) 'We understand from the Direotor-General of the Post Office, that there
are at present seven major and three minor Postal Circles, and that on the
abolition of the latter, which is-under contemplation, there will be eight Postal
Oiroles corresponding exactly with the eight Telegraph Circles the formation of
which we reoommend. If, however, the boundaries of the eight major Circles
differ eventually from those proposed by us, there will be no difficulty in ree
adjusting the Telegraph Circles on the same basis.

6. (i) The question has been closely examined whether it is possible to
divide the country into seven Circles for the present, the eighth to be created at
some later period, and we are strongly of opinion that it is not advisable to in-
augurate the scheme with less than eight Circles. We recognise that the Central
Provinces Oircle will be a lighter charge than any of the others for
some years to ocome, but these provinces are rapidly developing in come
mercial importance, their area is extensive and travelling diffioult, and
the allotment of this tract to one or more of the neighbouring Circles
would add unduly to the work of the Circle Officers. Moreover, we consider
that it is highly undesirable to depart from the general principle of our scheme
which aims at establishing the closest relations between the Local Governments
and the Telegraph Oircle Officers on the one hand, and between
the. Telegraph Department and the Post Office on theother ; and we are of
opinion that there should be a high Telegraph Officer, as well as a high
Postal anthority, at the head-quarters of this important Local Administration.

(ii) It might, of course, be arranged to place this Circle under the control
of a Buperintendent at firat ; but this measure, which would not result in any
coneiderable saving, would entail serious administrative inconvenience. The
officer appointed to the charges of this Circle would usually be on the eve of
promotion to the higher appointments and changes of incumbency would
therefore be frequent. It might happen, moreover, that a junior officer would
be placed in a position where it would be his duty to control his seniors, but
without any rise in rank or increase in emoluments, Taking info view the
expected growth of traffic, the intended expansion of combined offices and the
probable or ocertain extension of railways in the Oentral Provinces, we hold that
the charge fully justifies the appointment of a Circle Officer and will afford him
ample scope for useful work. As regards the remaining seven Circles it 'doea

® In pocket.
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not appear that any doubt of the necessity for a separate charge for each can be
entertained. Moreover, seven Circle charges can be filled from the existing staff
down to and including the Chief Superintendents ; and it is mainly because
an additional officer of administrative rank will be required for the eighth Circle
that we have explained at length our reasons for proposing it.

7. (i) In the Direction there should be a Director of Traffic and a Director
of Construction as recommended by the Departmental Committee ; and in our
opinion the officers in charge of Telegraph Circles should be styled
Directors of Telegraphs and should be graded with the Directors of Traffic and
Construction, all these posts being interchangeable, The tenure of the
appointments of Director of Traffic and Director of Construction should be
limited to three years, so that these officers may keepin touch with the practical
work of Cireles, and that Circle Officers rcay in turn be afforded the opportunity
of gaining experience in the Dircction. This arrangement, enabling the
Director-General to select officers for the appointments for which they are
best fitted, will be a great improvement on the existing system under which
an officer becomes the Director of Traffic or Construction with reference rather
to his seniority than to his speeial fitness for that particular class of work. The
ohjection has been raised that under this proposal a semior officer who is
Director of a Circle might receive orders from a junior working in the Direc-
tion as Director of Traffic or Construction; but to this objection we attach
no importance, as all orders from the Direction should be issned in the name of
the Director-General ; and it should be laid down that a Circle Officer cannot be
overruled by an officer other than the Director-General. The advantages of a
system by which the Direction will be manned by officers who are fresh from the
practieal work of Circles, and Circle Officers will be given an opportunity of a
training in the Direction, seem to us to outweigh all other considerations.

((ii) 'The Directors of Circles will be responsible for the general administra-

. tion of their Circles and for the efficient traflic working of all lines and offices

under their control; and here we may mention that in our opinion the whole
subject of so controlling and supervising traffic arrangements as to ensure that
the best possible service is rendered to the public with the minimum waste of
force in the Department, is of such paramount importance that no officer
should be selected for the appointment of : Directorof a Circle or Director
of Traffic who has not given evidence of his aptitude for traffic administration.
The Telegraph Department exists for the purpose of transmitting telegrams with
the greatest possible speed, and the efforts of all the officers of the Department
should be directed towards the attainment of this objeet. For this reason the
Directors of Circles should spend a large portion of their fime on tours of
inspection, to ascertain for themselves where alterations and improvements in
working are required, and to consult with and advise the Superintendents, Traffic
Sub- Assistants and Telegraph Masters on all subjects of importance which arise.
One of the chief dufies of the Circle Officer will be the prompt and thorough
inquiry into complaints received by him from the public. In the same way it
ghould be incumbent on the Director of Traffic to visit the different Circles every
year, for the purpose of discussing with Circle Officers and Superintendents the
larger questions of administration and traffic which come up for decision,

(iii) Further, we attach much importance to the suggestion that periodical
conferences of the Directors of Circles and the Directors of Traffic and Con-
struction should be held for the consideration of important problems !affecting
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the Department ; and we think that for the first few years after the introduction
of the Circle Scheme it will be advisable to holdsuch meetings annually.

(iv) The relations betweea the Circle Officer and the Postal head of the
Circle should be of the closest character so as to ensure the efficient working of
combined offices and the fullest co-operation between the two Departments.

(v) A duty of the Circle Officer which deserves special notice will be the
control of establishment. We shall propose * to invest him with considerable
powers over his subordinates, and the careful exercise of these powers will ensure
that the number uf transfers in the Signnalling Establishment shall be kept as
low as possible, that the work done by all classes of subordinates shall be closely
supervised, and that the selection of candidates for theservioeand of officials
for promotion shall be properly made.

e 8. (i) In addition to the Directors of Trafic and Construction there should be

ment of the nttached to the bead- quarters office a Personal Assistant to the Director-General
who should not be of higher rank than a Superintendent, and whose tenure of
office should, asa rule, be limited to three years for reasons similar to those
mentioned in paragraph 7 (i). Two Assistant Superintendents should be posted
to the same office to work under the Directors of Trafio and Construction,
respectively. In their case also the tenure of office should be subject to the
same limitation. )

(ii) We are of opinion that the clerical establishment recommended for the
Direction by the Departmental Committee t will prove adequate ; and we think
that the reductions proposed should be carried out gradually as the Circle 8cheme
is brought into effect. These remarks dispose of the memorinl of the clerical

,establishment forwarded to Government with Sir Sydney Hutchinson's letter
No. 184 E. T., dated the 22nd August 1906, which has been referred to us for
consideration.
fg;‘;;ggnhf“'g“ 9. As at present, there should be four appointments of Superintendents in
tendents. charge of the Caloutta, Bombay, Madras and Agra Offices, and these offlcers
should be directly subordinate to the Directors of Circles. In separate parts of
this Report we have recommended that the appointments of Superintendent of
the Check Office, Electrician, and Superintendent of Stores, should ceass to be
considered as Superintendents’ charges, The appointment of Superintendent of
the Workshops may, we think, remain a Superintendent’s charge so long as there
is an officer of the Department qualified to liold it. Should it, bowever, become
necessary to appoint an officer from outside the Department, he would
probably have to be brought out from home and it would be neceseary to fix
for him a special rate of pay. _
Proposal fo make 10. (i) Our next proposal is of a very far-reaching character involving a
e Division .
the unit of radical change in the existing organisation of the Department. Excluding the
i'éﬁﬁ"u“é‘fb'f’ four large offices the whole country isnow apportioned into 20 Divisions under
Divisions. the eontrol of Superintoudents, but the unit of administration is the Suh-Division,
of which there are 73, in charge of Assistant or Bab- Assistant Superintendents.
[a the course of our tours we ascertained that a large portion of the time of the
Sub-Divisional Officer and the Saperintendent of the Division is occupied with
mutual correspondence on matters of which most could easily be 9_9“19‘1 at
once by persona! discussion, if the officers now employed in Sub-Divisions w?ro
relieved of their separate charges and posted to the Division as the Superin-
tendent’s assistants.

® Vide Appacdiv ¥ and paragraph 19 below. - .
t A proposition statement sbowing the reduction of establishment is included in Appendix b




REPORT OF THE TELEGRAPH COMMITTEE. 7

(i) The majority of Sub-Divisions are at present held by Sub-Assistant
Superintendenis and we have received a mass of evidence which supports the
inference that these officers would perform their duties more efficiently if they
worked under the immediate control of the Superintendents, The admiuvistra-
tive difficulfies whioh avise from these officers being in direct official communi-
cation with the Railway Administrations, the Post Office and other Depart-
ments, would cease if the Superintendent were the medium of communica-
tion and all references were issued by hiw. The advantages of making
the Superintendent direotly relpousnble for the expeditious disposal of traffic
and for the administration of his Division in every branch are obvious.

(iii) We found that, apart from the question of maintainiog Sub-Divisions
on the existing basis, the Divisions generally are far too large to be effectively
supervised by the Superintendents, and that it is absolutely necessary to reduce
their extent if the clore control that is essential to good administration and
efficient traffic arrangements is to be exercised.

(iv) Aocordingly we recommend thaf the number of Divisions should be
incressed from 20 to 34 and that the officers who are now in cbarge of Sub-
Divisions ghould be attached to the Division as assistants to the Superintendent
and should carry out their duties under his direot control. These officers conld,
as at present, be entrusted with the charge of specified portiors of Divisions, or
should tha circumstances of the Divisions indicate this course to be the more
suitable, special branches of the administrative work of the Divisions, e.g.,
traffic or construction, might be assigned to them. Under this arrangement,
the Superintendent could depute his assistants to the particular classes of work
for which they were specially fitted, maintain a oloser check on their actions
than is now possible and 2t the same time keep himself more intimately
acquainted with the working of his Division in every branch.

(v) Generally we believe that the reorganisation bere proprsed would save
much duplication of work and correspondence; and, by relieving both the
Superintendent and bis assistants of much laborious aceounting and other office
work, would place them all in a position to devote far more time to inspections

-and inquiries than is possible under the existing system. This important change,
tbough not approved by the Director-General himself, was supported by a
considerable majority of the Officers of the Department whom we examined,
and we have no hesitation in recommending its adoption on the condition
tbat the number of Divisions is increased as 'pfoposed.

(vi) We are satistied that under no other system will it be possible to
administer the Department efficiently with the existing staff of Superior Officers.
The appoiatment of Circle Officers will reduce greatly the amount of work
which now falls on the Direction ; but it will bring no relief to Divisional and
Sub-Divisional Officers, If both Sub-Divisional and Divisional Officers were
retained while Cirvole Officers were created, a fresh link would be added to the
official chain and business would be more delayed than under the present
centralised system.

(vil) If thisis admitted the alternatives are to abolish ei ther the Divisions or
the Sub-Divisions. The abolition of the Sub-Divisions seems much the better
‘plan, because {1) tbe responsible nature of the work which will devolve on the
immediate suhordinates of the Circle Officer makes it essential that they should
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as soon a8 possible be of the rank of Superintendents ; (2) were we to substitute
Sab-Divisions for Divisions we should have in direct communication with the
Cirole Officers at least twice as many officers a8 under our proposal, and thus
reproduce in each Circle one of the admitted defects of the existing orgauisation in
the country at large ; (3) Superintendents, Assistant Superintendents and Sub-
Assistant Superintendents would all be employed on the same class of work
which would be a great waste of power ; and (4) we should fail to give effect toa
main principle of our scheme which is to take as a model, so far as it can be
suitably adopted, the general type of Indian civil administration, and to assign
to the Divisional Superintendent and his assistants round him a place analogous
to that of the Distriot Officer and his staff, It has been objected that if
Sub-Divisions be abolished, Assistant Superintendents will lack training in
initiative, self-reliance and acceptance of responsibility ; bui our answer is that
it would be the duty of the Divisional SBuperintendent to see that this danger
shall not arise by regulating the responsibilities of any Assistant Superintendent
under him in proportion to his experience and capacity. It hasnot been found
in the civil administration that Assistant Collectors or Assistant Commissioners
fail in these respects, when promoted to District charge; and we fully believe
that Assistant Superintendents, if properly guided by Divisional Superinten-
dents and suitably entrusted w th authority, will develop these essentials of
character in a like degree. For all these reasons we would make the Division
the unit of charge within the Circle rather than the Sab-Division.

(viii) Additional reasons for the same course are derived from our anticipa-
tions of the future. We understand that with the existing strength of the Superior
8taff difficulty is at times experienced in findnig suitable officers for the charge of
Sub-Divisions. With the opening of more telegraph offices, and the steady
growth of traffic, the number of these Sub-Divisions, some of which are already
unwieldy, would increase, and the difficulty of efficiently manniog them would
become more acute. The only alternative to the scheme which we propose
would therefore be a considerable addition to the number of Assistant Superin-
tendents—a measure costly in itself and open to grave objection, because it
would overweight the lower grades of the Department and raise an obstacle to
promotion to independent charge at a snitable period of service. Thus the argu-
ment from futare economy tells in favour of making the Division the unit of
administration. As work increased, it would not be necessary to add pro-
yortionately to the SBuperior Staff, because much of the less important work in
the Division, e.g., the inspection of the smaller combined offices, and the supervi-
sion of simple construction and maintenance works, could be entrusted to
subordinate agencies of various kinds.

(ix) It has occasionally been put forward as an objection to the abolition
of Sub-Divisions that the concentration of the Officers and Upper Subordinates
of the Department in a smaller number of centres may lead to difficulty and
delay on the occurrence of interruptions, because it will take longer for an
officer to reach the scene of the break-down. Thisis notan argument to whioh
weo attach weight. One of the most important objects which we hope to attain
by the abolition of Sub-Divisions is to relieve officers of part of the corre-
spondence and routine work with which they are overburdened, and to
set them free to perform a much greater amount of inspection and touring
than they can do at present. The object of our scheme wounld be completely
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frustrated if it led to the constant presence at the Divisional head-quarters of
the Superintendent and his staff. If, bowever, experience shows that it is
necessary to station at some outlying point an official who can be trusted to
catry out petty works or repairs, the case should usually be met, not by posting
an officer of the Divisional staff permanently at that point, but by stationing
a first grade Sub-Inspector or an Inspecting Telegraph Master there. This
is in accordance with the principle that Superior Officers (other than those who
are merely learning their duties) should not be employed on work which can

. be performed with equal efficiency by a cheaper agenoy. In order, however, to

sub-Divielonel
allowances.

make due provision for cases of an exceptional nature the Circle Officer should
be authorised to station one of the assistants in-a Division temporarily at any
place in that Division where he found this measure necessary owing to con-
stant interruptious of communication on a particular section of line; but the
term of such posting should not exceed six months.

11. (i) It will be convenient to refer hers to one of the consequences of
the abolition of Sub-Divisions, At present Sub-Assistant Superintendents
while in charge of Bub-Divisions receive & charge allowance of Rs. 30 per
mensem, but under the Circle Scheme there will be no SBub-Divisions and, in
the absence of special orders, the obvious consequence would be that the allow-
ances would cease. We think, however, that this would bardly be fair to
present incumbents, as the probability of drawing this allowance is one of the
attractions of the General Branch and an inducement to join it, and we consider
that present incumbents have an equitable claim either to the continuance in
some form of this allowanoe or to compensation for its loss.

(i) We have ascertained from the Examiner that the cost of these allow--

ances amounted to Rs, 18,490 in 1904, Rs. 14,085 in 1905 and Rs. 13,492 in
1906, or an average for the three years of Rs, 13,689 or Rs, 1,140 per mensem.
This last figure is equivalent to 38 allowances of Rs. 30 and implies that of the
72 Sub-Assistant Superintendents, General Branch, 38 only on the average
draw the allowance, Further Rs, 1,140 per mensem is equivalent to an
allowance of Re. 15'84 to each of the 72 Sub-Assistants.

(iii) Various methods have been suggested by which these allowances may
be continued. One is to grant the allowance to all Sub-Assistants whomay be
posted, under the new scheme, as assistants to Divisional Superintendents
There will, however, be 60 such assistants, whereas on the average there have
been only 88 allowances as just stated ; so this proposal must be rejected on
grounds of economy and becanse it goes beyond the necessities of the case.
Another method is to continue the allowance to those men who may actually
be drawing it when the new scheme is introduced. This is open to the objec~
tion that men would lose it who had been drawing it for years, but owing to
absence on speciel construction duty, or on leave or for other like reasons were
not drawing it at the particular time. A third method would be to distribute
the allowanoe over the whole 72 men, It has been argued that as no Sub-
Assistant can claim to be kept in a Sub-Division in order that he may draw
the allowance, no individual among them has a vested interest in any such
allowance, though a olaim of the kind on the part of the Sub-Assistants as a
body may be reasonable; that the contention that this allowance was an
inducement to the men to join the General Branch may support the grant of it
o all the 72 men, but not to a proportion of them only; and that all that
can be claimed by each individual is the equivalent of his ohance of drawing
the allowance. For these reasoms it is represented thal the fairest way is to
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distribute an equivalent sum over the 72 men, utilising this amoant to improve
the pay of the whole body.

(iv) After a careful examination of all these proposals we have come to the
conclusion that the fairest method will be to place a certain number of
allowances of Rs. 30 per mensem at the disposal of the Direotor-General of
Telegraphs, and to authorise him to seleot the Honorary Assistant Superin-
tendents and Sub-Assistants General who should draw them. He would make
his selection with due regard to the actual employment of individuals at the
date when the Circle S8cheme comes into force, and fo the length of time prior
to the introduction of the scheme during which the several claimants may
have drawn the allowance,

(v) Itis possible that more Sub-Divisions may be formed in the interval
before the Circle Scheme is put into operation, and certain that mors would of
necessity be formed in the future if that scheme were not adopted ; and we
think a Jarger number of allowances tban 38 should be given. Aeccordingly
we recommend that forty such allowances be placed at the disposal of
the Director-General; that no Honorary Assistant Superintendent or Sub-
Assistant should be eligible for an allowance unless he held that rank when
the Circle S8cheme was introduced, and unless he is posted as assistunt to a
Divisional Superintendent ; and that as these men retire, die or are promoted,
the number of these allowances should be so reduced that the ratio which
it bears to the number of the surviving Honorary Assistant Superinteti-
dents and Sub-Assistants, who held that rank at the time of the introduc-
tion of the Circle Scheme, shall be constant. The effect of this arrangement
will be the gradual cessation of these allowances, their ultimate loss to the
staff and a saving of expenditure to the Depurtment. Moreover, under the
system of selection proposed some men actually in receipt of the allowance at
the moment of the change will not retain it; and the whole arrangement
is admittedly a temporary.one open to the criticism that it continues (though
for a time only) allowances originally granted for charges which will no longer
exist.

(vi) Notwithstanding these objections we think that this plan will best
meet a very real difficulty; more particularly because present incumbents
undoubtedly expect that in some form or other tbe allowances will be con-
tinned to them. If, however, these objections are held to be fatal to our
proposal, we would fall back, as an alternative, on the third method mentioned
above. The present grades of Sub-Assistant Superintendents Genera! are, as
stated in paragraph 43(ii) below :

2nd grade Rs. 250—5—273, mean pay Rs. 266%.

1st grade Rs. 275—15-—3850, mean pay Rs. 325.
1f, therefore, the estimated value of each individual’s claim, viz,, Re. 15-84,
be added to the mean pay, the emoluments would be raised to Rs. 2821 and
Rs. 340'84, and the following revised grading could be sccepted :—

2nd grade Re. 250—10—300, mean pay Rs, 2833.
1st grade Rs. 300—12—360, mean pay Rs. 340.

The additional expense of this grading would be Rs. 1,140, or exactly equal
to the average cost of the present allowances.

‘(vii) The objections to this proposal are that the increases are not uniform
in the two gra.d\as; that men will benefit though they are not doing work
which exactly corresponds to that for which the allowance is now given; and
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that it will have the effect of reducing the emoluments of some who have been
drawing the allowance for a considerable time for the benefit of others who have
not so drawn it and, from the nature of the work on which they are employed,
are not likely to draw it. Under the existing procedure Sub-Divisions are
entrusted in preference to the senior men, as is shown by the fact that of the .
86 allowances drawn on the 1st Jannary of this year, 24 were drawn by
Bub-Assistant S8uperintendents, 1st grade, including some who were Honorary
Apsistant Superintendents, The proposal would therefore also have the effect
of benefiting the junior men at the expense of their seniors.

(viii) These objections (excluding the second which is common to both
schemea and must ocour in respeot of any scheme as the Sub-Divisional charges

~will be abolished) appear to us on the whole to outweigh those which apply to

the proposal which we recommend. The alternative scheme has, however,
the advantage that it continues to the staff of the Department permanently,
though in a new form, emoluments which under the Circle Scheme would
otherwise be lost to it.

12. (i) The manner in which the Circle Scheme should be brought into
operation and the arrangements under which the existing staff can be utilised in
giving effect to it can best be considered together. The first step would be to
appoint the Directors of Circles, with the enhanced rates of pay elsewhere proposed
for the administrative staff.* On appointment each Cirele Director wonld enter
on his duties at his head-quarters, which would be those of the Local Govern-
ment or Administration, Lahore aud not Peshawar being selected as the proper
place in the case of the Punjab Circle. Each Cirole Director would then frame
for the approval of higher authority a scheme laying down acecurately ths
boundaries of the Divisions of which his Circle would be composed and fixing
definitely the head-quarters of each Division. Where the present Divisions
overlap the boundaries of more than one Circle, the new limits would be
proposed after consultation between the Circle Officers conoerned. In fixing the
Divisional Liead-quarters the question of office and other accommodation for the
Superintendent, Assistant Superintendents and Sub-Assistant Superintendents
would bave to be very carefully considered and proposals made with due
regard to economy. Against the extra expenditure, which is inevitable bat
need not be great, the Director would set off the sale-proceeds or rent
of Divisional or Sub-Divisional offices no longer required. After sanction
of the Direotor’s socheme, when the needful accommodation had been provided
at Divisional head-quarters, and as each Division in this way became ready
for the change, the Sub-Divisions composing it would be abolished and the
Sub-Divisional Oficers would be so posted that the Divisional Superintendent
would obtain his allotted stafft. By this method of introducing the Circle
Scheme every Circle Director, after communication, so far as necessary,

‘with any other Cirele Director concerned, would be responsible for the local

arrangements finally accepted for the Circle which it would be his duty to
administer.

(ii) Immediately upon the appointment of the Circle Directors the pro
posed relief to the Direction must be afforded, otherwise the officers of the Direc-
tion who will be wanted for Circle charges could not be spared. The powers pro-
posed for Circle Officers in this Report would at once be conferred upon them ;
and in the first instance the simple rule would be observed that each Divisional
Superintendent or Superintendent in charge of an office would be subordinate
to and report through the Circle Officer witbin whose Circ'e hiy head-quarter

® Fide paragraph 35 below.
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were situated. Sub-Divisions, as already implied, would remain intact till the
boundaries of Divisions were fixed and the preparations at Divisional head-
quarters completed. For a time, therefore, the three links in the official chain
to which we have takea exception would be in existenoe, the Sub-Divisional
Officer reporting to the Divisional Officer as now and the Divisional Officer
to the Circle Officer. But the work of the Divisional and Sub-Divisional
Officers would not be increased, while the Director-General would obtain the
Yequired relief by the interposition of the Circle Officer. This intermediate
arrangement ought not to last long, as it would be the obvious duty of each
Circle Director to prepare and bring into force with all reasonable expedition
his scheme for his own Circle.

(iii) We have been asked to consider what intermediate arrangements upon
the introduction of a general Circie 8cheme would be necessary pending the
final organisation of the Postal Ciroles. The reply is that the intermediate
arrangements just proposed should suffice. We anficipate that by the time
Circle Directors are at work fixing the boundaries of the Divisions whioh are
to constitute their Circles the major Postal Circles will, in almost all cases,
have been so determined that no further adjustments of boundaries will be
required. Should this be so, then, asalready said, the remaining adjustments
would present no difficulty.

(iv) 'We put forward the plan described above as the best which the ciroum-
stances admit of. But with reference fo the proposed immediate appoictment
of Direotors of Cirsles on the introduction of the scheme we fully recognise
that there may be difficulty in simultaneously relieving so many of the higher
officers of the Department of their present duties; and we think that con-
siderable latitude in this respect should be left to the Director-General of
Telegraphs when bringing the scheme into operation,

13. (i) While Circle Directors must be responsible for final boundaries and
the final selection of Divisional head-quarters, we think it proper to record our
suggestions with regard to the future Divisional charges ; and as the strength
of the staff depends on the number of charges, it is, ¢f course, essential that
we should make definite proposals for the number of Divisions in each Circle,
We have therefore framed the recommendations set forth in the tabular statement
below which has been prepared after careful consultation with locul officers
during the course of our tours. From the nature of the case these recom-
mendations are tentative ; but as they have been the result of much thought
and care, we think that they should be adopted by each Circle Director unless
he can show strong reasons for some other arrangement, One or two points must
necessarily be left more open than these remarks imply, as will be explained
presently. Subject to what is said above, our recommendations stand thus :—

Number of
Divi<ions and
Nama of Circle. Officenin | Names of Divisions and of their bead-qnarters, and Offices
charge of in charge of Euparintendenta.
Buperinten-
dents,
Bengal . . 5 Baokipur, Kharagpur, Caleutta, Darjeeling, and
: the Calontta Office.
Bombay . . . 5 Ahmedabad, Belgaum, Bombay, Karachi, and
the Bombtay Office.
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Nuamber of |
Divisions snd L .
Noweof Gnla, | Gl | Nemuof Divine aod ot bt uactr, od O
Superinten-
dente,

Burma 5 Akyab, Kindat, Maymyo, Moulmein, and Rangoon,
Central Provinces - . 3 Ajmer, Jubbulpur, Nagpur.
Enstern Bengal and Assam 4 Chittagong, Dacea, Dibrugarh, Shillong.
Madras v . . 6 Bangsalore, Calicut or Mangalore, Madras, Trichi-

nopoly, Vizagapatam, and the Madrag Office.
Punjab . . b Yahore, Quetta, Peshawar or Rawalpindi, Sri-

nagar, Umballa or Dethi.
United Provinces . . B Agra, Allahabad, Lucknow, Meerut, and the Agra

Toras . 38

(i) Itisintended that the head-quarters of the Division shall be at the
place from which the Division takes its name : but the choice as between the
head-quarters mentioned above in the alternative should be made after con-
sidering the following points ;—

(1) Calicut or Mangalore.—Mangalore is at present the head-quarters
of a Sub-Division in the Bellary Division., It is a question
for local inquiry whether this place or Calicuf is the more suitable
and jmportant centre for the Division which is to be formed on
the Bouth West Coast.

(2) Peskawar or Rawalpindi.—The new Division isto be formed in the
North-West Froutier Proxince. Civil and military considerations
have to be taken into view. Rawalpindi is now the head-
quarters of a Sub-Division. We have been informed that the
present Superintendent finds that the greater part of his work is
in Peshawar or on the Frontier. In both places house accom-
modation is deficient. ,

(3) Umballa or Delhi~—Umballa is the existing head-quarters of the
Delhi Division, It is a healthier place than Delhi (the head-
quarters of a Sub-Division) but commercially of little importance.
At Delhi there is now & Chamber of Commerce and it is 8 most
important junction of railway lines,

(iii) There would, under thescheme, be no Divisional head-quarters at
Cawnpore; and if Umballa is selected in preference to Delhi, there would be
no officer permauently located there to represent the Department. It was
strongly urged* at Cawnpore that the Department should be represented on the
spot by an officer not below the rank of Assistant Superintendent. If in any
large commercial centre, such as Delhi or Cawnpore, or, 23 may possibly be the
oase in Upper Burma or Seistan, in some ountlying tract with which communi-
-cations are dificult, there appears to be a real necessity for posting an Assistant
Buperintendent or Sub-Assistant Superintendent permanently to such
centre or locality, this can be done without infringing the principles of our
scheme, The assistant at the outpost would not correspond officially with the

® See Part X1 of the Proceedinge, pages 107, 108,
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Divisional Superintcndent, but would obtain his orders unofficially or by
personal communication when that could be arranged, Here again we have
followed the principles of the civil administration, Assistant Collectors, Assiste
ant Commissioners or Extra Assistant Commissioners being sometimes perma=
nently stationed at outposts when sufficient reasons exist. Butin framing
our recommendations for Divisional charges and head-quarters we have
carefully studied the means of preventing any need for outposts ; and this we
bave endeavoured to obviate either by counverting Sub-Divisions into
Divisions, as in the cases of Darjeeling and Srinagar, or by proposing to fix the
Divisional head-quarters at such places that no cutposts will be required. We
think, therefore, that though the possibility of stationing officers in permanent .
charge of outposts should be recognised, such permanent charges should be
very rarely sanctioned and then only on particularly strong grounds. The
temporary arrangements for postings by which the difficulty here under
consideration can bhe partly met have already been desoribed in paragraph
10. (ix) above,

14. (i) We now have to corsider the distribution-of officers which will be
required to man the proposed charges. We have already noted that it will be
necessary to promote one -Superintendent to the rank of Director to complete
the staff for eight Circles, but this will not involve any addition to the total
strength of 101 Superior Officers. In other respects also we find that the
sanctioned scale of officers in the Department, when allowance is made for a
reduction of two in the number of Superintendents caused by the abolition of
the appointments of the Superintendent of the Check Office and the Superin.
tendent of Stores, is sufficient not only to carry the proposed scheme into effact,
but also to provide six officers for the Technical Branch, the creation of which
we recommend.® Toman the proposed extra Divisions, it will .be necessary
to place Assistant Superintendents in charge of many of them. In suggesting
thisarrangemert we bave been influenced by the fact that while in the Telegraph
Department officers in tha Rs. 700 grade are classed as Assistant Superintendents,
officers on the same pay in the Public Works Department are employed as
Executive Engineers. The statements which will be found in Appendix O
show the present distribution based on the sanctioned ultimate strength of
officers and the distribution which we propose; also the number of assistants
which, in our opinion, will be required ia each of the proposed Divisions.

(ii) Statement A showing the distribution of Gazetted Officers and Sub-
Assistant Superiutendents (General) requires a little explanation which may be
given here.t The total present strength of thess officers is 173, »iz., Superior
8taff 101 and Upper Subordinates 72, while in the columns showing the proposed
strength only 93 Superior Officers and 68 Upper Subordinates are shown,
making a total of 161. The difference of 12 is accounted for as follows : —

(1) the appointnents of Superintendent of the Check Office and
Superintendent of Stores are abolished ;
(2) one appointment for a SBuperintendent and five for Assistant S8uper-
intendents are absorbed in the Technical Branch;
(3) four appointments for Upper Subordinates are absorbed in the
Store Branch.
(iii) It has been mentioned above that in framing our scheme we allot

Divisions permanently to Assistant Superintendents. We have been obllged to

- ge paragraph 25 below,
1 Bee also paragrapk 81 below,
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put our proposals in this way in order to save Assistant Superintendents, 1st
grade, from the loss of pay which they would sustain were the appointmenis
in that grade converted into Superintondentships without alteration of pay, for
in that case the officers on Rs. 700 would no longer beentitied to ocharge

allowances or to officiating or temporary promotion to Superintendent, 2nd

grade. We admif that our proposal to put Assistant Superintendents, 1lst
grade, in permanent charge of Divisions and to permit them to draw the
emolaments of officiating or temporary promotion must be regarded as a
temporary expedient, until the revision of the rates of pay and method of
payment amongst Executive and Assistant Engineers of the Public Works
Department bas been carried out, and the benefits of a like revision extended,
in some shape or another, to the Telegraph Department. When this is done
it will probably be quite practicable to treat the Assistant Superintendents,
1st grade, in permanent charge of DlVlSlODB as Superintendents, which is what
they will really become.

(iv) It will be noticed from Statemert A that we have provxdeda reserve of
29 Assistant Superintendents for leave vacancies, special construction work and
similar requivements. ‘No provision is necessary for loave vacancies amongst
Sub-Assistants as these appointmeats can always be filled up by officiating

‘promotions from the Signalling Establishment. .In the same Statement eight

Sub-Asgistants of the General List are shown as Personal Assistants to Circle
Officers, It is important that Divisional Superintendents should not refer to
Circle Officers matters which are within their own competence and that the
time of the latter should not be occupied with comparatively unimportant
business which can be suitably disposed of by officers of lower rank. Fully
admitting these principles, we nevertheless are of opinion that Personal Assist-

‘ants should ‘be provided for Cirole Officers, as for Postmasters-General at
‘present, more particularly because Circle Officers will often be absent from

their head-quarters on tour. The objeot of these appointments is not to relicve

‘Qircle Officers of any of their own work, but to enable them to perform it more

effectively. Asto the class from which the Personal Assistants should be

5prov1ded we think that in the first instance they should certainly be Sub-

Assistants. Whether at a later stage they should still be men of the same

olass experience alone can decide.
16. (i) We have already made proposals for the revision of the office estab-

mmu Pivi- lishment of the Direction: but in connection with the Circle Scheme it is also

nal offices.

necessary to readjust the clerical establishments of Divisions and to provide
such establishments for Directors of Circles. We consider that each Circle
Officer will require a staff of seven clerks, with the exception of the Central
Provinces Circle where five should prove sufficient. In Appendix D to this
Report we give a statement showing the clerical establishment which appears

" to us to be necessary for each Division, working up to a total of 158 clerks;

these men, and fhe clerks required in Circle Offices, should be found graduslly
from the existing staff as Sub-Divisions are abolished and the Circle Scheme
introduced. Bxcluding the posts of Head Clerk to the Circle Officers, we pro-
pose that there shall be one list fox each Circle to include the olerks employed
both in Divisions and in the Circle office, - Promotions shounld run throughout
the Circle from grade to grade by seniority and on approved service, the list.
being maintained by the Circle Officer and the promotions made by him. This
system is the only one which will minimise transfers and secure an equable
flow of promotion amongst the whole body of clerks in the Circle, The
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appointments in the higher grades should, however, be reserved for the MHead
Clerks in Divisional offices, and the Circle Officer should make the selections
for these appointments from amongst the clerks in the Cirole best fitted for
them. Divisional Buperintendents should be allowed to appoint to the lowest
grade on the occurrence of vacancies.

(ii) The rates,of pay and the numbers in the grades which we recommend are
givenin Appendix D ; they have been based on a consideration of looal conditions
80 no local allowances have been proposed nor should any be required. If any
subsequent modification in the rates or in the sanctioned strength is found
necessary, the Director-General, if it be within his powers, should make the
needful changes, providing the requisite funds from his grant for fixed
establishment.

_ (iii) In considering thecost of these arrangements it is nooessary to take
into view the reduction effected in the Direction office. Itappears from a stata.
ment supplied by the Director-General of Telegraphs that in Divisional and
Sub-Divisional offices there are at present 173 permanent and 48 temporary
clerks on an aggregate pay of Rs. 10,650 a month, TUnder our proposals there
will be in Circle offices and the offices of Divisional Superintenderts 212 clerks
costing Rs. 15,183 per mensem entailing a reduction in numbers of nine clerks
and an increase in cost of Rs. 4,633 per mensem. This inorease is due to the

formation of grades on such conditions and such pay as will give these olerks
reasonable prospeots of promotion, their chief grievance being thus removed.

As a get-off, there is a saving of Re. 1,412 per mensem in the establishment
of the Direction—a saving which would have been greater had not the pay and
prospects of 24 clerks to ba retained in this office likewise been improved.

Finanofal 18, (i) To complete the Circle Scheme above set forth it is necessary to define

the %2%35?' the powers to be exercised by the Direotor-General of Telegraphs and the Circle

ment. and Divisional Officers respectively. Before determining whether any further
authority can be delegated to the Director-General, we have found it necessary
to consider the subject from the opposite point of view and to form an opinion
upon the extent of the financial control which Government should exercise
over the Department. We think that suoh control should be general and
exerocised mainly by a review of transactions and a retention of the powers to
sanotion ezpenditure; it is essential therefore that the means of exercising
these powers should be adequate and complete. We are, however, of opinion
that the rules governing the appropriation of funds to tbe Department do not
reserve o Government adequate power to regulate expenditure ; and this defeot
appears to us to be mainly due to the fact that there is only one finance head
to which' all expenditure of the Department, both Capital and Revenue, is
debited. With a better system of financial control it would be possible to
enlarge the Director-General’s powers in many directions.

(ii) A distinction between Capital and Revenue expenditure is, indeed,
maintained both in the accounts and in the final allotment of funds to departe
mental requirements; but we understand that in the past sufficient attention
has not always been paid to the necessity for keeping a strict Capital account
‘which does not omit any past Capital expenditure. We are informed also
that the yearly grant is fixed in a lamp sum, and that the Director-General
is left to divide subsequently the total amount between Capital and Revenne
and to subdivide the revenue portion over revenue heads. Under this proce~
dure the control of Government is in effect confined to a consideration of the
total expenaiture, and owing to this circumstance Capital outlay, upon which
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the extersion of the operations of the Department really depends, might
be tno much restricted, the grant for working expenses being unduly large.
As a faoct the needs under Capital and Revenue are quite distinot and
-should be considered separately; and, if the control of Government is
to be adequately maintained simultaneously with a suitable delegation of
authority to the Director-General, it is essential that a clear distinction should
e made from the beginning between Capital and Revenue demands, and
that the grants for each should be allotted separately by Government. This
distinction will be all the more necessary in future as, with the steady increase
in traffic, there will be a growing demand on the Revenue expenditure, while
at the same ‘time there will be greater Capital expenditure in order to provide
that extension of telegraph facilities for which the public are likely to press.

(iii) Toenable Government to exercise the financial eontrol which is essen-
tial, we recommend that (1) the head of account ** 16 Telegraphs” should be
sub-divided into 16 A Telegraphs, Capital expenditure, and 16 B Telegraphs,
Revenue expenditare; (2) the Director-General when applyiog each year for
the grants of the following year, should submit separate schedules of his
requirements under Capital and Revenue; and (3) the exact grant under each
such main head should be intimated to him, the grants being kept quite apart
from the beginning. The demand under 16 A Capital will vary with the new
Capital worke ordered from time fo time by Government, a sam being added to
meet the smaller extensions within the Direotor-General’s power of sanction.
The demand under 16 B Revenue should show separately the requirements
under—

1. Maintenance of lines, apparatus and plant; including repairs to
buildings exeouted by the Telegraph Department.
I1.—Fized establishments and rent.
I1I,—Office contingencics and travelling allowances.
IV.—8pecial rewards.
V.—Temporary establishment.
'VI.—Pie-money and overtime allowances.
VIL— Working charges of combined offices.

And when the Revenue grant is fized its division over the above heads should
be intimated at the same time. _

(iv) The grant for maintenance of linesis intended to cover the cost of items
of expenditure such as labour, freight, carriage charges, etc., and the value of
stores, but not of any establishment except such as is chargeable under the
rules to “works” and is actually employed on maintenance. The travelling
expenses of such establishment would also be included under this head. The
grant will vary with the mileage to be maintained.

(v) The grant for fized establishments and rent should cover the cost of ajl
fixed establishments of the Department, however they may be employed. It
will be necessary, in caloulating the grant under this head that will be imme-
diately required, to take info account the cost of all existing establishments
and to make allowance for the increments which the staff will earn and the
temporary establishment that will be made permanent. As the Department
is expanding rapidly, the fotal grant for fixed establishment will require to be
inoreased each year, to meet the cost of the additional appointments that will
have to be oreated, as well as fo introduce gradually the improvements in the
pay of the subordinate staff recommended in this Report and such other
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improvements as may be necessary. We understand that in the Post Office an:
arrangement is in force under which the Director-General of the Post Office is.
authorised to incur annually, and without the previous sanction of Governe
ment, extra expenditure ou fixed establishment up to a certain specified sum,®
and that this system has worked well in practice, proved economical and
obviated the necessity of numerous references to Government. We consider
that the same system might with advantage be extended to the Telegraph
Department, and we recommend that the Director-Geuneral of Telegraphs should
be authorised to incur each year extra expenditure on fixed establishments,
subject to a maximum of Rs. 1,80,000 a year, and to the condition that the tota}
sanctions given in any one year shall not inorease the expenditure on account of
sanctioned fixed establishment to bé included in the Budget Estimate of the
following year by alarger sum than Rs. 30,000 a month or Rs. 3,60,000 a year.
This sanction is intended to coverall new or additional appointments that may
be made including those of signallers, and the revisions of existing scales
recommended in this Report, excopt that of the signalling establishment. In
the case of new appointments on incremental rates of pay the charge against
the grant should be the average pay of theappointment, The maximum figure
of Rs. 1,80,000 should be reconsidered after two years, but as a beginning it
appears to be fair; it is half the amount granted to the Post Office and we think
it suitable considering the relative establishment expenditure of the two
Departments, the rate of expansion of the Telegraph Department, and the-
revisions of clerical and line establishments that will be required.

(vi) With the recommendations which we are making elsewhere + in the
matter of transfers, the expenditure under the head office contingencice and
travelling allowances, will probably be smaller than heretofore.

(vii) The amount under the head of special rewards will be inconsiderable
and need not vary.

(viii) The expenditure on account of femporary establishment is very heavy
in the Telegraph Department. Inparagraph 18 we suggest the adoption of a
rule that establishment sanctioned as temporary must not continue as such for
more than two years. If this proposal is accepted, the grant may be reduced
by the ocost of the temporary establishment made permanent.

(ix) The grant under the head of pie-money and overtime allowances should
be fixed each year and kept as low as possible.

17. In paragraph 102 of this Report we explain that a certain amount should
be set aside each year for £ke working charges of combined offices and placed at the
disposal of the Director-General of the Post Office, who should be required to
forecast his expenditure on this account in the same way as he estimates other
postal expenditure, In the same paesage we recommend that the amount of
this grant should be fixed on a econsideration of this forecast, subject to a
maximum of 85 per cent. of the gross receipts from combined offices, snd
that the percentage should be subject torevision. These proposals have no
direct connection with the Circle Scheme, but are mentioned here because it is
convenient to review in one place all of our financial proposals before we
proceed to deal with the powers of officers.

® Government of Indis, Department of Commerce and Industry, letter No. 1791-73, dated Jet Mezch 1906,
$o the Direotor-General of tbe Post Office.

¥+ Fide paragraph 91 below.
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powers of the 18. (i) Coming now to the powers of the Director-General of Telegraphs,
g:lneg pf‘. and taking first the case of re-appropriations we consider that once the grants

have been fixed the Director-General should have full power to make all
re-appropriations except in the following cases :—

(#) From the English to the Indian grants.

(b) From Capital to Revenue or vice versd, except between the porl;mns
of the grant for fixed establishment allocated to Capital and
Revenue. The whole of the charges on fixed establishment
should be shown under Revenue with a deduction entry of the
portion debitable to Capital as its share on account of Capital
expenditare. As this share will vary with the actual Capital
expenditure, the Director-General of Telegraphs should be autho-
rised to correct the division so long as the total grant for fixed
establishment is not exceeded.

(¢) From the grant for any Capital work sanctioned by the Government
of India.

{d) Any fe-apprbpriations which will increase the grants for fized or
temporary establishment, or the grant for special rewards.

(¢) Any re-appropriation from or to the grant for working charges of
combined offices.

(ii) We have examined the present powers of the Director-General to
“sanction expenditure on works or on establishment and to deal with various
matters of administration with a view to seeing whether any. additions or modi-
fications are called for; and we have given in Appendix E a schedule of  the
existing powers, stating against each item what change, if any, we propose,

(iii) We recommend a considerable change under the head of New Copital
Works. At present the Director-General may sanction sueh works when
estimated to cost not more than Rs. 20,000. This limit has been in force for
many years and with the present prices of materials and labour is only sufficient.
to enable the Director-General to sanction small extensions of about 30
miles, an extension usually consisting of a line of posts with two wires. We
consider that this limit is too low and that it must result in far too many
reforences to Government. We recommend therefore that it be raised to-
Rs, 50,000, an amount which will enable the Director-General to sanction
extensions of about 70 miles in length. We notice that Rs. 50,000 is the

~ limit specified in the case of the Director-General, Military Works, and with
the proposals which we have made for closer financial control a similar limit
may safely be fixed for the Director-General of Telegraphs. The changes in
items 2 and 3 of the schedule follow the change here proposed.

(iv) The present powers of the Director-General to sanction establishment
are summarised in letter No, 10164, dated 22nd December 1906, from the
Government of India, Department of Commerce and Industry, to the Director--
General. These powers are the results of variousorders passed from time to-
time and are not uniform in their application to all classes of establishments, with
the result that the powers of the Director-General in respeot of the different.
classes are unequal and unsatisfactory, We congider that the necessary
control of Government could be retained and sufficient freedom of action given
to the Director-General of Telegraphs if the present powers were simplified and.
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made more uniform, and in substitution for those at present existing we
suggest the following :—

Permanent Establishment,

The Director-General of Telegraphs should have full powers to sanction
all clasges of establishment, with the following exceptions :—

I. He may not create or abolich any appointment on a salary exceed-
ing Rs. 250 a month or modify the salary of such an appointment
or raise the salary of any appointment above this amount ;

II. He may not modify the rates of pay of any graded service when
these have been fixed by the Government of India ;

I11. He may not change the proportions in the different grades of such
a service exoept where the proportions have not been fixed by
Government, and provided that no addition is made to the
number in a grade or grades on pay exceeding Rs. 260 8 month ;

IV. He may not create a new grade of officers on a salary exceeding
Rs. 100 a month;

In the case of the Signalling Establishment the powers of the
Director-General aresubject to the further restrictions enumerated
in paragraphs 84 and 85,

Temporary Establishment,

He should have full powers with the following restrictions :—

I. He may not create any appointment on a salary exoeeding Rs. 250
8 month, or raise the salary of an existing appointment above
this amount ;

11. He may oot sanction establishment temporarily to avoid increasing
the charges for fixed establishment, but must appoint establish-
ment permanently and not temporarily where it is clear from
the first that it will be required permanently ; and

I11. He may not continue establishment sanctioned temporarily as such
for more than two years, by the end of which time it must either
be abolished or made permanent.

(v) Other smaller points where we bave proposed ochanges are-—

Item No, 8 of Schedule.—We consider that the Director-General should
have full powera in the case of all femporary buildin gs, and in the case of
permanent buildings full powers to the limit up to which he may sanetion the
construction of such buildings from his grant.

Jtem No. 12.—1It has frequently been represented to us that much incon-
venience and unnecessary correspondence are caused by the restrietions
regarding the purchase of small quantities of stationery locally. We
consider that some relaxation of this restriction is necessary and have provided
for it.

Itemn No. 14.—We have included directories and other eimilar publications
undér this power.

Item No. 18.—We hold that the Director-General of Telegraphs should
not have the power to post or transfer Directors.

Item No. 19.—~We recommend that the Director-Genersl of 'I‘elegraphs
should have power to suspend any officer below the rank of Director.
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Items Nos. 46 and 47.—We have followed here what we understand to be
the arrangement in foree in the Post Office, ,

Item No. 50.—This is a new power which in our opinion may properly
be granted to the Director-General of Telegraphs.

Item No. 66.—We propose that the Director-General of Telegraphs should
not be empowered to grant leave to Directors or Officers of equivalent rank,

Items Nos. 75 and 76.—~We have differentiated here between losses of
stores and losses of cash. We consider that the limit in the first case might
be raised to Rs. 5,000,

19. Having disposed of the powers of the Director-General we have next to
consider what powers should be delegated to the Circle Directors. In making
our proposals we have-kept in mind the principles that (1) the Directors
should be given as much authority as is compatible with the control of the
Director-General over the Department, and (2) the Direction should be freed
from the necessity of dealing with the multitude of petty details that are now
referred to head-quarters. We have revised the powers of SBuperintendents on
like principles so as to ensure that the time of Directors shall not be wasted by
trivial matters. ‘We have scheduled the powers proposed for each of these
clagses of officers in Appendix F and have retained in the majority of cases
the powers proposed by the Departmental Committee of 1904, We have not
thought it necessary to define the powers of the Directors of Traffic and Con-
struction. The Director-General will settle, as a matter of office procedure, the
extent to which these officers should dispose of cases without reference to him.
It must be understood throughout that they do not exercise independent
functions, but act merely on bebalf of the Director-General.

20. {i) Haying now completed our description of the Circle Scheme we
come to the third question referred to us which is expressed in these terms ;—

(8) Whether the existing organisation of the Superior Staff of the
Department and the distribution of work is satigfactory, and if not what alter-
ations should be made; and in particular whether a clearer distinction should
be made between (a) administration, traffic and inspection on the one hand,
and (b) construction and enginecring on the other.

(i) Taking first the latter part of the question, we hold, after much careful
consideration, that some specialisation of duties is necessary now, and that
further specialisation will be required as time goes on. We do not,
however, advocate, on the Railway model, a separate branch of Telegraph
Engineers, all general administrative matters being left to the Traffic Officers.
Such a complete cleavage of the staff of the Department would lead, at
any rate under present conditions of telegraph business, fo waste of time
in travelling and duplication of work, because two sets of officers would
have to travel over the country to perform inspections of different kinds
which, so far, it is practicable to entrust to a single agency. There would
obviously be additional expenditure on staff, which can, at present, be avoided.
A. more serious objection is that it is essential to the success of the Circle
Scheme that the Divisional Superintendents and Circle Officers should be
thoroughly aequainted with all branches of the work of the Department,
except indeed that known in a special sense as * Technical » for which we
propose special provision. This involves not a separation throughout the
gervice between Traffic experts and Telegraph Engineers, but the training of
Asgsistant Superintendents in both of these branches of duty. We shall revert
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to the subject of the training of Assistant Superintendents in another part of
this Report.*

21. Holding these views we nevertheless consider that specialisation, though
not exactly on the lines contemplated, should begin in Traffic after some years,
and in Electrical Engineering or Technical work with as little delay as possi-
ble. The time, we think, will come, though it has not eome yet, to form a
separate Traffic Branch composed of the officers in charge of or posted to large
offices. The officers, who hold charge of the three Presidency offices and Agra,
at present number ouly four; and that number is obviously too small for the
constitution of a separate Branch. The time for the formation of such a
Branch will, we think, have arrived when there are twelve offices with such a
volume of traffic that each will demand the servicesof an officer of superior
rank for its proper control. By that time some of the offices will require, in
addition to the Superintendent in charge, the services of an Assistant Super-
intendent, so that the total number of officers in the Branch will exceed twelve.
If traffic continues to increase at the rapid rate, which may reasonably be
anticipated, this state of affairs will, we believe, be reached, certainly in ten
years and possibly sooner. In order that the Department may be prepared
to meet this condition of things when it arises, a beginning should now be made
in this direotion by selecting a proportion of the officers recruited at home with
a view fo their employment when they have entered the service in the Traiflo
Branch, the constitution of which has been proposed; and with this objeot
some of the reeruits might be required, before coming to India, to go
through a practical course of instruction in traffe, for which arrangements
might be made with the British Post Office. There is no reason, however, why
the Traffic Branch should not also be recruited partly in this country; and
we recommend that, when the Branch is constituted, one-third of the appointe
ments in it should be reserved for Traffic subordinates, provided that officers
“possessing the necessary qualifications are available, Officers so selected should
be promoted to the Superior Staff as members of the Provincial Bervice. The
adoption of this measure would not only be advantageous frym the point of
view of esonomy, but would also produce a most beneficial effect on the work
of Traffic subordinates generally.

Orgsanieation of 22. As regards speciglisation in Electrical Engineering or Technical work

8 Technical
Branch. Pre-
sent Arrange-
ments.

one of the most important proposals that we have to make is that a special
Technical Branch of the Department should be organised. The materials for
such a Branch are now available in the Department and indeed, in a certain
sense, the Branch may besaid already to exist. It has for some time been recog-
nised + that the Department requires officers with special qualifications as
Eleotrical Engineers, and in 1893 five such officers and between September 1900
and October 1908 nine such officers were recruited in the open market. At
present, out of the Superior 8taff the Electrician and five Assistant SBuperin-
tendents are engaged nupon technical work ; while not less than sixty-one Tele-
graph Masters and signallers are employed, wholly or partly, on duties of a
technical nature ; but the subordinate members of this staff, if such it can be
called, are not adequately trained, nor is there any organisation of its form or
functions.

Certificates for 23. By a measure quite recently adopted it has been practically admitted

fechnioal
duties.

that, in consequence of the very frequent introduotion at the present day of

® 800 paragraph 157 below.
¥ ¥Vide Part 1 of the Proceedings of the Commitiee, page 83
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improvements in electrical appliances, the Department requires a new class of
subordinates who must be competent electrical mechanicians possessing higher
technical qualifications thau those of the ordinary Testing Telegraph Masters.
After oonsiderable ocorrespondence® the Government of India in March 1906
sanctioned the grant of special allowances of Rs. 50 and Rs. 25 a month
respectively to Telegraph Masters or signallers who, after a course of training
in the office of the Electrician, obtain a first or second class oertificate and are
seleoted to fill one of eight first class or thirteen second class appointments,
of which nineteen are allotted to important Signal Offices, the remaining two
appointments being held by travelling Telegraph Masters employed respectively
on the Wheatstone Automatic system and on the inspection of acoumulators
and dynamos. These special allowances and the ordinary charge allowances
of Telegraph Maasters are not cumulstive, and the former are at present tenable
only by certificate holders actually filling the twenty-one sanctioned appoint-
ments, though the Director-General has proposed that the allowances shall
be tenable by the certificate holders howsoever and wheresoever employed.
Orders on this proposal have, we understand, been reserved until we have
reported on the subject. These arrangements are admitted to be of a makeshift
character, and our recommendations proceed on wider 'lines beiter suited, as
we believe, to the permanent needs of the Department.

24. The proposal to organise a Technical Branch was made by Sir Sydney
Hutchinson in bis disoussions with the Committee at Simla last Qetober,t It
has met with the support of almost every one of the officers of the Telegraph
Department whom we have consulted on the subject; and the reasons in its
favour appear to the Committee to be strong and convineing. The enormous
inerease of traffic must be met in part by the use of modern instruments of
intricate mechanism, such as the Wheatstone (cach costing £130), the Baudot
(cost £180) and the Murray apparatus (cost £840). The working of these in-
struments needs more than ordinary electrical knowledge, and great loss and
dislocation of traffic are the consequence if their mechanical efficiency is not
effectively maintained. The rapid advance of electrical science also imposes
upon the Department the obligation of keeping its electrical knowledge up
to date, and for this purpose a body of specialists is required. The responsi-
bilities of the Technical Branch would include the supervision of engine rooms
and big battery rooms, of telephones, of switches—both test and telephone—of
accumulator installations, of Wheatstone, Baudot and Murray machines (a
technical officer being in charge wherever these machinesare used), of transla-
tion instraments, of electrical fans and lights on departmental premises, and of
installations of wireless telegrapky of which there are now seven in India and
the Andamans.

25. We recommend that the proposed Technical Branch be organised in the
following manner. The superior establishment required for the special Techni.
cal Branch for some years to come will be=—

One Electrical Engineer-in-Chief,
Five Electrical Engineers,
'We shall show elsewhere in this Report { that this number of officers can
be provided without increase to the sanctioned tfotal of 101 officers in the

\ * Government of India, Department of Commerce and Indusiry, No. 1970-1971, dated the 13th March
008,

4 Vide Part 1 of Proseedings of the Commities, page 13, paragraph 3, acd page 88, paragraph J.
t ¥ide paragraph 31 below.
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Buperior Staff, and we are satisfied that six officers fully qualified to hold the
appointments can be provided from those already in the Department. It will
not therefore be necessary to resort to special recruitment at present for the
purpose of filling up these posts, but in the future, as occasion may arise, steps
should be taken to select a proportion of officers with special reference to
their fitness for employment in the Branch. Officers appointed to the Techs
nical Branch at the time of recruitment should remain in it for tbe whole of
their service, and should have no title to employment in the ordinary line,
But the officers who are already in the Department and employed on technioal
work, must be given the option of entering the new Branch or of returning
to Divisional work. In the case of those electing the former alternative, the
choice should be final ; butofficers who prefer the General Branch may continue
to be employed on technical work until the oocurrence of vacancies in the
Superior Staff gives the opportunity of reoruiting other officers to take their
places in the Technical Branch ; and when this can be arranged they should
finally leave it,

26. We recommend that the head of the Technical Branch should be styled
the Electrical Engineer-in-Chief in order that he may have the necessary
status as compared with officers of similar rank in other countries. The other
officers of the Branch will probably be employed on work of much the same
class whatever their period of service, and in their case no distinction corre-
sponding to that between officers in Divisional charge and those of lower rank
will exist. For this reason we have proposed that all should bear the same
title, Electrical Engineer, and for the same reason we consider it inadvisable
that they should be graded with their contemporaries in the general line, or that
their promotion should depend on the ocourrence of vacancies in the ordinary
grades. A system of incremental pay appears to us to be the most suitable for
a Branch of this kind and we recommend the seale set forth in Appendix G to
this Report. Electrical Engineers on joining the Department should remain on
probation for a period of two years until their fitness for the work has been
tested; and during this period they should draw pay at the rate of Re. 350
per mensem. If they areconfirmed, their pay should increase by annual incre.
ments of Rs. 50 until it reaches a maximum of Rs. 1,250 after twenty years’
service. ‘The only promotion which will be open to a Technical officer beyond
this point will be to the post of Electrical Engineer-in-Chief, For this
appointment we recommend that the pay should be Rs. 1,600 rising by annual
increments of Rs. 50 to Rs. 1,750 and thereafter by annual increments of
Bs. 100 to Rs, 2,250. The minimum and maximum payare fhe same as those
we shall propose for Directors, and we consider that the holder of the appoint-
ment should rank with them according to the date of appointment as Director
and Electrical Engineer-in-Chief as the case may be.

27. Of the officers, other than the Electrician, at present engaged in
technical work three are employed on Wireless Telegrapby, one on Bandot and
Murray, and one on the class of instruction, installations and general duties,
The Electrician proposes that on the formation of the Branch two officers should
ordinarily be employed on Wireless Telegraphy, two for all Mechanical Tele-
graphs and as Inspectors of Installations, and one for the class of instruction,
new installations and general ‘technical work. The proposed arrangement of
duties appears to us to be suitable, but it will of course be necessary to re-allot
them from time to time as circumstances may require. This is a matter which
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may be left to the Direotor-General of Telegraphs, whe should also regulate the
leave, promotion and transfers of the officers of the Branch other than the
Electrical Engineer-in-Chief.

28. The subordinate portion of the Technical Branch should for the present
consist of three Sub-Assistants and thirty-eight Telegraph Masters and signaliers.

" As already mentioned, we have ascertained that sixty-one men are now employed

wholly or partly on technical work, and the Electrician bas estimated that the
amount of technical work performed by them isequivalent to the whole-time
service of more than thirty-eight men. - In these ciroumsiances we are satisfied
that thirty-eight men can be spared from traffic for technical duty without any
addition to the establishment. The proposed distribution of these men is shown
in the table given below.* The scheme, however, involves the oreation of three
new appointments of Sub-Assistant Superintendent (Technical) on Rs. 350 a
month and no correspooding reduction can be made in the number of either the
Traffic or the General Sub-Assistants. We are satisfied that three officers of the

“ rank of Sub-Assistant are required to assist the Superior Officers, and that they

cannot without sacrifice of efficiency be dispensed with. One will be employed
in the Electrioian’s office and {wo, who will be touring officers, as Inspectors.
of Mechanical Telegraphs and of Installations and Telephones. These appoint-
ments are also necessary in order to give technical subordinates the same
chances of promotion as those who remain in the ordinary line, It is nof
desirable that when their turn for promotion comes they should be promoted
to Traffic Bub-Assistant, because their training will not have fitted them for
Traffic appointments, and their special knowledge and experience would be
lost to the Department when they had become most valuable, The Technical

" Branch shonld consist of picked men and service in if should be made as attrac-
tive as possible, and it is therefore necessary that it should include appointments

TerxoeaPx MasrEEs iND SroNaLynue®

- Genoral, Machanieal. Total,
Agra Office 1 1 2
Bombay Office . . . . . 1 1 2
Caleutta ,, . . 1 1 2
Madras . ] e 1 1 2
Rangoon . . . . . ) 1 1 2
Cireles 8 4 12
Wireless . . . . . 7 7
Murray . . . . . . 2 2
Simla and Caloutta (geason) . . . . v 1 1
Spcial daty . . . | : | # s
Eleotrician’s Office . . . . . L o g
: " ‘
 Tomar .| M 4k 38
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for Bub-Assistant Superintendents. The leave, promotions and transfers
of the Sub-Assistants should be regulated by the Direotor-General, and those of
all other members of the subordinate section of the Technical Branch by the
Eleotrical Engineer-in-Chief on the reports of Divisional S8uperintendents and
Circle Officers. '

Pay and allow- 29. (i) We do not consider it advisable that at present separate rates of

andes of Bubor- pay should be framed for the subordinates in the Technical Branch. It will

Feonaioal probably be more convenient that for some time to come they should be
seconded from the signalling establishment, and should draw the pay to which
they are entitled as signallers or Telegraph Masters plusa special teohnical
allowance. Asa condition of employment in the Branch they should be
required to undergo a course of training in the Electrician's office and to
receive a certificate of fitness from him, Only one olass of certificate should,
we consider, be given, as it is inadvisable and inconvenient to make a distine-
tion between the certificate holders by granting two classes of certificates. The
examination will show whether the candidate is qualified or not; and if any
further distinction were made, it would be necessary to grant two different rates
of allowance which would needlessly complicate the scheme. It is recommended
that all subordinates, whether Sub-Assistants, Telegraph Masters or signal-
lers, who obfain certificates should, while employed in the Branch, draw an
allowance of Rs. 26 per mensem in addition to the pay of their rank. In the
case of Telegraph Masters of the second and third grades the allowance should be
cumulative and should be drawn in addition to the Telegraph Master’s allowance.
The holding of a technical allowance should also qualify for promotion to the
first class of signallers described in another portion of this Report.®* Subordinates
in the Technical Branch should be liable to reversion to traffic work at any
time, if this proves necessary, but should ordinarily remain in the Technioal
Branch for the whole of their service if found to be efficient. On reversion to
traffic duties the technical allowance will cease. For promotion to Telegraph
Master a signaller in the Technical Branch will be required to pass the qualify-
ing examination, and if he does so, should be promoted as s-on as an officer
junior to him is promoted in the Traffic Branch. Promotion from grade to grade
of Telegraph Mastersshould be given in the same way. Promotion to Bub-Assia«
tant Superintendent should be made strictly by selestion as in the case of the
Traffio and General Branches, These arrangements will supersede those
described in paragraph 23 and the allowances of Rs, 50 and Rs, 35 at present
granted will be absorbed. Any signaller at present in receipt of an allowance
of Rs. 50 should, however, continueto draw it, until he is promoted perma-
nently to the rank of Telegraph Master.

(ii) We have not proposed to include in the Technical Branch the Testing
Telegraph Masters (or signallers employed on testing work for whom a
monthly allowance of Rs. 10 has been proposed in another part of this Report).
The qualifications required for the performance of the ordinary tfesting work
are not such as to justify the grant of the technical allowance of Rs. 26 per
month, and it is, we think, administratively more convenient that the Testing
Telegraph Masters should remain in the Traffic Branch.

(iil) Appendix @ includes a proposition statement which shows the extra
cost involved in the ({reation of the Technical Branch.

—— LY

* Vide parsgraph 67 below.
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30 (i) We b vo to turn next to the history of the organisation of the
Buperior 8ta , and for this it is unnecessary to go further back than the year

1887. The total strength of the establishmeot was then fixed* at 84 made
up as follows :—

; _ Rs.
Claes I Director-General . . . . 1 8,000
» 11 Deputy Director-General . . . 1 2,000

» m Dimtou 1 . » . - . 2 1,225‘7 5‘1,600

Grade 1 4 1,125-75-1,500
» = IV Superintendent, e, 2 10 1,000
» 3 12 860
V Asei . " 1 12 710
» Asnsistant Superintendents { » 2 18 550
" . -1 14 © 400

s 1V A 8 tendente "
’ ssistant Superintenden { ” 2 15 300

TorawL 84

(ii) In 1893 when the working and control of the telegraphs in Kashmir
were transferred to the Department, one -Superintendent and one Assistant
Superintendent were added to the staff,} making the total 86, at which figure
it remained until 1901,

(iii) In 1900 the Director-General of Telegraphs drew attention to the
enormous incrense of work which had taken place since the strength of the
Department had last been fized and expressed his conviction that the existing
sfaff was inadequate, He did not ask. for any increase in the number of
Divisions, but was of opinion that the case would be sufficiently met if
fifteen additional Assistant Superintendents were appointed, who would hold -
charge of important Sub-Divisions and would also be available as assistants
to heavily worked superior officers. This proposal was agreed to by the
Government of India § and the Secretary of State,

(iv) The matter was, however, re-opened before long. It was apprehended
by the Becretary of State that the addition of the whole of the new appoint-
men{s to the lower ranks of the service might result in a serious block in
promotion. The method of selecting candidates from Cooper’s Hill allowed
the foremost men a choice between the Public- Works Department and the
Telegraph Department, and it was therefore undesirable that the latter
Department should suffer from manifest inferiority of the prospects which it
offered to the students. At the same time the Director-General had recon-
sidered his views that additional Divisions were not required, and the Govern-
ment of India ooncurred with him io thinking that a redistribution and an
increase in the number of Superintendents’ charges was urgently ealled for.|

(v) The scheme for the reorganisation of the Superior Staff, which was
submitted by the Government of India and approved by the Secretary of State,
provided for an immediate increase in the number of the -superior appoint-
ments by seven, for the opening of five new Divisions and for the addition
to the head-quarters staff of two new officers, styled Deputy Directors, while a

* ¥ide Resclution of the Government of India, Public Works Department, No. 185-T.E., dated 3lst
Ootober 1887. |

% The Direotors received the pay of a Buperintendent, 1st grade, plws Re. 100

$ Vide Reaolution of the Government of Indis, Public Works Department,” No. 145-T.E., dated 28tk
Docomber 1893,

§ Vide Deapatch No, 84-Telegraph, dated Iet November 1900, and Resclution of the Government of
Indis, No. 10-T.E., dated Tth January 1903,

1 Fide Resciution of the Governtent of India, No. 922-T.E,, dated 6th July 1908.

& In fuck only foar mew Divisions were opened, the total number being raised from 16 to 20,
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corresponding reduction was made in the number of Asistant Superintendents.
It was considered that the conditions of promotion in the Public Works
Department and in the Telegraph Department should be assimilated as socon
as possible, in order that a fair proport.lon of the best students might be
attracted to the Telegraph Department ; it was therefore desirable on every
account that the normal or eventual rate of promotion should be as nearly
as possible equal to that in the Publioc Works Department. It was accordingly
decided that an ultimate scale should be adopted for the Superintendent and
Assistant Superintendent grades of the Telegraph Department, which should
be identical with thosq of the Executive and Assistant Engineer grades of the
Public Works Department. In consequence of this arrangement the number of
Superintendents’ charges, 1st grade, would ultimately be increased from 10 to
-23. But to prevent an abnormal acceleration of promotion the introduction
of the ultimate scale was made subject to a time-limit, which is reproduced
below, * and the creation of additional Superintendents’ charges {other than the
four new Divisions which were opened at once) was deferred until offcers
of suitable standing were available to hold charge of them. As regards the
appointments of bigher rank than Superintendent, the addition of two
Deputy Direotors made the proportion of such appoiniments to the total
strength 10 per cent. which was the same proportion as existed in the Public
Works Department. The opportunity was taken to ranise the pay of the
Directors of Construction and Traffic from Ras. 1,800 to Rs. 1,800 (the pay of a
Chief Engineer, 3rd grade), to fix the pay of the Deputy Directors at Rs. 1,600
(the pay of a Superintending Engineer 1st grade), and to divide the Chief
Superintendents (who bad previously drawn Rs. 1,126—75—1,500) into two
grades on Rs, 1,400 and Rs. 1,260, corresponding fo the 2nd and 8rd grades of
Superintending Engineers.

(vi) The orders published in 1901 and 1903 may be summarised as. follows,.
In 1901 no reorganisation was attempted, but an addition of fifteen appointments
for Assistant Superintendents was made raising the number of these officers.
from 56 to 70. In1903 the Superior SBtaff was reorganised with the immediate
effect of transferring six appointments from the Assistant Superintendents
to the Superintendents and higher officers, and the ultimate effect of so trans-
ferring the whole of the fifteen appointments ereated in 1901. The scale
sanctioned in 1903, which is still in foree, will be found in Appendix C to
this Repart.

Yeurs® sevvieo from
the date of snter-
Seime  Iomamiol
4&h grads, -
® Time gqualification for promotinn to Assistant Suparinhndeni, 8rd
grade, aftar . . . 8 or o
Time qualification for promotmn to Anmhnt Buperintendent, 2nd
gmde. aftor . . « o* or ‘i
Time qualificationr for promosion to Anutant Snperintandent. 1st
gﬂd?. after a . » - . . 11 o “
Time qualification for promohon to Bupenniendent, Snd gndo after , 14 or B¥
Time qualification for promotion to SBuperintendent, Ist grade, after . 19 or &

Note.~If, howsver, an officer eligible fof promotion under the time rule is not promoted for any reason
such as not beiog recommended or being otherwise superseded, fur esoh officer so passed.ower another oficer may
be promoted within the measure of the limiting ecale:

The result of this rule will be the aame as if allthe officers eligible were promoied, so far se the limiting
seale parmiia.

Under this rule any officer not qualified by length of serviee may bs promobted Iu plaow of sa officer who is
eligible by the time rule, but not equally eligitle with the former under the-rule of selockion.
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‘31, 'We have thought it right to refer to the history of the Staff, because
it is not cleor that the necessity of fixing the number of Assistant Superin-
tondents’ ohiarges with due regard to the number of officers required to
fill the higher appointments after a given number of years’ service received
suflicient consideration. The addition of a number of appointments in the
lower grades of a service without a corresponding increase in the higher grades
must inevitably result in stagnation of promotion and discontent. In 1901
this principle appears to have been overlooked, and hence in 1903 it became
necessary to determine the number of higher appointments not only with refer-
ence to aotual administrative needs, but also to provide an even flow of
promotion for officers already in the service. In the proposals which we
bave now to make we have given constant attention to the principle that
the Superior Staff must be limited to the number of officers required to fill
the important and responsible positions in the Department plus a sufficient
number of officets in iraining to hold such appointments.  Accordingly
having first determined the number of administrative and executive charges
which the exigenciesof the service demand, we then examined the existing
scale to see whether it would meet the object which we had in view, namely,
that officers should reach definite charges of importance at about eight
years’ service. The present sanctioned strength is 101 officers ; and fortunately

. we are able to report that this figure should be neither increased nor diminished.

Under our proposals, as set forth in Appendix G, the strength for administrative
and executive purposes will indeed be reduced to 93; but if regard be had
to the total number of officers required this reduction is nominal. Six
appointments—one Superintendent and five Assistant Superintendents—
will be transferred to the proposed Technical Branch, one-Superintendent
will be reduced by the appointment of an officer selected from outside the
Department as Chief Btore-keeper and another by the appointment of a
Deputy Examiner, when the Examiner of Telegraph Accounts takes chuarge of
the Oheck Office. These eight officers added to the 98 make up the present
total of 101. Of the 98 officers 51 will hold charges of importance, viz. ;:—

Director-General . . . ' . . . .. 1
Directors- . . . . . . . . - . 10
Superintendents in charge of Divisions . . . .. 34

" Superintendents in charge of Offices . . . . . . 4
Superintendent of Workshops . . . . . . . 1

~ Personal Assistant to the Director-General . . . . . 1
Toran 51

_ There will' thus be 42 Assistant Superintendents ; and from various calculations

pation.
oluments
Public

and
graph
ents,

which we have made, but which if is nonecessary to set out, we are satisfied
that a proportion of 51 officers in important charge to 42 officers in training will
secure the object which we have in view, that is to say, the attainment of
posts of suitable responsibility at a sufficiently early period of service.

32. Reverting now to the history of the staff we observe that when the last
reorganisation was carried out great importance was attached both by the
Government of India and by the Secretary of State to the equalisation of pay
and prospects in the Public 'Works and Telegraph Departments. From the
Deputy Director-General downwards the pay of each olass and grade was
fixed 80 as to correspond with that of a grade er class in the former Depart.

" ment; and indeed we gather from a review of the whole correspondence that
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the governing principle is that stated in the Becretary of State’s despatch No. 7
(Telegraphs), dated the 27th February 1903, viz., * that if ie desirable, having
regard to the exisling method of recrusiment of the Telegraph Depariment,
that the prospects of advancement in ét should not be inferior to those of the
Public Works Department officers entering i.” The ground for this
principle clearly lies in the fact that the Superior 8taff of both Departments
was recruited from the Royal Indian Engineering College at Cooper’s Hill.
8ince then, however, conditions have been altered, the College has been
closed, and both Departments will in future obtain caudidates from the open
market,.

33. The first question thenis whether the recent changein the method of
recroitment in any way suggests that the principle of agsimilating the emolu-
ments of the Public Works Department and Telegraph Officers should be
abandoned or modified. 'We are of the opinion that this question should be
answered in the negative, As regards the officers already in the service,-the
method by which the great majority have been recruited is the same as in the case
of the Public Works Department Officers who, like them, were trained at
Cooper’s Hill; and a change which, from its nature, would apply only to future
enfrants, clearly ought not to be applied with retrospective effect to disappoint
expcctations on the strength of which present incumbents entered the service
and twhich they have reasonably entertained throughout. This consideration
alone should secure to Cooper’s Hill men down to the latest recruit, that is to
say for a period of- more than thirty years, emoluments not necessarily equal to
those of tite Department of Public Works Officers in every grade of the service,
but, on the whole, of not inferior value. As regards future entrants we have
been informed that, although the method of recruitment has been changed,
the new method will apply to Telegraph Officers and Public Works Officers
alike, with the exception, however, that caudidates for the Telegraph
Department will be required to bave spent at least one year as an Electrical
Engineer or in some similar capacity. The necessity for parity of prospects
thus remains at least as strong as it. was before the abolition of Cooper’s Hill;
and it may be even stronger, if we are correct in the belief that the profession
of Electrical Engineer is a growing one in the United Kingdom, and that the
remuneration which may be expected by really competent Electrical Engineers
is alrendy very considerable, It would be lamentable if the Telegraph
Department were to obtain a class of recruits either inferior to those entering
the Public Works Department or composed of men of inferior promise from
amongst those who aspire to Electrical Engineering as a profession.

84. (i) It is unnecessary toadduce any reasnns in support of the obvious
remark that at the present time the Telegraph Officers in the higher grades are
worse off than their Public Works contemporaries, The question is simply
one of rates of pay, and the disadvantage of the Telegraph Officers
is due to the faoct that the increased rates granted in the Public
Works Department t6 the officers in the administrative grades by
Government of India, Pablic Works Department, Resolution No. 1101-E.,
dated 25th August 1905, have not yet been sanctioned for the Telegraph
Department. This inequality should undoubtedly be removed at as early
a date as possible. .

(ii) 'We have, however, taken icto consideration another point, which is that,
whereas the proportion of higher appointments in the Public Works Depart-
ment (Chief and Superintending Engineers) is about 10 per cent. of the total
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Engineering establishment, the proportion in the Telegraph Department will
be raised under our proposals to a slightly higher figure. Out of a total
strength of 99 Telegraph and Eleotrical Engineers (the Superintendents of
Stores and the Check Office being excluded) we shall have 12 of a rank not
below that of SBuperintending Engineer, viz, : —

1 Director-General of Telegraphs.

1 Director of Traffic.

1 Director of Construetion.

8 Directors of Circles,

1 Electrical Engineer-in-Chief.
With a larger proportion of higher appointments it seems reasonable that
the actual emoluments of the highest appointments below that of Director-
Goneral of Telegraphs should not be so great as in the Public Works

Department,.

P L ee. 85. (i) Oun the whole, as a moderate and just proposai, we put forward the
following scale; the present scale is also shown for the purpose of
comparison :—

Present scale. Pyroposed scale.
Re. Rs,

1 Director-General of Telegraphs at 3,000 1 Dlrecf-or-General of Telegraphs at 8,000
1 Deputy Director-General of 'I‘ele- -

graphs at . . 2,000 .
2 Du‘ectom at i . . A . 1,800 2 Directorﬂ at . . £,250
% Deputy Directors at . . . 1,600 2 Ditto . . . . 2,000
2 Chief Superintendents at . . 1,400 8 Ditto . . . 1,750
2 Ditﬁo . . 1,250 3 Di'lto - . . 1,500
£ Superintendentsat . . . 1,000 {* 1 Electrical Engineer- { 1,500-—50—1,7560

. in-Chief 1, 750——10{}—2 250
“ 12 Appointments. 12 Appointments.

(ii) The proposed scale may also be compared with the new scale in the
Department of Public Works :—

Public Worke Department actual scale. Telegraph Depariment proposed scale.
Rs. Res.

Director-General . . . . 8,000
Chief Engincer, lst clasa . . 2,760 vee
Ditto 2ud ,, . . 2,600 e

e Director, 1et class . . . . 5,250

Superintending Engineer, 15t class . 2,000 Ditto 2nd ,, . . v 2,000

Ditto ond ,, . L750 Ditte Srd ,, . L7650

Ditto 8rd ,, . 1,500 Ditto 4th ,, 1,600

. Electrical Engmeer- { 1 500—50—1 750

in-Chief 1,750—-100—2,250

The local allowance of a Chief Engincer who is Becretary to a Local Gov-
ernment (Rs. 250 per mensem) or of a Superintending Engineer who is Seore-
tary to a Looal Administration (Rs. 150 per mensem) will have no counterpart
in the Telegraph Department.

(iii) At present, taking the old rates of payin the Public Works Depart-.
ment, the appointments of Director-General of Telegraphs, Deputy Director-
General of Telegraphs and the two Directors correspond with those of Chief
Engineers and the appointments of the Deputy Directors and Chief Buperin-
tendents with those of Superintending Engineers. The case is somewhat com-
plicated by the abolition of the 3rd grade of Chief Engineers on Re. 1,800 and
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the rise in the pay of Superintending Engineer, 1st class, to Bs. 2,000, the same
as that at present drawn by the Deputy Director-Gencral and Rs. 200 per
mensem more than that drawn by the Directors of Construction and Traffic.
If the pay of the three otficers next in seniority to the Director-General of
Telegraphs were to be raised to Rs. 2,500,80 that they would all receive the
same pay as 8 Chief Engineer, 2nd olass, expenditure, which is not, in our
opinion, really necessary, wonld be incurred, the slight reduction as compared
with the present Public Works scale in the emoluments of these appointments
already mnoted as reasonable would not be secured, and there would Le no
sufficient interval between the pay of the Director-General and the pay of
bis immediate juniors. But while it is not necessary to give any of the three
officers who are his immediate juniors the full pay of a Chiet Engineer, 2nd
class, a8 sanctioned in August 1905, none of them should draw less than that
of a Superintending Engineer, 1st class, in the present scale of the Public
‘Works Department or less than a Chief Engineer, 2nd class, under the old
scale, We have solved the difficulty by proposing a olass of two officers on
Rs. 2,250 and another olass of the ssme number oo Rs. 2,000, It is true that
in the. Public Works Department there is no class on Rs. 3,250; but on the
whole our proposals seem to us fair and suficient. We have already recom-
‘mended that the appointments of the Cirole Direotors and the Directors of
Construction and Traffic shall be interchangeable, whatever their claes; and
we note here that their promotion will run by seniority from colass to olass
whether they are employed in Circles or in the Direction.

(iv'_) We have dealt with the case of the Electrical Engineer-in-Chicf in
the portion of this Report which relates to the proposed Technical Branch,
Excluding the expenditure on this post,-the cost of the proposed reorganisation
of the administrative grades is Bs. 8,150 per mensem or Rs, 37,800 per annum,

(v) The Circle 8cheme involves the appointment of Circle Directors and it
has therefore been incumbent upon us to make recommendations in regard to
their pay. But we do not think that the cost of raising the emoluments of the
administrative officers and of the Chief Superintendents who will now become
Circle Officers is properly attributable to that scheme. We are of opinion that the
claim of the administrative officers and the Chief SBuperintendents to equality
of emolument with the officers of the Public Works Department of like rank
was, in any case, irresistible, and must have been admitted at an early date
whether thers had been any Circle S8cheme or no. The Director-General of
Telegraphs raised the question very definitely in September 1905 and its
consideration has been postponed pending the receipt of this Report.® It must,
however, be allowed that the cost of raising one Superintendent, other than the
Chief Superintendents, to the rank of Director (to provide for the charge of the
eighth Cirele) may fairly be charged against the Circle S8cheme. This amounts
to Rs. 6,000 a year.

Pay and 36. As regards the rest of the Supenntendents and the Assistant Superin-
gmﬁﬁ% tendents, we understand that proposals are under the consideration of Govern-
ctsant ment for dealing both with the rates of pay of Public Works officers of corre-
Buperintend- sponding positions and with the method of their promotion ; and we strongly

recommend that whatever decision may be come to in the case of the Public
‘Works Officers shall be applied also to the case of the officers of the Telegraph
Department. If this is not done, there is certain to be discontent either in the

® ¥ide correspondence ending with Director-General of Telsgraphs’ No. 117-G., dated the 7th July 1906,
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one Department or in the other, We are further of opinion that a time scale
similar in principle to those recently sanctioned for the enrolled list of the
Finance Department and for the Forest Department would be smitable to
the circumstances of the Telegraph Department also.

;’&7"‘:{ the Pro- 37. 8o far, except by implication, we have made no reference to the Pro-
vinecial Service which is part of the Superior Staff. We have assumed that if
the pay and method of promotion are altered in the Public Works Departs
ment for men of the Imperial Service, they will be altered simultaneously on
the same lines for Provincial SBervice men, the usval rule that the salary
shall be less approximately by a third for men recruited in this country, being
applied. 'Whatever may be the decision, we think that the Provineial Service
men of the Telegraph Department should be treated as regards payand
promotion in the same way as men of the like service in thq Public 'Works

Department.
History ?ai;.'l the 88. (i) Apart from the question of remuneration there are certain important
Bervioo. puints connected with the Provincial Service on which we desire to offer our

advice. The formation of this Service in the Indian Telegraph Department was
~ direetly due to the recommendations of the Public Service Commission of 1886-87,
. though the principle of filling some of the appointments in the Superior Staff

in India had already been approved.* The Commission were impressed with
the importance of maintaining the Telegraph Department in the highest degree

of efficiency, not only in view of the great public services which it rendered

both in war and peace, but also by reason of its obligations to foreign telegraph
administrations. The absence of competition between rival systems in India

made it necesssry that-the Department should be equipped to keep pace with

the progress of science in other countries, while the paucity of local appliances

called for highly trained and intelligent skill to devise expedients to meet

unoxpected emergencies. The Commission therefore proposed that recruit-

ment in England should be continued on the scale then sanctioned (viz., two

officers per annum), byt it was also recommended * that the gradual reduction

of the staff recruited in England should be kept in view and that a superior

Local Telegraph service should be recruited in India from classes to be

established at one or more of the Indian Engineering Colleges.” It was added
that instead of adjusting the pay of officers locally recruited with reference to

the pay of officers recruited in England, the pay and other conditions of the
gervice locally rccruited should be delermined independently on the same-
principles as it was proposed to adopt for the Provinecial Service.

(i1) The scheme for a Provineial Telegraph Service which was at first set
forth was not entirely in consonance with the views of the Public Service
Commission. The strength of' the Superior Staff was then 84, and it was.
estimated that in order to maintain the service at that number it would be
necessary to recruit three and four officers in alternate years.t It was
proposed that two officers should still be reoruited annually from Cooper’s Hill,
and thatone and two appointments in alternate years should be filled up
in India by promotion from the ranks of the Sub-Assistant Superintendents,
Appointment from the Engineering Colleges was not recommended, more-
especially on the ground that such a system wounld afford no security as to
the necessary physique and capacity of the recruits, and that they would have

# Vide Chapter IX, paragraph 127 of the Report of the Commission.
+ ¥ide despatch of the Government of India in the Public Works Department, No. 14 (Telegraph), dated.
8th September 1890.
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to enter the Department without baving received any preliminary training
in telegraphy, which was regarded as essential. As to the pay of the
officers locally appointed, it was proposed to adhere genmerally to the rule
already laid down that the pay of such officers should be approximately two-
thirds of the pay of officers of corresponding rank in the Imperial Service.

(iii) The scheme was not accepted in the shape in which, it was first put
forward.* The Becretary of State agreed with the Publie Service Com-
mission in holding that local recruitment should be made from the Indian
Engineering Colleges, and considered it very important that in a Depart-
ment, where a comparatively small Superior Staff directed the operations of a
large and growing business, the selected officers should be possessed of the
best professional training obfainable in India, and that scientific knowledge
should formthe principal qualification for employment. He expressed his
willingness, however, to assent to the occasional selection for promotion fo the
Superior Staff of meritorious officers of thesubordinate grade.
~ (iv) The scheme was therefore finally framed on this basis.t A Proviocial
Service recruited in India was established, the members of which were to be
gubject to the Indian leave and pension rules and to draw salaries at rates
approximately two-thirds of those drawn by Imperial Officers of corresponding
rank. Candidates were to be recruited from the Thomason College at Rurki
and the other Indian Engineering Colleges, but all were to undergo a course
of training for two years at the Thomason College. The number of appoint.
menfs {o be filled was ordinarily to be two and one in alternate years, but the
number was liable to variation according to the requirements of the Depart-
ment. Qualified students selected for appointment were to be first appointed
as apprentices on Rs. 100 a month, and were then to remain on probation until
they had proved their thorough fitness for service in the Department, As an
oocasional measure and subject to the approval of the Government of India in
each case, a Sub-Assistant Superintendent who bad displayed marked ability
and merit might be promoted to the Provincial Service.

(v) To provide recruits for this Provinocial Bervice a class, called the
Electrical Engineer Class, waa formed at Rurki., One nomination to this
class was given to each of the Colleges at Sibpur, Madras and Poona—nomina-
tion being restricted to students'who had not been in their respective Colleges
for more than four months. The object of this restriction was to ensure that
students passing directly into the class by the Rurki Eutrance Examination
should not be placed at a disadvantage.

Failure of the 89. (i) This method of reoruitment has proved unsatisfactory. It has been
P rooruitmont. found that none of the students who pass the Rurki Entrance Examination
join the class; while practically no nominations gre received from Poona
and very few from Madras, The class therefore consists almost entirely of
students from Bengal. The total number of students bas never exceeded four,
and has fallen as low asone. As the class is s0 small, it has been found impossible
to prescribe for it a separate curriculum, orto devote specially to it the
services of the College staff. A further drawback is that there is in the class
a lack of that incentive to work which competition alone can afford, and

® Pids the despatches of Beoretary of Etate, No, 23 (Telegraph}, dated 27th November 1800, aad
No. 4 (Telegraph), dated 18th Febroary 1892.

+ Vido Kesclution of the Government of India in the Public Works Department, No. 156-T.R., dated
25th Augmst 1893,
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though some good men have been recruited under this system the interests
of the Department have suffered.

(ii) Another argument against this system of recrnitment is that it finds
favour neither with the Rurki nor with the Sibpur College authorities. Indeed
in the interests of his own College Mr. Heaton, the Prineipal at Sibpur, has
asked Government to relieve him of his nomination, and Major Atkingon, the
Principal of the Thomason College, bas addressed us and has pointed out how
completely the present arrangements have failed. ‘We have had further com.
munication with both Prineipals and the papers which we bave received from
them have been inserted in Appendix H; the pernsal of these papers is invited
a8 they bave a most important bearing upon the recommendations which
we are about to make.

(iii) On a careful review of all the circumstances we are of opinion that the
system of nomination by colleges should cease. 'We bave considered whether it
would be feasible 1o substitute a system somewhat similar to that commonly
adopted by Looal Goveroments for the recruitment of their Provincial Civil'
Services., The essential points in such a system would be (1) the nomination
of candidates by the Director-General from lists submitted by Circle Officers
after consultation with Local Governments; (2} the training of the candidates
at Rurki; and (3) the appointment to the Provincial Service of those who were
most successful in the final examination. 'We have come to the conclusion,
however, that a class composed of a few nominees would be open to one of the
objections to the present system, vée., want of real competition among the
students ; and that if men were prepared for the Telegraph Depariment aloner
unsuccessful students would have no alternative career open to them. On
the other hand the fitness of the candidates as regards physique and social
standing, which nomination by the responsible officers of the Department
would seoure, oan, we think, be secured otherwise.

40, While we would guard against the serious defects which have come to our
notice, we would maintain the principle of selection from Indian Engineering
Colleges asserted by the Secretary of State. Hitherto the candidates have
been nominated by authorities who have not been in a good position to gauge
the requirements of the Telegraph Department; and from these candidates
those with the greatest .aptitude for paper work have been selected. ‘We
propose that in future there should be no prior nomination of candidates but
that appointments should be made by the Director-General of Telegraphs
by selection from the students. who qualify in mechanical and electrical
engineering in the Engineer Departments of the Indian Engineering Colleges.
To bring this proposal into effect it is necessary that (1) mechanical and
engineering classes should be organised, and (2) that the standard of instruo~
tion should, in the opinion of the Director-General of Telegraphs, be suffi-
ciently high to justify the selection of telegrapb candidates from the classes
formed. As will appear from Appendix H, the Principal of the Thomason
College oontemplates the establishment at that institution of an electrical and
mechanical engineering course in order to meet the great demand which is
now springing up in India for men properly qualified in these subjects, It is
anticipated that the proposed olass will attract & comsiderable number of
students, as the field of employment for well trained men is already largs and
will inorease. Major Atkinson has desoribed in detail how his proposed class
will be organised and taught. At Sibpur it is intended to teach the necessary"
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subjects up to the stundard of the Bachelor of Engineering degree in the
Caloutia University. As soon as these proposed arrangements are brought into
force we think that selections may be made from both Rurki and Sibpur.
If it is shown that equally suitable arrangements already exist or are at any
future time brought into force at the Madras and Poona Engineering Colleges,
the field of selection should include those institutions also. The seclections
would be subject to approval by the Government of India In accordance with
the rule contained in paragraph 1 of Chapter B of the Telegraph Code which
requires that appointments of officers in India to the Provincial Service of the
Department shall be made by that authority.

41. We have to add with reference to & minor point mentioned in Major
Atkinson’s memorandum in Appendix H, that we do not oconsider that any
advantage would be gained were candidates to remain at Rurki after selection
in order to obtain practical instruction in telegraph engineering. They could
be taught their business in this respeot better in practical work, and their
theoretical training at College should enable them to master it quickly and
thoroughly. Immediately after selection the candidates should be posted to a
Division as probationers and should begin to learn the work of the Department
in the usual way,

- 42. (i) We have already referred to the rule relating to the promotion of
Upper Subordinates to the Provincial SBervice and we may quote it here. It
is as follows :—

“ As an occasional megsure and subject to the approval of the Govern-
ment of India in each case, a Sub-Assistant Superintendent, who has displayed
marked ability and merit, may be promoted to a suitable grade of the Provin-
cial Service and may be granted a personal allowance to protect him from loss
of pay.”

(ii) Up to date only one appointment has been made under this rule.t But if
higher rates of pay attract a better class of men to the Signalling Establishment
and if the improvements which we are about to propose are adopted in respect
to the selection and training of Bub-Assistants we hope that suitable candidates
for promotion to the Provincial Service may be found within the Department
and that the rule will cease to be a dead letter. 'We do not propose any
revision of the rule; but should it prove fessible to make even a very few
appointments under it, great encouragement would be given to the whole
subordinate establishment and doubtless recruitment would be improved.

43. (i) We come now fo the consideration of paragraph 14 (4) of the
Resolution of the 25th September 1906 which stands thus :—

Whether the existing syst em of recruitment, iraining and duties of the

Upper Subordinate establishment ss satisfactory and, if nol, what changes
should be made.

(ii) There are two cla.sses of Upper Su'bordmatea, the Bub-Assistant
Superintendents (General) and the Traffic Sub-Assistant Buperintendents. In
this Report, for the sake of brevity, the former are referred to as Bub-
Assistants and the latter as Traffic Sub-Assistants unless the context requires
a fuller designation. The Sub-Assistants are 72 in number distributed in

® Government of India, Public Worke Department, Resolution No. 166-T.K,, dated the 25th August 1863,
Eals V1.

¥ Mr, T. D. Maraton was promoted to the Provinoial Service on February 6, 1689, and retired on Maxch
24, 1905,



{Beoruitment,
itraining and

dutiens of Traffio

REPORT OF THE TELEGRAPH COMMITTEE, 37

two grades of 88 each, the pay of the first grade rising from Rs. 275 by annual
increments of Re. 15 to Ra. 360, and of the second grade from Rs. ¥50 to
Bs. 275 by like increments of Rs. 5. .In addition SBub-Assistants are eligible
after five years’ approved service in the first grade for an increment of
Rs. 50 per mensem and for a second increment of the same amount after ten
years’ like service therein. Thus the maximum pay attainable is Rs, 450
per mensem, Traffic Sub-Assistants, who are 20 in number, have a fixed
salary of lts. 850 per mensem and are not eligible for these increments, which
are, however, drawn by a few*men who have been transferred from the General
to the Traffic List and were previously in receipt of them, The Honorary
Assistant Superintendents are included in the sanctioned number of the Sub-
Assistants, Traffic and General, and draw the same pay. The two oclasses of
Sub-Assistants have entirely different duties, the Traffic Sub-Assistants being .
employed in signal offices and the other Sub-Assistants in Sub-Divisional
work or on construction duty, or in some cases on miscellanecus duties as, for
instance, in the Store-yard. As noted in paragraph 11, when in charge of a
Sub-Division a Sub- Assistunt gets a charge allowance of Rs. 30 per mensem.
44. (i) The I'raffic Sub-Assistants are recruited by selection from the first
grade of Telegraph Masters, Appointments to the general class are made by

|Bub-Assistants. selection from Telegraph Masters and signallers and, as & rule, from those of

the Superior Grade 6f not more than 85 nor less than 28 years of age,

(ii) The Traffic Sub-Assistants after their promotion continue to perform
duties to which they have long been acoustomed as Telegraph Masters,
but their responsibilities are greater as they are in charge of larger offices.
Elsewbere * we have dwelt on the necessity of relieving Telegraph Masters
as much as possible of elerical work and of insisting upon active supervision.
These remarks apply with additional force to the case of Traffic Sub-Assistants.
No-change in the method of their recruitment is necessary; except that the
selection should not be restricted to the first grade of Telegraph Masters,

“but should extend to all permanent Telegraph Masters whatever their grade.

Tt is, however, essential that men selected to be Traffic Sub-Assistants should
(1) have had adequate experience as Telegraph Masters; and (2) should still
be sufficiently young to be at their best in point of energy and efficiency.

(iii) It is a matter of complaint that their pay cannot reach the same
maximum as that of the other Sub-Assistants. Having regard to the great
importanoe of traffic, and therefore of the staff ‘whose whole employment
is concerned with the supervision of traffie, we think that this disadvantage
should be removed and that a first grade of Traffic Sub-Assistants should be
formed oconsisting, for the present, of four appointments on a fixed pay of
Rs. 450 per mensem. Four of the existing appointments on Rs. 350 would be
absorbed in this grade and the remaining sixteen appointments would consti
tute a second grade in the class, Promotionsto the proposed first grade should
be made striotly by seleotion from amongst the class, so that the incentive
to exertion will be general. The oreation of a first grade will enable the
Director-General of Telegraphs to provide satisfactorily for the posting of
selected Trafflo Sub-Assistants to exceptionally large offices such as Karachi
and Rangoon. When the Director-General of Telegraphs is of opinion that
any addition should be made to the number of Traffic Sub-Assistants he
should bring forward each proposed addition on its merits, We bhave no

* Fide paragrsph 140 below,
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doubt that eventually additions will be necessary; but if (1) the new grade
on Rs. 450 be sanotioned, and (2) men are promoted at an earlier period
of servioe, as we propose, we think the additions should be made by forming a
new grade on Rs. 300 per mensem, and not by increasing the number of appoint-
ments on Rs. 350. Elsewhere we have suggested (paragraph 21 above) that
when a Traffic Branch is formed one-third of the appointments therein should
be open to Traffic Sub-Assistants if fully qualified men are obtainable.

45. Coming now to the General List, we have received a very large amount
of evidence regarding the qualifications of 8ub-Assistants for Sub-Divisional
charge and construction duty. It may be freely acknowledged that many of
these men have succeeded admirably in the discharge of duties which were row
to them ; but as a class all have laboured under some serious disadvantages.

. In the first place they have often been selected at & time of life when it is

difficult to aequire rudimentary knowledge in new subjects. Secondly, as we
have noted in describing the Circle Scheme, there has been embarrassment
when a Bub-Assistant in charge of a Sub-Division has been brought inte official
relations with officers of other Departments superior to him in rank. Thirdly,
there has in many, perhapsin most, oases been a want of practical training in
inspection duties and active out-door work for which the experiences of the
signal room have been no preparation. Fourthly, these Sub-Assistants have
had no systematie and particularly. no theoretioal training in the elements
of . mechanical and telegraph engineering necessary for their work: and have
bad to pick up the irreduciblo minimum of such knowledge chiefly from their
subordinates and to learnit by rule of thumb. This last disad vantage is, we
think, the most serious of all; and no proposals for the improvement of the
class would be satisfactory that did not remove or at least minimise this defect.

46. (i) As to the first disadvantage we are of opinion that the clags should
be recruited striotly by selection, not specially from the SBuperior Grade of Tele-
graph Masters and signallers which, under our proposals, will gradually dis-
appear, but (subject to what is said below as to qualification by employment
a8 Inspecting Telegraph Masters) from any part of the list of the signalling
establishment below the rank of Traffic S8ub-Assistant. We would alter the
minimum age limit from 28 fo 26 leaving the maximum limit at 35, but we
think particular care should be exercised before any candidate over 30 is
selected. Indeed we should have preferred a limit of 25 to 30 years of age were
it not that this reduction mizht disappoint just expectations already formed.

(ii) With the abolition of Sub-Divisions the second disadvantage will
disappear. :

(iii) It is, we believe, afact that amongst the inost successful Sub-Assistants
are those who before promotion have served as Inspecting Telegraph Masters,
'We are so much impressed with the desirability of practical training in active
out-door duties that we think that, as a rule, Sub-Assistants for the General
List should be selected from amongst men who have held the appointment of
Inspecting Telegraph Master. This will necessarily involve special discrimi-
nation in appointing signallers to these posts. We do not here modify our
recommendation that the selection of Sub-Assistants General shonld be made
from any part of the list of the establishment as above defined ; for the quali-
fication is secured if the experience is gained at any time. A man who bad
been -Inspecting Telegraph Master aud was promoted to be a permanent Tele-
graph Master would, of course, be eligible. Bimilarly, if it were desired to
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push on some young signaller, it wonld always be practicable to make him an
Ipspecting Telegraph Master in order that he might qualify. '

(iv) Under present arrangements the Sub-Assistants here in question are
appointed on probation for one year und are required before oconfirmation to pass
8 departmental examination in certain subjects defined in Chapter B, paragraph
4, of the Telegraph Code. We think that the period of probation should be
extended by six months, so that these Bub-Assistants may bave an opportunity
of obtaining elementary theoretical instruction. "We have been in communica-
tion on this subject with the Principal of the Civil Engineering College at
8ibpar and annex, in Appendix H, a note which he has given us. It will
be observed that the Sibpur authorities are prepared to undertake the instruc-
tion of Probationary Sub-Assistants to the extent required. We wish to
acknowledge most cordially the liberal spirit in which the Principal and the
Professor of Mechanical and Electrioal Engineering have met our views in
this important matter. It will be seen that the probationers can attend the
College from the third Monday in June to the first Monday in August, these
dates buing approximate. They would then return to their ordinary duties
till the beginning of the following December when their studies would be
resumed till the end of April. It would be ununecessary for them to present
themselves at the College examination as the departmental examination would
be quite sufficient. In this way their period of instruotion would be about
6} months in duration, which we consider to be very suitable. It is not neceg-
sary for us to disouss the course of studies mentioned by the Principal, though
we may remark that it is a question to what extent the probationers should
receive elementary instruction in eleotrical engineering and that it is doubtful
whether simple electrical testing need be one of the subjects taught. ‘Ihe
actual course would be settled by the Director-General of ‘Telegraphs and the
Principal of the College in consultation. We strongly recommend that the
period of probation be extended from one year to eighteen months, as we have
propnsed, and that the offer made from Bibpur be accepted.

47. (i) By these means we hope to remove the disadvantages under which
the Sub-Assistants have heretofore laboured. Two other recommendations may
be made, the first affecting the nomination and the second the examination of
candidates. As is substantially the rule at preseunt, Divisional Superintendents
should submit to the Circle Officer nomination rolls of the men whom they
considor best fitted for promotion, But it is important that the Circle Officer
should personally interview these nominees, and no nomination should be
acoepted without a report of the result of the personal interview. On submis-
sion of the rolls with the opinion of the Circle Officers, the Director-General
of Telegraphs would select the number required. The present departmental
examination should, as we have aiready explained, continue o be held at the-
end of the probationary period; but to secure uniformity and adequacy of
standard, the examination papers should be set under the orders of the Direotor-
General of Telegraphs.

(i) We believe that if the above methods of selection and training are
adopted, it will be quite possible to raise the efficiency of the Sub-Assistants to
a higher level. Should this expectation not be realised it may become
necessary to consider whether some or all of the appointments should be thrown
open to men outside the Department. We should view such a result with
much regret. It would be a serious discouragement to the etaff if this avenue
of promotion were even partially closed to them ; and with a field of seleotion
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so wide as that which the Sigealliing Establishment provides it seems only
reasonable to suppose that suitable candidates will be forthcoming, espe-
cially if the improvement of the pay of the establishment recommended in the
next Chapter secures the enlistment of a better class of signallers.

(iii) As regards any changes which should be made in the duties of these
Sub-Assistants, it .is only mecessary to refer gemerally to our desoription of
the Circle Scheme,
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CHAPTER IIL
REORGANISATION OF THE SIGNALLING ESTABLISHMENT.

48. (i) In the preceding Chapter we have discussed oertain questions
relating to the Superior Staf and the Upper Subordinates. The questions
which we have to consider with regard to the Signalling Establishment come
rather late in the list of points of reference set forth in paragraph 14 of the
Resolution of the 25th Beptember last. But it will be most convenient to
ingert our proposals for the improvement of the Signalling Establishment in this
place so that the whole of our recommendations for the reorganisation of the
prinocipal establishments in the Indian Telegraph Department, with the exaep-
tion of the Line Establishment with which we shall deal in Ohapter V, may be
read consecutively. The questions put to us on the subject of this Chapter
form items (9) and (10) of the points of reference. Item (9) is as follows: —

(9) What changes should be made to improve the existing organisation of
the signalling establishment, and in particulor—

(a) whether strictly local and non-pensioiable services should be
formed $n the Presidency lowns and other large oentres ;

(b) whether female signallers should be employed in the Department,
and if 80, to what extent and under what restrictions;

(c) what allerations should be mude in the presmé made of classificas
tion 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 some similar
system.

(if) The history of the organisation of the Signalling Establishment has
recently beea laid bafors the Government of Indiain great detail by the Diractor

* General of Telegraphs* and it is nanecessary to recapitulate the narrative here,

It will be sufficient if a brief description of the existing organisation is
given, so far as that is necessary to explain our propiali. We annsx
(Appendix I) an analysis of the establishment asit stood on the lst April
1908, and tables showing the existing rates of pay.- The present orgauisation
is somewhat complicated. The staff is divided into two branches, viz., the
General Scale, members of which are liable for service anywhere in India and
Burma, and the Local Scale, which cousists of signallers engaged for service
within the province in whioch they are recruited. Both the General Scale and
the Xiocal Scale are divided into four grades, known as the Superior, Good,
Average, and Indifferent Grades, and for each grade in each scale a soparate
rate of pay is laid down inoreasing by anuual increments from the first to the
sixteenth year of service when the maximum is attained. Tho receipt of the
annual inorement is dependent on the passing of a test in signalling.
Signallers on first joining the Department ara appointed to the Average Grade,
the initial pay of which is Rs. 40 per mensem in the case of the General Scale
and Ra. 35 per mensem in the case of the Local Scale. The Iudifferent Grade -
is a punitive grade; no signaller is ever appointed directly to it, butsignallers
may be reduced to it for misconduct. Promotion to the Good and Superior
Grades is granted on the result of a general examination which i3 usually held

& Fide the letter from the Director Gloneral of Telegraphs to the Government of Iadia in the Commarcs
and Industry Department, No. 143-T., dated the S1st July 1¢06.
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every five years, The number of appointments in the Superior Grade (mini=
mum Rs. 60, maximum Rs. 195, General Scale,and minimum Rs, 50, maximum
Res. 130, Looal Beale) is limited to ten per cent. and in the Good Grade (mini-
mum Rs. 50, maximum Rs. 162, General Scale, and minimum Rs. 42, maxi-
mum Rs. 108, Loocal Scale) to thirty per ceat. of the total strength of the
Bignalling Establishment. Vacancies in each grade are filled up from the men
who have obtained the required proportion of marks in the general examina.
tion. The time at which a signaller can obtain promotion to the Good and
Superior Grades depends on the period which elapses between his recruitment
and the occurrence of a general examination, and also on the ‘number of
vacancies. 1t follows from this that the bulk of the signallers of five years'
service and under must always be in the Average Grade, and that the propor-
tion of men in the Superior and Good Grades is highest in the later years of
servioe, |

(iii) We would solicit particular attention to this councentration in the
Average Grade of the bulk of the signallers of five years’ service aud less, because
it has importaut consequences. If the Traffic Sub-Assistants and the 1et
Grade Telegraph Masters be excluded, there were, ou the 1st April 1906, 2,698
men in the Bignalling Establishment, of whom 242 were in the Superior Grade,
742 in the Good Grade, 1,609 in the Average Grade, and 5 in the Indifferent
Grade, the percentages of the establishment in each grade being 9-8, 28-6, 61-9,
and ‘2, respectively. But of the men of five years’ servicé or less only 1-1 per
cent, were in the Superior and 6°1 per cent. in the Good Grade ; of the men of
six to fiffeen years’ service 8'7 per cent, were in the Superior and 35'1 per cent,
in the Good Grade, while of the meu of sixteen years’ service and upwards 21°5
per cent. were in the Buperior and 61°1 per cent. in the Good Grade. From
these figures it will be clear that for the first five years of his service the pay of
a signaller is for practical purposes the pay of the Average Grade, that for the
next ten years the distribution between the grades is approximately normal
and the average pay about midway between the Average and Good Grades,
and that thereafter the average pay is practically the pay of the Good Grade.
Reference will be made to this point again.

49. The existing system bas, we consider, very serious defects and reorga~
nisation is urgently called for. A sigmaller who iscontent to remain in the
Average Grade throughout his service can reach a maximum of Re, 130 a
month in the General Scale and Rs. 87 in the Loocal Scale, but promotion to a
higher rate of pay can be obtained only through the Grade Examination,
Such a system of promotion conld be suocessfully worked, if at all, at any rate
only in & comparatively small service; but the Sigualling Establishment is now
80 large that the examination has become unwieldy, and in fact threatens to
break down altogether., At the last examination, which was held in 1903, so
numerous were the candidates (1,716) thafan officer had to be placed on special
duty for nine months to conduct it, and it became impossible to bold the
examination simultaneously for all. Thbe result was that more than one series
of papers had to be set, and this necessarily involved the risk of unfairness,
because it was impossible to ensure that the standard of difficulty should be
the same in all cases. The character of the examination constitutes another
‘grave objection to the present system. The subjects in which candidates are
examined are Signalling, Hand-writing, Dictation, Arithmetio, Algebra (up to
‘Quadratic Equations), Elementary Trigonometry, Geography, Electricity,
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‘Magnetism, knowledge of instruments and knowledge of Trafic Rules. An
examination which includes so much educational matter is not of a sufficiently
practical charaoter to be a satisfactory test of the fitness for promotion of
-persons already in Government setvice. For the work of the Dopartment it is
not necessary that signallers should he proficient in Algebra, Trigonometry,
Geography, Eleotricity and Magnetism, and it ie undesirable that promotion
should be given for qualifications which do not bear directly on the efficiency
of the operator or Telegraph Master. Promotion ought, on the contrary, to be
the reward of the sort of efficiéney which Government demands from the class
of officer eoncerned. We think that the system of promotion by examination
sheuld be altogether abolished, and that some system should be substituted,
which will have the effect of seouring higher emoluments for the sort of skill
which is really required, and not for the sort of school-boy skill in passing

r examinations which grows less as men grow older.

Proposed aboli- 50. The abolition of the examinations necessagily involves the abandonment

flon of the
dradesand =~ of the present classification into grades. This is no matter fur regret, forthe

‘drade Examina«

on. quadruple classification of signallers is & needlessly cumbrous expedient, and
the pames of the different grades are invidious. To brand a sig¢naller as
“ Indifferent,” not necessarily because he isa bad operator, but because he
bas committed an offence, appears to us to be indefensible; and we can
see no reason for styling one operator *Superior’ and avother “ Average®,
when both can turn out work at the same speed and with equal acearaoy.
The title *“Average” is itself unfortunate, and any system which keeps
sixty per cent. of the staf on average pay is not run on sound commereial
lines, because it is highly probable that under such a system ouly average

work will result.

- #roposed ‘B1. Another defect in the existing system is the fact that the anoual
. ixtension of the | . . . .

: nerlod for increment ceases after the sixteenth year of service. Thereafter if a man is not
‘Borementa. selected for promotion to Telegraph Master, he has little incentive to excrtion ;

and many will probably be content with the lowest outturn of work which is
sufficient to avoid punishment. It would not he possible to provide for the
continuance of the inorement up to the very end of a signaller’s service, but
we think that he should be abla to look forward to some fuarther increase of
his emoluments as the reward of really efficient work, even afier he hus
received the last of the ordinary increments. Thedesirability of offering some
further inducement to signallers who have passed the sixteenth year of gervice
will probably be even greater in the future than it has been in the past.
Hitherto the number of Telegraph Masterships has increased automatically in
s fized proportion to the number of signallers entertained. "We shail propose
that this system be abandoned, but the consequence of its abandonment must
inevitably be that men will have to wait loager, after attaining their maximum
pay as signallers, before they can obtain promotion. The advisability of
extending the incremental period is therefore obvions.

i:"‘"""’? of 52. (i) Not only, however, is the organisation of the Signalling Establish-

Present rates . . . . . .

{pay. ment defective, but the existing rates of pay are, we, cousider, inadequate. The
rates of pay of the four grades in the General Scale have actually remained
unchanged since the year1865. Duriog the period of forty-two years which
have elapsed since that date, the expenses of living have increased enormnusly,
especially in the towns, aud it is in' the towns tbat the great bulk of the
s:gnallern are ordinarily etationed. Iu consequence of the rise of prices it has
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been found necessary to increase the scale of salaries in almost every Depart-
ment of the Government service, while owing to the commercial and industrial
development of India there are now hundreds of appointments on com-
paratively high rates of pay in the service of mercantile irms and private
Jndividuals which did not exist forty yearsago. The natural result is that
“men who would formerly have been glad to enter the Telegraph Department
are now unwilling to do so, because they oan obtain far mors remunerative
employment in other branches of work. In recent years recruitment for the
General Scale has become increasingly diffioult, and we bave been deeply
impressed by the evidence which we have received in all parts of the country
as to the inferiority of the recruits now obtained as compared with those
obtained formerly. This is not a state of aifairs whioh Government can afford
to vregard with equanimity, Traffic is now growing at a rate altogether
unprecedented, and with each succeeding year the strain on the energy of the
signaller must become more severe. When the increase of work is accompanied
by deterioration of the staff the position seriously threatens the convenience of
the public. The disposal of fraflic will necessarily be hindered if the staft is
inefficient or discontented. Nor is it only the actual operators who have to be
considered ; in recrnifing for the Bignalling Establishment it is necessary to
obtain not only men who possess the capacity for acquiring the sekill of
the operator and the elementary educational qualifications required from
siguallers, such as a knowledge of English and a clear hand-writing, bat also men
who are likely to become fit for promotion to Telegraph Master and to Bab-
Assistant Superintendent. We have in other parts of this Report® laid great
stress on the necessity for improving supervision in order to ensure the
economical and rapid disposal of traffic ; and we do not hesitate to say that this
supervision will not be secured unless the Department can recruit as signallers
s proportion of men of a better stamp than can be obtained on the existiog
rates of pay.

(ii) These considerations apply with special foroce to the General Scale, but
they are also applicable to the Local Scale. The pay of the Looal Scale
as fixed in 1875 was at every stage as nearly as possible two-thirds of the
General Scale pay. By the year 1902, however, the insufficiency of the
sanctioned rates during the early years of service had become apparent, and a
new scale, which is shown in Appendix I, was sanctioned for the first nine years.
The increase in the initial pay amount8d to Rs. 8 in the case of the
Average Grade, Bs. 9 in the case of the Good Grade, and Rs. 10 in the
case of the Superior Grade, but the annual increments having been made
somewhat smaller, the same rate of pay was reached in the tenth year of
service as in the old scale, which remained unchanged from the tenth to the
sixteenth years. The alterations made in 1902 have undoubtedly dome much
to improve recrnitment, but we think that some further amelioration of the
rates of pay is still required in order to ensure that all signallers shall possess
that knowledge of English which is indispeneable for the rapid and accurate
disposal of telegraph work. It is in this point that the Local Scale signallers
are most deficient and the growth of traffic makes it imperative that there
should be an improvement in this respect.

(iif) In the case of the General Scale the mmﬂicmcyof the existing rates
of pay is most marked during the early years of service. This is due, as has
already been pointed out, to the fact that for the first five years nearly all the

® Vide parsgraphs 44 above and 140 below.
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signallers are in the Average Grade. Theoretically ten and thirty per cent.
of the signallers of each year should draw Superior and Good Grade pay, but
in fact on the 1st April 1906, out of 832 General Scale signallers and Telegraph
Masters of five years’ service or less, only one was in the Superior Grade and
only twenty in the Good Grade. The pay of an Average Grade signaller rises
from Rs. 40 in the first to Bs. 568 in the fifth year by annual increments of

Rs 4, and we are convinced that these rates of pay are altogether inadequate.

On this point the evidence we have received admits of no doubt. Nothing
less than Bs. 50 ean be taken, as a living wage for a European or Eurasian lad
when he first enters the Department, and candidates of a good stamp will
expect an aonual increment of at least Ra. 5 for the first five years, and a
somewhat larger one thereafter. It is the low initial pay which is the chief
obstacle to the recruitment of the General Bcale, and the letters recoived from
the Headmasters of European 8chools in all the great Provinces of India,
whom we consulted on this subject, strongly support this conclusion. We
shall refer later® to recruitment from telegraph classes to be formed in European
Schools, but we desire to say here that we attach great importance to the
advantages of this method -of recruitmeni, and that some increase in the
rates of pay is a necessary preliminary to its application.

58, (i) No question that has come under our consideration has proved more
intricate and difficult than that of the reorganisation of the Signalling
Establishment, and we have devoted to it much anxious thought and care.
The existing organisation is 80 complex, and the factors which have to be
considered so numerous, that the task of producing a scheme which will at
ouce be workable, simple and logical, is one of no little difficulty. The whole
subject was fully disoussed with the Director General of Telegraphs in
December last,+ and we desire to acknowledge the very valuable assistance
which we have received from our consultations with him. We have not been
able to adopt the proposals which he lsid before us in their entirety chiefly on
account of the great cost of them ; but we are deeply indgbted to him for the
full and suggestive manner in which he treated the subject. For the reasons
given in the foregoing paragraphs we oonsider it essential that the scheme
of reorganisation should provide for the abandonment of the system of pro-
motion on the results of an examination, the abolition of the so-called Conduoct
Grades, tbe extension of the incremental period beyond sixteen years, and the
improvement of the pay of the service as a whole, partioularly during the
first five years of service. In every one of these points we have the strongly
exp}essed'support of the Director General of Telegraphs. But in framing
our proposals we have been guided by other oonsiderations also which must be
enumerated here,

(ii) Itis clearly desirable that such improved rates of pay shall be fixed
as will admit of the whole, or nearly the whole, of the existing staff
being immediately absorbed in the new scale. The inoonvenience of
baving two soales of pay—the old and the new—in existence at the same time
is obvious, and should be prevented as far as possible. This conolusion at
once limits the extent to which the existing arrangements can be modified.
'Weo have not to lay down an ideal soale of pay which might have been
adopted if the Department were now being brought into existence, but to

® Fide rapha 88 and 87 bejow.
t Pide Part VIII, Vol, IL, of the Procesdings, pages 3 to 30.
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devise a scheme offering reasonable prospects to future entrants aud adhering,
as closely as may be, to the present rates of pay,
(iii) Some other principles have had weight with us in framing our proposals.

On the one hand the interests of Government and of the taxpayer demand that
where an inorease of pay is given a higher standard of eficiency should be
ingisted on, and on the other hand justice requires that the staff should not be
deprived, without compensation, of any privilege which they now esjoy.
It is a good feature of the present system that it rewards merit, even
during the early years of service, if a grade examination is held opportunely
and successfully passed ; but a prominent defect is that the system rewards
the wrong sort of merit, Suocess in an examination is followed by the
enjoyment of Good or Superior Grade pay for the remainder of a man's
service; there is thus a strong inducement to work for the examination,
but there is no guarantee that success in it will be followed by any better
practical work. If the grade system is abolished, promotion will be
made mainly by seniority, and the inducement to, work for the exawmination
will be removed; but other and more suitable means can be employed
to insist upon or encourage industry and to reward ekill of the kind really
required. For these reasons we shall propose first a review of the work
of individuals at certain periods of service and the withholding of
promotion when not deserved ; and secondly, the grant of extra allowanoes for
special work requiring additional qualifications in the men who are actually
employed upon if. As to the maintenance of existing privileges, an important
feature of the present system is that every signaller has the prospeot of rising
as such fo & maximum pay of Rs. 195. We have held it to be inequitable to
deprive the staff of this advantage; but we have endeavoured to ensure that
the bighest rates of pay shall be obtnined only by the most efficient members
of the establishment.

Desacription of 54. (i) In the scheme which we now submit for the consideration of Govern-

mt::g"_’f ment we propose thaj the pay of the Good Grade should be the pay of all future
entrants into the Department in both soales. In the case of the General Soale
this is the micimum rate whieh is likely to secure the reoruitment of suiiable
candidates, and we can find no satisfactory grounds for according different
treatment to the Local Scale. This proposal has, we think, two very decided
advantages over any other that has been brought to our notice. Of these the
first is that the increase in the average emoluments of sigmallers will be
highest proportionately at the outset. The pay of an Average Grade signal-
ler is in the case of the General Scale exactly and in the case of the Local
Scale approximately four-fifths of the Good Grade pay. At present the pro-
portion of Good Grade signallers and Telograph Masters to Average is one to
two, so that to give all signallers and Telegraph Masters in these two grades
the Good Grade pay means an increase of the average emoluments by 15°4 per
oent. But owing to the unequal distribution of the men in the grades at the
different periods of service it will be found that, if the figures of 1st April 1906
are taken as a basis, the increase in the average pay of the Good and
Average Grade signallers and Telegraph Masters of five years’ service or less
would actually have been 23 per cent., of those of six to fifteen years’
gervice 14 per cent., and of those with sixteen years' sorvice and upwards 7°5
per cent. The universal adoption of the Good Grade ecale of pay has therefore
this advantage that the most substantial inorease is given where it is most
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required. For a reason to be explained the Superior Grade signallers and
Telegraph Masters have been excluded from these caloulations.

(if) The second advantageis, that in no other way can so large a proportion
of the existing staff be brought at once and without difficulty upon the new rate
of pay. The whole of the existing Goed Grade, and any signallers who may
have passed the examination for the Good Grade butf have not been appointed
for want of vacancies, could, of course, be absorbed immediately, but in accord-
ance with the principle that higher wages should only be given for more
efficient work, we propose thet no signaller at present in the Average Grade
shall receive the benefit of the improved rates until he has passed the signalling
test at 23 words a minute. The same test ought, we consider, to be enforced
in the case of all future entrants to the Department. The evidence we have
received leads us to think that most of the Average Grade signallers will
succeed in passing at 23 words, but probably the senjor men will have
most difficulty in doing so. In order, thorefore, to prevent undue hardship we
think that the Director General of Telegraphs may he permitted to sanction 5
relaxation of the rule in the case of any signaller who is drawing the
maximum pay of the Average Grade and has completed twenty years’ approved
gervice. All pexrmanent Telegraph Masters should be brought at once upon the
new scale of pay.

(iii) We are unable to devise any satisfactory scheme by which the men at
present in the Superior Grade can be brought upon the new scale of pay, and
we recommend that they should remain on their present fooling, the grade
being left to die out as they are promoted or retire. Two classes of signallers
will thus be excluded from the new .scheme, viz, (1) the existing SBuperior
Grade, and (2) signallers of the Average Grade who fail to passby the 23 words
atandard. To these must be added a third class but a very small one. Our
proposals involve the abolition of the Indifferent or punishment grade, other
means of punishment, when necessary, being afforded by the stoppage of inere-
ments or of promotion from class to class. On tbe 1st’April 1906 there were, as
mentioned in paragraph 48 (iii), only five signallers in this grade. The few men
who may be on the pay of this grade when the new system is introduoed should
remain on that pay until they are recommended for promotion. When so
recommended they should be restored to the positions which they would have
held before the reorganisation, and when they pass by the 23 words standard
should be admitted to the new scale of pay. We regret that the absorption
is not absolutely complete, but we are satisfied that it is impossible to proceed
further in this direotion with due regard to efficiency and economy.

(iv) We propose to compensate the establishment for the ultimate abolition
of the Superior Grade and to provide for the extension of the incremental period
in the following way. The maximum to which a General Scale signaller on
Good Grade pay oan attain is Rs.162, which is reached in the sixteenth year.
‘We propose that signaliers after drawing Re. 162 for two years shall be eligible
for a first special increment of Ra. 10 which will bring their pay to Rs.172,
and after two more years for a second speoial increment of Rs. 13 which will
bring their pay to Re.185. Bimilarly a Local Scale signaller after drawing
Rs. 108 for two years will be eligible for two special increments of Rs. 6 each,
making his pay Rs.114 and Rs. 120. The number of men drawing these
speoial rates of pay should, we consider, be limited to 10 per cent. of the
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entire Signalling Establishment as in the case of the present Superior Grade.
During the intermediate stage when the Superior Gradeis dying out, the
limitation of 10 per ocat. should include both the men in the Superior Grade
and the men in receipt of the special increments. The average pay of
the men in the Superior Grade on the 1st April 1906 was (excluding Tele-
graph ‘Mastors’ allowances) Rs. 1862 in the case of the General Scale and
Rs. 1015 in the case of the Local Scale. The Examiner has calculated that
the average cost of the salaries of the men in receipt of the special inore-
ments will be Rs.176'6 and Rs. 116. The cost of the two special incre-
ments will therefore be approximately the same as that of the present Saperior
Grade.

55. As we have already indicated, we consider it a4 matter of great import-
ance that the organisation of the establishment should provide for the periodical
review of the work and character of the signallers, so that the promotion of
men whose conduct has not been satisfactory may be stopped. We under-
stand that in the United Kingdom this result is attained hy what is known as
the “ Efficiency Bar " which is imposed when a signaller’s earnings amouat
to forty-four shillings a week. The fitness of each man for promotion is then
thoroughly examined, and, if the decision is adverse, he receives no further
advancement for the rest of his service. We do not consider it necessary
or advisable to impose such a rigid restriction in the case of the Indian
Telegraph Department. We propose that during their first sizteen years of
service signallers should be divided into three olasses :~—

Genperal Scale. . Local Scale.
(1) Rs. 50 to Rs. 75. Rs. 42 to Re, 57.
(2) Ba 82 to Rs. 112, Rs. 80 to Ra, 75.
(3) Re. 122 to Rs. 162. Rs. 81 to Rs. 108,

The men in receipt of the special increments will constitute an additional
or highest class, Elsewhere in this Report* we advocate the abolition of
the aonual signalling test, the passing of which is at present the condition of
the receipt of each increment. In future, after the first two years of service,
the increment should bs granted as a matter of course, unless it is withheld
as a punishment for specific cases of bad work or misconduct. But promo-
tion from class to class should not be granted except as the reward of
thoroughly approved service, after a review of the record of each man as
regards work and charaoter during the preceding quinquennium. We do not
consider, however, that the promotion of any man should be finally stopped
until he has reached Rs, 162 (General scale) or Rs. 108 (Local Scale), and we
would therefore, provide that the cases of men whose promotion bas been
refused should be reviewed apnually until they qualify for promotion by better
work., Admission to the highest class will be obtained, not only by approved
service, but also by the possession of special qualifications.

56. (i) We propose that allowances in addition to pay should be granted to

:£'DMI signallers who are in possession of oertain qualifications which the Depart-

ment needs, but which it does not require all the signallers to possess. Wo
believe that the grant of suoh allowances will prove most beneficial to the
Department and that in the long run they will bs found to be economical,
It is in every way desirable that the members of the staff should be encouraged
to make themselves proficient in difficult and delicate work, and that the

# ¥ide paragraph 89 below.
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desire 0 excel should be fostered. But the exientto which the allowances
are actually required will be automatically fixed and unnecessary expenditure
will be avoided if, a8 we propose, the allowance is drawn only while the
signallers are actually employed on the work for which specisl gqualification is
required. If a signaller knows that his retention of the allowance depends
on bis doing his best, because failure to work well will entail his removal from
the special work and the appointment of another man, he will duly exert
himself ; but to grant the allowance independently of the work is to offer a
temptation to relax effort. It-follows that not more than one allowance
should be drawn by any one man or the number of allowances will exceed the
number of opportunities for doing the specisl work, which ought always to
accord exactly with actual requirements. Nor should any man who draws a
Telegraph Master’s allowance draw a special allowance simultaneously. By
his promotion to Telegraph Master he is rewarded for qualifications of another
kind, If the scheme of allowances is limited as we propose, we believe that
the improvement, in efficiency will be such as to far more than ontweigh the
extra cost involved.

(ii) It would be impossible to lay down for all time the qualifications for
which special allowances should be given, but we think that for the present they
may be confined to Baudot working (if ofher antomatic instruments, e.g., the
Murray, are brought into regular use, the question should be considered whether
similar allowances should be granted to men competent to work them), reoeiv-
ing on the typewriter from the sounder and testing. In each case the allowance
should be Ra. 10 per mensem. A possible exception to this rule may occur in
the oase of typewriting if it is found that men are willing to buy their own
typewriters, Should this happen, an addition might be made to the allowance

-sufficient to cover by iustalments the @ost of the typewriter and the oost of

keeping it in repair. The system of individusl ownership has certain obvious
advantages, but we are unable to say whether the men would be willing to
agree to it. The grant of any additional allowance to men owning typewriters
and the amount of i, will be points for the Department to consider when
typewriting has become well established.

(iii) An allowance of Rs.10 per mensem, known as the International allow-
ance is at present drawn by signallers employed on the International lines between
Madras and Bombay. We consider that no International allowanceshould be
drawn by any signaller in receipt of one of the proposed special allowances,
Owing to the use of Baudot and the typewriters on the International lines
the effect will be that the International allowances will gradually be absorbed
as the men selected for these lines will in time qualify in Baudot and type-
writing. As we have pointed-out, the number of the allowaunces will be auto-
matioally regulated in acoordance with the actual requirements of the Depart-
ment; but as a further precaution against any undue expenditure, induced
by too liberal a view of actusl needs, we think thatfor the present the total
(inoluding the International allowances) may be limited to two hundred.

b7. 'We propose thab except in the case of men recommended for promotion
to Telegraph Masters no signaller shall be promoted to the highest olass of
sig allers in which the new increments up to twenty years' service will be drawn,
nnless he p ssesses some special qualification for which he receives an allowance
when he is actually doing the special work. A treble limitation is thus imposed
on promotion to the class whioh replaces the present Superior Grade, ois.;
(1) the number in the class is limited to ten per “cent. of the Signalling
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Establishment ; (2) no sigoaller is eligible unless his service is thoroughe
ly approved ; and (3) unless he possesses 8 special qualificationt or is recoms
mended for promotion fo Telegraph Master. ''he mere faot that a signaller
draws an International allowance will not of itself be accepted as a qualifica~
tian for promotion to the highest class. We may point out here that & Gensral
Scale signaller drawing Rs, 185 and an allowance of Rs. 10 will receive
Rs, 195 while a Local Scale signaller drawing Rs. 120 and aa allowance will

receive Rs. 130. These amounts are the maxima of the Superior Grade in
the General and Local Scales.

b58. (i) Signallers are eligible for permanent promotion to the rank of
'Telegraph Master after eighteen years’ service or after fifteen years’ service
including not less than two years' service in the aggregate as officiating or tem-
porary Telegraph Master, The first grade Telegraph Masters receive a consoli-
dated salary of Rs, 275 per mensem, but those in the second and third grades draw
their pay as signallers plus an allowance of Rs. 50 and Rs. 25 respectively, and
temporary Telegraph Masters receive an allowance of Rs. 200 From the first
grade Telegraph Masters are selected the I'raffic Bub-Assistants, and members
of the Signalling establishment are also eligible for promotion to Sub-Assistant
Superintendent ( General), but our récommendations regarding these rlasses of
officers have already been set forth in Chapter IT of this Report.

(ii) The number of Telegraph Masters in each grade stands at present as

‘follows :—
1st Grade . . . . . . . . . 32
2nd » » [ ] [ [ ] [] [ ] L] - . 100
Sd . . . . . ' . . . 160
'l'empora.ry » . ' . . . » . . 198

The rates of pay and allowances of each grade were fixed in 1802 ® and a
number of temporary appointments were made permanent. No sufficient
reason has been shown for disturbing these arrangements at present so far as
the pay of the first grade and the allowances of the other grades are conoerned,
but the necessity for increasing the number of permanent appointments has
again become pressing. :

(iii) We have received numerous representations that maay of the appoint-
ments of temporary Telegraph Masters ave really of a permanent nature and that
the loss of their allowances when they proceed on leave, involves great hardship
on these men, asthey may not regain them on return from leave although their
juniors may be drawing them. We are satisfied that the existence of so large
a number of these temporary appointments constitutes a real grievance of the
staff, and we consider that the number of such posts should be limited strictly to

-correspond with the number of charges that are” of a temporary character, On

the other hand, there are 24 offices which are in charge of temporary Telegraph
Masters who have no signallers to supervise and in our opinion such offices
should not be considered to be Telegraph Masters’ charges. The officials who
hold charge of these offices should be styled Signallers-in-Char_ge, and should be
granted an allowance of Rs. 20, whioh is the same as is now given {o temporary
Telograph Masters. This amount should also be the aIlnwalfce admissible to
Telegraph Masters who are appointed to posts which are strictly temporary,
Of the 193 appointments of temporary Telegraph Masters we propose that 169

® Fide Besolution of the Government of Indis in the Pyblis Works Department, No. 818-T.E., dated
22“& July 1902- - ‘. 29 { s
t This includes qualifoation in the Technioal Branch—Bee paragrap {i) Supra.
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should now be made permanent, 43 being added to the second grade and 126
‘to the third. The numbers in each of these grades will then be exactly in the
proportion of one and two and, as far as possible, this ratio should be adhered to
when additional appointments are created in future. The holders of the
remaining 24 appointments should be styled Signallers-in-Charge as indicated
above, Full details of these proposals are given in Appendix I. This ijnprove-
ment in the grading of Telegraph Masters is reasonable and is the more
necessary in view of the recommendation which ‘we are about to make ® that
future additions to the number of the supervising staff should not depend upon
increnses to the establishment of signallers, but upon the number of appointe
ments which are actually required to be held by Telegra ph Masters.

59. For promotion to Telegraph Master we propose a double qualification.
In the first place no signaller should be promoted unless he has been specially
recommended by the Divisional Superintendent with reference to his oharacter,
power of control, and general fitness for the appointment. Ordinarily
such recommendations should be limited to men of not less than ten
years' service, Before appointment as Telegraph Master the se]ected can-
didates should be required to .pass a practical qualifying examination in
technical matters, in traffic, and in departmental rules, the standard being
such as to ensure their competency for the duties of a Telegraph Master. The
details of the examination should be settled by the Director General of
Telegraphs, Appointment to the rank of Telegraph Master should be pro-
bationary in the first instance, no officer should be confirmed until he has
given sufficient proof of his competence, and a Telegraph Master on probation
should be liable to reversion to the rank of signaller, if he does not give such

- proof within & ressonable tlme

60. (i) Speoial reference must be made to the class of Inspecting Telegraph
Masters of whom there are thivty-three at presdnt in the Department. These
men are employed to inspeot the instruments and batteriesin Railway Telegraph
Offices and also occasionally to look after telephone instruments. Asa rule
they are comparatively junior men, and they draw, in addition to their pay as
signallers, Rs. 20 per mensem, the same allowance as that of the temporary
Telegraph Masters. The title of Telegraph Master is not really appropriate to
the nature of their duties; they are in fact signallers employed on inspection
work and the title “Inspecting Signaller” -would accurately describe their
employment. We do not propose, however, that their designation should be
obanged. The title of Telograph Master no doubt gives them greater control
over the Railway signallers than they would otherwise possess, and from this
puint of view is an administrative convenience. The title of Inspecting
Signaller would aleo be somewhat misleading as it is already used for a class of
officials of a somewhat lower status, who are occasionally employed on work
of a similar character. The Director General of Telegraphs has at present the
power to appoint Inspecting Telegraph Masters and grant them the allowance
of Rs. 20 provided that the whole of the expenditure on these allowances
oan be met from the grant of Rs. 13,000 which is placed annually at his

- disposal t. This power he should continue to possess; but if our proposals °

are approved, the power need not be limited by the amount of a special grant
given for this purpose only : it should be exercised, as in the case of other
branches of the establishment, subject to the limits of the grant for fixed
“permanent establishment. The Director General of Telegraphs should also

® Fide puragraph 85 below.
+ Vide No. 32 in Sohedsle 1 of Appendix B,




52 REPORT OF THE TELEGRAPH CONMITIRS,

have power, when he appoints an additional InMg Telegraph Master and
thus removes a signaller from actual signalling duty, te appoiat another
signaller in bis place.

(ii) Although Inspecting Telegraph Masters are at present employed ma.mly
in the technical inspection of Railway offices, we think their servioes may very
properly be utilised in the inspeotion of combined offices and in connection
with simple works of conmstruction and maintenance, Moreover, we have
proposed ® that Sub-Assistants {General) should be recruited from this class and
it will for this reason and on general grounds of economy be an advantage it the
duties of Inspecting Telegraph Masters are in future more varied thau has
usually been the case in the past. To carry out these additional duties and
to meet the general economio development of the country involving an always
increaging number of Railway, Canal and combined offices, more men of this
class will be required. It is for these reasons that we attach importance to the
grant of power to the Director General of Telegraphs to increase the number
of Inspecting Telegraph Masters.

i 61. Our proposals for the reorganisation of the Signalling Establishment -
;:':,smg may be summarised as follows :—
(1) The pay of the existing Good Grade to be adopted as the pay of
future entrants to the Signalling Establishment for the first
sixteen years of their service,

(2) Signallers of sixteen years’ service and under to be divided into three
classes in each scale viz., General Scale (a) BRa. 50 to Rs 75,
(5) Rs. 82 to Rs. 112, (¢) Rs. 122 to Rs. 162, Looal Scale (a)
Rs. 42 to Rs. 57, (3) Rs. 60 to Rs. 75 and (¢) Bs, 81 to Rs. 108,

(3) Promotion from oclass to class to be given only on approved
gervice, but no limitation to be imposed on the number in
each -class,

(4) An additional or highest class of siguallers, limited to ten per cent. of
the establishment, to be created om Rs, 172 und Rs. 185,
(General Soale), and Rs, 114 and Rs. 120 (Local Scale), the first
increment being admissible after two years’ service on Ra. 162
or Bs. 108, and the second after two years’ service on Re, 172
or Rs. 114.

(6) Extra sallowances of Rs. 10 per month in addition fo pay to be
given to signallers qualified in Baudot, typewriting, and testing
while they are actually employed on such work.

(6)oPromotion to the highest class of signallers to be given onmly to
men who have thoroughly approved service, and who are qualified
for a special allowance or are selected for promotion to Telegraph
Master. 7

(7) Subject to the limit of ten per cent. on the total Signalling Estabe
lishment, men at present in the Buperior Grade or qualified for it
by examination fo draw the Superior Grade pay, and the Grade
to die out as these men are promoted, retire, or die,

\8) Men at present in the Good Grade or qualified for it by examination
to come on the new scale of pay at ence.

® Vide p.ngnph 46 (idi) above.
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(9) Men at present in the Average Grade to come on the new scale
of pay if (a) they are permanent Telegraph Masters, (4) they are
signallers and pass the signalling test at 23 words a minute, (¢)
they are signallers of over 20 years’ service on the maximum pay,

+ and the condition as to passing the signalling test is relaxed by
the Director-General of Telegraphs.

(10) All future entrants to pass at 23 words a minute before employ-
ment,

(11) One hundred and sizxty-nine appointments of temporary Telegraph
Masters to be made permanent, 43 being added to the second
grade and 126 to the third.

(12} The remaining 24 temporary Telegraph Masters to be styled
Signallers-in-Charge.

(13) No signaller to be promoted permanently to Telegraph Master
unless—

(a) He has been recommended for promotion by the Divisional
Superintendent.

() He has passed a practical qualifying” examination in technical
matters and in traffic and departmental rules.

(c) He has given proof of his competence for the duties of a
Telegraph Master after a reasonable period of appointment on
probation. :

(14) The Director-General to have power to appoint Inspectin
] Telegraph Masters and to appoint additional signallers in their
Place subject to the limits of the grant for fixed establishment.

62. (i) It remains now to consider the cost of our proposals for the
reorganisation of the Signalling Establishment, The Examiner of Telegraph
Accounts in the Statement given in Appendix J of this Report has
calculated the ultimate expenditure at Rs. 7,600 a month or Rs. 91,000 a year,
but thisamount is far below the mark and it is clear that the basis of seventeen
years taken by him in framing bis estimate of our proposals is unduly favourable
to our scheme,

(ii) The cost of the reorganisation will be approximately the sum required to
raise the pay of the present Average Grade men to the Good Grade scale, and
to inorease the number of the second and third grade Telegraph Masters’
allowanoces. The difference between the Average and Good Grade rates is not
uniform at all periods of service and it is therefore necessary to take as the basis
of the calculation the number of men of each year's service in order to arrive
at the aotual figures. No figures are available giving this information for the
present date, but the analysis of the staf asit stood on the lst April 1906
which is contained in Appendix I of this Report furnishes data.for an
approximate estimate of the cost. It will be found that the cost of raising the
pay of all Average Grade men to the Good Grade would on the 1st April 1906
have involved an extra expenditure of Rs. 23,756 per mensem. This, however,
would have been the maximum eatra expenditure on the assumption that all
the Average Grade men would pass the signalling test at twenty-tbree words a
minute. As regards Telegraph Masters’ allowances, thore are at present 104 of
Rs, 50, 160 of Rs. 25 and 189 of Rs. 20, custing on~the aggregate Ras. 12,980

$ Four temporary Telegraph Masters draw R50 per mensem, $ee Appendis J.
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per mensem. For these we propose 143 sllowances of Rs. 50, 286 of Rs. 28
and 24 of Rs. 20, costing on the aggregate Rs. 14,780 per mensem. Roughly,
therefore, our proposals may be stated to involve an extra expenditure of
Rs. 25,666 per mensem or ahout Rs. 307,000 per aonum in the near future.

(iii) It will be seen that this amount, Rs. 25,656, closely agrees with the
difference, Rs. 25,689, between the present monthly cost of the establishment
given in the Examiner's Statement in Appendix J and vur estimate given
in the same Appendix of the cost of the establishment as it will stand after the
reorganisation is effeoted.

(iv) 'We cousider that the cost of the whole scheme may therefore !anrly be
taken at not more than Rs. 27,500 & month.

63. (i) Having stated our views regarding the classxﬂcation and pay
of signallers we have next to discuss to what extent the earnings of signallers

" “ghould be regulated by their actual outturn of work by the general intro-

duction of ¢ pie-money * or some similar system.”

(ii) Before we enter on the subject of pie-money it will be eonvenient for
us to state our viewson the more or less conneoted question of overtime, pie.
money and overtime having this in common that both are payments by the piece.
The question of overtime has been referred® to us by the Government of India,
though it is not expressly mentioned in the Resolution of SBeptember last,
Rewards for overtime are a remuneration for work done outside the usual hours
of duty. Pie-money isa reward for work done within such hours at a speed
actually greater than usual or accepted as such. While the conditions upon
which rewards may be grunted for overtime are simple, the rules needed for the
unobjectionable application of a pie-money system are very complex and will
presently be stated at length,

64. 'We have considered the suitability of the existing rules as to overtime
and the rates + at which rewards for such work are granted. We understand
that when the traffic cannot be disposed of within the usual working hours,
volunteers are always called for in the first instance, and, if sufficient voluntrers
are not forthcoming, the staff are ordered to work overtime in rotation,
within a limit of two hours at a time and subject to a mazimum of six hours
a week. Wae are of opinion that it is generally undesirable fo order overtime,
and that it should be restricted fo as few occasions as possible. Resort should
be had to the system only in cases of emergency, such as the unavoidable
absence of a considerable portion of the staff from illness, the nacessity of raising
the class of an office temporarily without addition to the staff, or the conges-
tion of traffic due either to the interruption of one or more of its ordinary outlets
or to a sudden influx of messages. We believe that, if the methods of supervision
are improved in the manner which we shall recommend,} it will be unnecessary
to ask the staff to work outside the ordinary hours except on such occa-
sions as those just described. The rates at which rewards are given for work
done after the expiry of the nsual watches were fixed very recently by the
Government of India, and we do not see sufficient reason to suggest their
alteration, especially in view of our recommendation that overtime should be
discouraged as much as possible,

& Memorandum of the Government of Indis fn the Department of Commerce and Indasiry, No. 8011«
88 (T. E.), dated the 10th October 1908,

+ Fids letter No, 1200—137, dated 13th February 1807, from the Beeretary to the Governmont of Iadia
in the Departmentjof Commerce amddIndustry.

§ Vide paragraph 140 below.
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65. The pie-money system has a history which of late years has been volu-
minous. The systems was tried in the Department many years ago, but wedo not
know the reasons for its discontinuance. It was revived as an experiment in
April 1904 on the basis of one pie for every message in excess of 1,600 a
month, This standard of 6} messages per hour was quite inadequate ; and in
proposing to maige it to the present standard of 80 messages per day and to
adopt the present rate of 2 pies for every message in excess of this minimum,
the Director-General of Telegraphs admitted that in calculating the rate he had
arrived at an average extra emolument of Rs, 10 per mensom. The grant of
pio.money has not been sanctioned permanently, but a further trial of this
method of encouraging an increase in outturn was authorised in November 1805
until the 1st April 1906 ; and this sanction has been subsequently extended,
the latest order ® being that the pie-money system may be continued in those
offices where it is in foree for a further maximum period of one year with
effect from the 1st October 1908. '

66. In the course of the recent correspoudence certain objections were
raised which may be thus summarised :—

(1) The messages transmitted on the pie-money lines are more
inacourate than others.

(2) There was at first a tendency to crowd most of the traffic on pie-
money wires, other wires which might have been utilised
remaining comparatively idle.

(8) It had not been proved that the introduotion of ple-money had led
to—

{a) the expedition of traffie, or

() economy in establishment charges, or

(0) a reduetion in the rate of expans:on of the Capital expenditure

of the Department.

Other objections deserving notice were urged by the deputations of
gignallers and various officers of the Department. ¥t was alleged that the
gsystem tempted men to seriously overwork themselves and that this over-exer-
tion caused the development of signallers’ cramp.

67. (i) Taking these objections in order, it appears tobe the fact that the
pie-money messages at first contained a higher peroentage of mutilations than
others. Measures were adopted to correct this defeet ; and to quote the latest
figures supplied by the Director-General of Telegraphs,i * the errors detected
in pie-money messages are shewn to have been 0'84 per cent. as against 0'86
in non-pie-money messages—a slight difference in favour of the former.”
This result was attained only after punishing the signallers who had made most
migtakes by removing them from pie-money lines. Eagerness to earn additional
remuneration by rapid work no doubt constitutes a temptation to inacouracy ;
but with practice in very rapid fransmission it is likely that greater accuracy
will be obf;uned 8till to safeguard the publio against any unusual propor-
tion of errors in pie-money messages it seems essential that—

(8) no signallers should be employed on pic-money lines unless they have
passed the Code and Figure test ;

® Qovernment of Indis, Department of Commerce and Indastry, No. 77887729, dated 29th Beptember
1906,
t Paragraph 13 of Dircotor-General of Telegraphs’ No. 881-G., dated 20th November 1006,
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(53) precautions should be laken lo ensure that accuracy shall mot be
sacrificed lo speed. One method which should be adopted for this
purpose would be to perivdically subject the pie-money messages
on different lines lo a special test as regards accuracy, the
results of the scrutiny being communicated to Lthe Superintendent
through the Circle Officer ; and

(iis) the Superiniendent showld be allowed o very wide disoretion in
:l.eals'ng with siynallers who commit inaccuracies on pie-money
. lines.

(ii) With regard to condition (¢), acouracy may be expected if only really
good signallers are employed on pie-money lines. It has been objected that
rossibly very few men would become accustomed to specially rapid work, whilst
some of the rest would degenerate or fail to improve; but this objection may
be met by giving the men turne of pie-money work in rotation subject to the

. proviso, which should be very strictly enforced, that none but really competent

The crowding
of traflie

on pie-money
lines.

Pie-money
expeodites
trafie,

Pie;money

eannot lead to

signallers should be so employed.

(iii) If it is admitted that these conditions are necessary, it must be admitted
also $hat the need for taking these special precautions to ensure the socuracy
of pie-money work oonstitutes a somewhat grave objection to the system and
is perhaps of itself & sufficient reason against adopting throughout the Depurt-
ment any geperal system of payment by the piece as part of the usual
remuneration of signaliers. There are other strong objections to piece-work
to which reference will be made below.

68. As to objection (2) in paragraph 66 above, this may be met by efficient
supervision, Superintendents were at first instructed to distribute traffic
equally on all available wires, but it was at once pointed out that if is not
possible to distribute traffic evenly for the simple reason that it does not
arrive evenly ; and a direction to Superintendents to work the circuits to the
best advantage was approved by the Government of India. It secms, however,
advisable to lay down as the fourth and fifth conditions of the grant of pie-
money that— .

(40) When pie-money i granted on a wire belween any two places, it
should be simultancously granted on all direct outlets between
such places, if there are more than one ; and

(v) no diversion of traffic should be allowed to take place for the purpose
of making pie-money admissible.

69. With regard to objectior 3(z), there is now ample statistical information
to show that, as a fact, the grant of pie-money does expedite traffio, But
apart from all statistics, the evidence which we have collected on tour places

‘this point beyond doubt. We think, however, that it is necessary to propose

a8 a sixth condition applicable to pie-money that—

(v) when pie-money is o be granted ot one end of a circuit, it should be
sunultancously granted at the otker end.
It is obviously useless to expedite transmission if the receiver cannot keep pace
with the transmitter.
70, If pie-money as a permanent system is restricted, as we propose below,

any immediate 10 main circuits and through lines, no considerable or immediate effect on

reduction of
establishment.

establishment charges is to be anticipated. Establishment cannot be varied
with the fluctuations in trafic that. make the grant of pie-money desirable.
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We believe that pie-money will conduce to economy because it gets more
work out of the existing establishment within the usual hours of duty,
and will thus diminish the increase of establishment which is inevitable as
traffic grows. Certainly pie-money could not be recommended as a means of
reducing existing establishment. Such a reduction would in any case be
imprudent in view of the increase of traffic. Meanwhile, until the ultimate effect
of the system can become appareut, it may be observed that the expenditure
on pie-money bears a very minute proportion to the total expenditure of
the Department. The largest expenditure on pie-money in any month has been
Rs. 2,415, the total cost of the establishment being Rs. 1,683,960 per mensem ;

the percentage of pie-money to total cost was thus 1'5 only.* The reply,

then, to the objection here under consideration is that if pie-money cannot lead
to any immediate reduction of establishment, at any rate it obviates to some
extent the reinforcement of establishments by transfers when a sudden rush of
traffic occurs ; it does not cost much ; and will—we think we may say certainly--
reduce additional expenditure in the long run.

71. Adverting to objection (3) (¢), we believe there will be eventual
economy in Capital expenditure as well as in establishment. If more work
is done on existing oircuits, the erection of additional wires need not proceed
with the same rapidity. The Director-General of Telegraphs has stated + ¢* that
in preparing the forecast of extra wires likely to be required in 1907-08
between existing departmental offices, it was found possible to restriob
the provision of additional main outlets on the assumption that the pie-
money system would continue on the existing cireuits.”

72. During the course of our tours not a single instance that we can recall
has been proved of signaller’s cramp having been directly caused by working
on a pie-money line. Generally speaking the men may be trusted not to
overwork themselves; nevertheless overwork should be deliberately prevented
by a judicious rotation of signallers, and it should be a seventh condition
in the rules for pie-money that—

(vit) No signaller shall be required to work overtime on any day
during which he has earned pic-money.

73. Any system by which numerous temporary hands would be induced by
a bonus to work to their utmost capacity only to be discarded.or invalided when
their oapacity failed would, we think, be cruel, unnecessary and unjustifiable.
It is true that a bonus system for the whole body of signallers need not
necessarily dispense with a minimum living wage .or with pensions or with
precautions against over-work. But against such a general systom, in addition
to the reason already given, viz., that special precantions would be necessary
to prevent inaccuracy, it may also be said that a bonus system is fair and
practicable only where the possible outturn depends on the exertions of the
persons working; and this condition cannot be fulfilled in the Telegraph
Department where the possible outturn varies enormously with the line and
the office, Such a system would involve numorous different rates for different
offices and for different lines in the same offices and would thus lead to endless
complications. It would also be most unsuitable to the conditions of lifé of
signallers of European descent, stability of prospeets being essential to induce a

- desirable class of men to serve. It wounld be a grave scandal if such men were

* Direotor-Genersl of Telegraphs’ No. 381G, dated 20th November 1906, paragraph 4.
+ Lbid, paragraph 11,
50 8. T.C.
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invalided with any frequency as a consequence of over-work ; and even if that
danger be deemed negligible, great discontent would arise if they found that
they were paid less on a diminished ountturn as their age and their exponses
increased. Nor would it be either fair or polific to impose a bonus system
upon Indian signallers, if it could not be applied to signallers of a different
descent.

_Reasona for 2 74. (i) Having thus reviewed the objections to the pie-money system and

:l;:tg::.-monoy explained how it is that no system of payment by results is suitable for
the Signalling  Establishment as a body, we are prepared to recommend the
continuance of pie-money, subject to the conditions above set forth, not because
it will diminish expenditure om establishment or Capital outlay, though we
believe that both of these results will to some extent be secured, but as a means
of expediting traffic and of inducing competent signallers to do their best.
The present minimum of 80 messages is, however, much too low for the system
a8 a permanent one, and should be very considerably raised. There is abundant
evidence to the effect that on & well-fed main line 150 messages a day is by no
means an excessive outturn to expect from & signaller, and, as we sball
presently explain, this is substantially, though not exactly, the same thing
as 20 messages an hour. A man should not get extra pay for merely doing
his work with ordinary industry. The proper remedy for short work is more
effective supervision; and our object is to adopt the pie-money system as a
supplement to, not as a substitute for supervision. One step towards more
effective supervision is to relieve Telegraph Masters, as much as possible, of
clerical duties—a measure elsewhere ®* proposed. ‘

(ii) We are further opposed to the grant of piemoney merely as a
means of increasing the signaller’s pay. The proper remedy in that behalf is dealt
with in the former part of this Chapter. Elsewhere too,t we recommend rewards
for special acts of courage or for specially meritorions conduct on particular
cocasions. Here we propose a permanent system of pie-money as 8 means
of granting rewards for speoially good work of the ordinary kind performed
within the usual hours of duty. We shall advise the abolition of Cheok
Office fines; and we think it reasonable to recognise, by the grant of
pie-money, the principle that the hope of reward may induce men to do their
best no less than tke fear of punishment, We made frequent inquiries
as to whether any practicable proposal could be advanced for granting rewards
for a good oufturn; but no suggestions were forthcoming for any new
plan which we oould recommend. We think therefore that the eystem
which may properly be utilised in this behalf is that of pie-money.

Criterion for’ 75. Taking pie-money, then, as a permanenl.: gystem of rewards for a good
3§2°;fi$-'f§§ant outturn offered with the object of expediting traffie, the first question is where
PP cation of and under what conditions of traffio is pie-money to be allowed, The Director-
" General of Telegraphs has proposed to extend the grant of pie-money to all
offices dealing with over 50,000 messages per month.3 This propossl has not
been sanotioned ; nor do we think it should be. The basis of the system, consi-
dered as a permanent part of the organisation of the Department, should be not
the office—where in all cases there would be side-lines upon which pie-money
could not be earned—but the circait. As a fact, the system is at present
worked by the selection of circuits, and this is guite right because it is ordinarily
) ® Vide paragraph 140 below.
¥ Fide paragraph 163 (vii} below. .
1 Director-General of Telegraphs' No. 143-T., dated 81st July 1606.
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applicable only to a main or through line where the influx of the traffic is
normally such that the number of messages will supply the means of earning
it.. Adopting the circuit as the basis, our proposal is that the test for applying

‘pie-money to a cirounif should be that (after omitting Sundays and holidays)

the total traffic of the cirenit should not be less than an average outturn per
man per watch, for men working simplex of 120 messages and for men working

-duplex of 100 messages. This distineiion is necessary because when lines are

worked duplex the outturn of each individual sigvaller is less, two being
employed at each end of the wire, though the total number of messages put
through is greater, Eliminating duplex working, our proposal fixes the standard

-at BBO messages per day per cirouif, the day, of course, including the three

watches, At 20 messages per hour the figure would be 480 messages. But

allowance must be made for Sundays and holidays, for the fact, already noted,

that traffic does not arrive evenly either throughout the twenty-four hours or
from day to day or week to week, and for the consequence that the figure of

480 would imply an average influx of 20 messages per hour on the wire through-

out the year which does not in fact occur. On the whole, we have no hesitation

in recommending a standard of 860 messages as the criterion for determining

whether pie-money should be permanently applied to a line worked simplex,

~ The modification indicated above would be necessary in the case of a duplex
- line.

Criterion for
determining
when pfe-
money may be
earned by the
signaller.

76. The minimum outturn on attaining which the signaller may
begin to earn pie-money must be settled on different considerations. When
the deputations of signallers told us, as they often did, that 150 messages
was a fair day’s work, we are satisfied that they had in their minds the
standard of 20 messages an hour. The watches ate of 8 and 5§ hours’
duration between 8 and 21 hours, the night watch running from 21 to 8 hours.

The average duration of the three watches is 8 hours, and at 20 messages an
" hour the outturn would be 160 messages per watch, This would be a good

.deal beyond the mark because allowance must be made for reliefs for meals and

short spells of rest, so that seven hours would be about the time in an 8 hours’
watoh that a signaller would be actually working at his instrument. Ina &
hours’ watoh an outturn of 150 or even of 140 messages could not be attained.
Whether snch outturn would be possible during the long night watek would
entirely depend upon the influx of traffic. Taking ome ‘wateh with another
150 messages a day might be expeoted as an average. Thus we have though¢
it fair to adopt the standard of 20 messages an hour and to apply it to an 8
hours’ watech with the reduction of one hour as already explained. We have
therefore come to the conclusion that 140 messages may be accepted as g3
fair day’s work in an 8 hours’ watch, and we have adopted this as the outturn

- to be attained before pie-money may be earmed. We are fully satisfied that

Pieemoney. will
rarély be
earned exocept
in one’ watoh

this standard is quite high enough if pie-money is fo be earned at all; and we
think that opportunities of earning it should be alforded to induce signallers to
do their utmost.

77. A very important effect of our proposals is that pie-money will rarely,
if ever, be earned except in the first watch from 8 hoursto 16 hours, In the
short 5 hours’ watch there will not be time to earn it, but we think that for a

‘spell of work of that duration a signaller may fairly be expected to do his best

without extra pay. In the lonz night watch pie-money may sometimes be
earned but as we have already said, this entirely depends on the volume of
trafiio.
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78. We do not think it at all expedient to grant pie-money per Lour which

snted by the ig the latest proposal of the Director-General of Telegraphs. The acceptance of

the record of each hour’s work would involve a great deal of trouble, and there
is the more importaat objection that the signaller might find it to his interest to
delay work in order that he might heap it on to the next hour or two and so
earn pie-money.

79. Pie-money being granted on the proposed oonditions as a normal system
of reward and being limited to pie-money lines, fixed as such by the Director-
General of Telegraphs, we think the reward should be substantial. This is
necessary, beoause we raise the minimum from 80 messages to 140 avd unless
a sufficient inducement is held out to work up to the new standard, it is prob-
able that signallers will not think it worth their while to do their best and

‘the pie-money system will die out because the men themselves will not take

advantage of it. Accordingly we would double the present rate of remunera-
tion and after the minimum of 140 messages has been attained allow the
signaller four pies per message. It must be remembered that although good
supervision may be expected to exact a fair day’s work, it is extremely difficnlt
for it to do more. For extra exertion there must be suffioient inducement,
and when » higher standard is prescribed, the indacement to go beyond it must
be considerable if it is to be effectual. 'We propose no change in the present
limit of 32 words as applied to all long messages when caloulating the number
for pie-money earnings.

80. So far we have been dealing with the caso of main lines where a fu])
volume of traffic is continuous. But sudden rushes of traffic may occur on
many other lines, as, for instance, at a time of opium speoulation. 'To meet such
cases we would apply the same principles with an important difference which
is that we would raise the pie-money qualification of the line from 120 to 18¢
messages per watch, 'We would not admit that & sudden rush of traffic occurs
unless this number of messages is received for transmission ; and our reason for
this criterion is that we do not think men should receive any extra remunera-
tion for casual additions to their work when the additional work is not
excessive. We propose, then, that, when such a sudden rush of traflic occurs
that tLe number of messages to be disposed of over any non-pie-money wire
exceeds 180 messages in avy watch, pie-money may be given temporarily at the
discretion of the Superintendent for the number done by any one signaller in
excess of 140 messages per watch. This rule should apply to all offices and all
non-pie-money wires wherever a rush of traffic, as above defined, may ocour.
In this connection it is necessary to provide that the Superintendent who orders
pie-money at one end of the wire shonld, when the other end of the wire is in
another Division, inform the Superintendent at that end so that he may give
the same order.

8], When an order has been passed that any line shall be deemed to be 3
permanent pie-money line, pie-money may be earned upon it at any time when
the rules as to outturn are satisfied. But if the traffic on such a line perma-
nently falls below the standard which wehave proposed, the Director-General of
Telegraphs should order that it shall no longer be classed as a pie-money line,
The system thus involves disoretion to the Director-General of Telegraphs to
revise on his own authority the list of pie-mopey lines according to the proposed
standard,

82. The present arrangements having been sanctioned only till the first of
October next it is necessary for us to make some recommendation as to the course
which should be adopted before our proposals, if approved, can take effeot.
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During this interval we would leave the present minimum of 80 messages and
the preseut rate of two pics per message uvaltered. But we think t!:e Director-
General of Telegraphs might be empowered to order those lines to be pie-money
lines where the average influx of traffic reaches the amount that we have
defined. - The new minimum of 140 messages and the new remuneration of four
pies per message should be brought into operation simultaneously with the
increase in the emoluments of the signallers proposed in this Chapter.

Sianmary of the 88. The proposals on the present subject are detailed and rather intricate
proposals. and it will be convenient to summarige them here. They are as follows :—

(1) Until the date upon which the revision of the pay of the 8ignalling
Establishment takes effect, pic-money should be granted at the
existing rate of two pies for every message in excess of 80
disposed of in one watch by each signaller.

(2) From that date the rate should be four pies a message in excess of
140 per watoch and the system thus fixed should be retained
permanently.

(3)' Pie-money shiould be granted on the basis of circuits, not of offices.

(4) The criterion for defermining whether pie-money should be
permanently applied to a new line should from now be an average
of 860 messages a day in the case of lines worked simplex, an
addition of 12} messages per hour being made for a line worked
duplex. . :

Note~No change in these figures will be necessary when the new scale
proposed in (2) is adopted. '

(5) The test for applying pie-money temporarily to a line should be
the receipt of 180 messages in oume watch for a simplex line
and of 180 plus 150 messages or 330 in all for a duplex line,

The note to (4) applies in this case also.

(6) The Direclor-General should be authorised to declare a line a piee
money line or vice versd, on the basis of (4) without reference to
Government.

(7) The Superintendent should be authorised of his own motion to
order pie-money to be applied toa line when the conditions
mentioned in {B) are fulfilled ; and when he has given such an
order he should at once inform the Superintendent who con-
trols the office at the other end of the wire whereupon the latter
shculd also order pie-money on the line temporarily.

These proposals are all subject to the conditions (¢) to (i) described

above.

None of these proposals apply to lines worked by Baudot instruments.
The experience so far gained of the disposal of traffic on such lines is, in our
opinion, not sufficient to justify any recommendations as to the manner in

which the pie-money system might be applied to them,
Automatic 84. (i) We have been asked in paragraph 14 (10) of the Besolution fo

inoreass of id
s Saling, conier~
Bt . - .

) Whether o scheme can be devised for the automatic increase of the
signalling establishment in proportion to the actual wcreose in traffic, the
sirength of the controlling establishment being increased in fived proportion
to the sucrease in the lower grades.

WeNO "
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(ii) We are of opinion that it is possible to devise an automatic scale for
increasing the strength of the Signalling Establishment in proportion to the
increase in traffic. From astatement of traffic statistics of dopartmental offices
for 1908-1906 supplied to us by the Director-General of Telegraphs, it appears
that the average number of signalling operations dealt with by a signaller of the
Agra, Bombay and Madras offices in that year was 17,929, 17,198 and 17,494
respectively, and on page 20 of letter No. 143-T', dated 31st July 1906, from the
Director-General of Telegraphs to the Secretary to the Government of India in
the Department of Commeroe and Industry, it is shown that the average outturn
of each signaller of the Department varied from 12,678 to 14,990 operations
a year during the ten years ending with 1905. From these figures it is evident
that the average outtura of a departmental signaller does not vary greatly
from year to year or from one large office to another.

(iii) We consider that the simplest and most acourate method of ascertaining
approximately what additions should be made to the signalling establishment
of the whole Department is to proceed solely on the basis of the inorease in
signalling operations that has taken place since the last revision when presum-
ably an adequate staff was provided for the total traffic to be dealt with at
that time. Taking the period from 1800 to 1905, the years when the average
outturn reached the highest points during the decade, we find that the
growth of traffic was met by an increase of signallers which works out at the
rate of one additional man for 16,520 operations in a year, but we propose
the adoption of a much higher standard to justify future increases.
Though the low average outturn of a departmental signaller in this country
is partly due to the large number of winor circuits with light traffic which
must be attended to, the delays in calling up offices on such cireuits, the
faulty supervision of signal offices, the large proportion of signallers who have
to take their turn of duty at night when traffio is intermittent and the slow
working of postal and railway signallers, we are satisfied that it is capable of
much improvement; and we recommend that additional signalling establish-
ment should for the present be sanctioned on the scale of one new appointment
for every inorease of not less than 26,000 operations, This staundard is very
nearly equivalent to an outturn of 80 messages per signaller on each day if,
excluding Sundays and holidays, the year be taken at 310 days. The improve.
ment which we expect in the supervision of departmental offices and the clags
of men recruited owing to better rates of pay, the extended use of the Baudot
and other improved telegraph instruments and of the typewriter for receiving,
the higher professional qualifications which we have recommended for depart-
mental and postal signallers, the close and constant examination of the traffic
arrangements, and a stricter control over combined offices will all contribute
to ensure a higher average outturn from departmental signallers, We consider
therefore that as traffic increases and these improvements are adopted, the
figure proposed should be steadily raised. The experience of a few years during
which the greatest attention is paid to traffic and supervision will show what
minimam average outtorn can fairly be required from the signallers of the
Department. : _

(iv) In fixing the standard at 23,000 operations {o begin with we have
allowed for the grant of leave to the additional establishment sanctioned, and
we have given due consideration to the circumstances that great difficulty has
been experienced under existing conditions in granting leave to the signalling
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staff of many of the offices where traffic is great,and that some time must elapse
before the improved arrangements in working which we bave indicated will
become fully operative.

(v) Inthisconnection we think it right to draw attention to the fact that
in 1905-1908 the dispesal of every tclegram involved 4'84 operations on an
average as agninst 6°03 in each of the three previous years and that a redue-
tiofi in this nomber, which, we believe, can be effected gradually by a careful
study of the course of traffio and of the arrangement of circuits, will result
in a corresponding saving on @&stablishment charges, The close supervision
and the regulation of circuits to ensure that the number of transit operations
of messages shall he reduced to the utmost possible extent, will be one of the
most important functions of the Director of Traffie, Circle Officers and
Superintendents.

(vi) It isessential to the automatio operation of the standard now proposed,
or which may be fixed hereafter, that the Direotor-General of Telegraphs should
have authority to apply it and to sanction additional sigunallers in accordance
with that standard and without reference to Government. He will also have
power to decide how the additional establishment sanctioned shall be distributed
to the different offices. :

lnoresse of 85. (i) Turning now fo the controlling establishment we find that the estab-

gmﬁiﬁﬁm lished practice in the Telegraph Department has hitherto been ihat whenever
any addition has been made to the strength of the Sigpalling Establishment
(which inclades the supervising staff) one Telegraph Master’s allowance has been
sanctioned for every five additional men, We have endeavoured unsuceessfully
to ascertain how this ratio was fixed, and on what basis it was calculated that
20 per cent. of the fotal staff were required for supervision. The most probable
conjecture is that the actus] proportion of Telegraph Masters to signallers at
some time in the past gradually came to be accepted as the normal proportion,
No'justification of the system has been attempted, and we are strongly of opinion
that it should bé abandoned, and that the strength of the supervising staff should
be determined aceording to actual administrative needs. 'We think that when
additional Telegraph Masters are required in an existing office each oase should
be considered on its own merits and submitted to the Government of India by the
Director-General for sanction. Amongst the points to be considered when
any such increase is proposed is the proportion which the total number and
cost of the supervising and clerical establishment bears to the total number
and cost of the actual operators as compared with the proportion in other
offices.

(ii) Although we are unable, for tbe reasons just given, to lay down
any principle for the automatioc expansion of the staff of Telegraph Masters, we
think that in certain cases some rules can be prescribed which will give the
Direotor-General of Telegraphs authority to act of his own motion such
as he would have obtsined bad the acceptance of any automatic rale been
oonsidered fessible.

(iii) Thus in the case of mew departmental offices the Direotor-General
should be empowered to sanction additional Telegraph Masters not in excess of
the following scale ;==

15t clage offices . . . . . « 8 Telegraph Masters,

Snd » » . a . . . » 2 ” ”
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He should also be authorised in the case of offices where there is only
one signaller to sanction a charge allowance of Rs. 20 per mensem for tle
sigoaller in obarge,

(iv) New appointments made under these proposals should not necessarily
be additions to the lowest grade of Telegraph Masters, but should be added in
tarn to the second and third grades, as recommended above, 80 as to preserve,
a¢ nearly as possible, the same proportion of one to two in these grades.

(v) We also recommend that the Director-Geuneral of Telegraphs should be
given power to sanction additivnal temporary appointment: of Telegraph
Masters for purely temporary offices for a period not exceeding six months.
As examples of the cases here contemplated, we may mention temporary
offices opened for manmuvres, or in connection either with the tours of His
Exccllency the Viceroy or with the visits of distinguished persons to India,

86. (i) There are certain other matters which are intimately conneoted
with the subject of this Chapter because they bear directly on the improved
efficiency and greater contentment of the Sigoallivg Establishment, that is
to say on the main objecis of the reorganisation. -The malters we refer to are
discussed in the following paragrapbs.and the first of them is the recruitment
of the signallers of the General Scale.

(i) We propose in another part® of this Report that the Local Seale
should be recruited mainly from amongst the Postul signallers. Dealing with
the General Scale we observe that at present the best recruits for this Soale
are obtained from the Ootacamund and Savawar Lawrcence Asylams.

(iii) At Ootacamund the Asylum has its own instructor (usually a retired
Sub-Assistant Supcrintendent or Telegraph Master) and the Telegraph Depart-
ment confributes to the Asylum Rs. 70 towards the education of each boy
who passes out. The instructor gets from the Asylum a salary of Ra.100
per meusem, pluse a premium of Rs. 15 for eachk boy admitted as a
signaller into the Department. He receives free quarters and is regarded
as a member of the Asylum Staff. At Sanawar the instructor is a signaller
of the Telegraph Department who receives an honorarium of Rs. 135
from the Department [or each successful boy, but no contribution is
paid to the Tnstitution itself. This sigraller is paid by the Asylum
up to Rs. 100; and the difference between that sam and his regular depart.
mental pay,—if the latter exceeds Rs. 100,—is paid by the Departmeut,
In both cases the class is conducted in the school itself, the period of training
extending over one year. At the end of the year the pupils are examined by
an officer of the Telegraph Department, but the number who can be admitted
into the Department in any one year from each Asylum is limited to twelve.

‘Both Institutions are supplied with instruments and stores free of charge.

87. (i) In paragraph 52 (iii) we expressed our intention of referring to
recruitment from European Schocls and we now proceed to remark on this
subject in more detail.

(ii) The Diicctor-General of Telegrapls at his conference with the Coms.
mittee at Calcuita regarding the reorganisation of the Sigualling Establishment+
proposed that the system just described as in force at the Lawrence Asylums

* Fide paragraph 104 below.
t Vide Proceedings Part VIIL, pages 2 axd 7-8.
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should be extended to other educational institutions in India snd Burma. To
enable us to form an opinion on this suggestion we addressed a Circular
through Directors of Publio Instruction, to varions Colleges and Schools 3 and
this, with the replies received, is printed in Appendix K, The perusal of these
-papers is invited. . The replies from the Colleges and Schools indicate that the
proposal of 8ir 8ydney Hutchinson is feasible and that many schools will

.sufficiently welcome it. We think it is most expedient to widen the field of
-reoruitment in the manner suggested and advise that the propesal be accepted,
-and acted on, Most of theschools favouring the proposal stipulate that the

-extra expense should be borne or at least shared by Government. This seems
to be reasonable., At any institution which agreed to open a telegraph elass
the detailed arrangements would be settled by the Director-General of Telegraphs
after consultation with the Principal or Head Master and with the aid of the
Circle Officer, fo whom the Director-General of Telegraphs would probably
entrust the negotiations and who, on their conclusion, would be im a position -
to submit a scheme.

(iii) The replies, however, are rot uniformly favourable. Some of them
state foroibly the objections and difficulties which beset the extension of recruit-
ment, 'We would call special attention to the letters received (1) from the
Lawrence Military Asylum, Sanawar (where there haslong heen a telegraph
class, & cireumstance which makes the opinion of the Principal particularly
valuable), and (2) from the Scottish Educational Society’s High Schools,
Bombay. These and other papers setting forth the reasons why service in the
Tolegraph Department does not attract a satisfactory class of recruits afford,
as we have already mentioned, strong support to our recommendations for

raising the initial pay and improving the prospects of the signalling establish-

ment, the proposals to widen the field of recruitment and to increase the pay
being mutually dependent on each other. TUnless the rates of pay are raised
the attermpt to recruit a better class of men from the European schools will
certainly prove a failure.

(iv) 'When classes similar to those at Qotacamund and Sanawar are or are

“about to be opened some forecast will be required of the probable number of
.zeoruite which should annually be provided from the Province in which the

school is situated ; so that the number of classes and pupils may be adjusted to
actual needs, Such fogpoasts would be framed by the Director-General of Tele.

‘graphs and communicated by him to the Circle Officer for his guidance both in

devising the original arrangements and in settling from time to time the number
of lads who sbould be trained at tbe several school classes in the Provinee.

88. Better arrangements should, we think, be made not only for the
recruitment of signallers but also for their training. We are not satisfied that
the training classes for instructing signallers are adequately equipped, that the
aocommodation provided for them is sufficient or suitable, or tbat the training
is as efficient as existing ciroumstances demand. More instruments, especially
tape recorders, are required for practice, and in as maoy cases as possible
typewriters should form part of the equipment of the class, so that depart-
mental probationers who desire to learn typewriting may have the opportunity
of doing s0. Great stress should be laid on the moquisition of & clear and
legible handwriting, and copy books should be used as part of the ordinary
course where this has not slready been arranged, Special rare should -be
devoted to instruction in Code and Figure signslling. The importance of
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good handwriting is & matter which demands particular attéation in :the case
of postal signallexrs who are often deficient in this respect, but throughout
we consider that postal signallers should receive the same care and attention
while uoder {raining as departmental men. The fnstruotors should usually
be Telegraph Masters and should always be specially selected. The extrs
allowances given to signallers who are appointed as instructors should be
sufficient to attract really suitable men, and the present practice by ‘which the
allowances cease when the class falls below a certain number should be
discontinned. 1t is obvions that the instructor should have no inducement to
keep back probationers who are ready to pass. Examinations of probationers
sbould be conducted by an officer superior in rank to the instruotor, and the
higher Telegraph Officers shonld devote much attention to the training
classes to ensure that the course of instruction is thorough, that the probationer®
are not in excess of the mumber that can be trained by one instruotor and at
one time, and that the accommodation provided is sufficient.

89. (i) When we discussed the reorganisation of thé eignalling establishment

annual tests for .

signallors,

with the Director-General of Telegraphs at Calcutta, he proposed * that the period

of training for departmental signallers should be extended to twelve months, and
that the rate of signalling at which they qualify should be raised from twenty
words a minute fo twenty-five. We agree with 8ir Sydney Hutohinson
that the period of training should be extended as proposed and that the
existing standard should be raised. After very careful consideration,
however, we bave come to the conclusion that the twenty-five word
‘standard is unnecessarily high. 1In the IUnited Kingdom, where the traffic ag
a whole is disposed of at & rate unknown in India, the telegraphists are
employed in the Department when they have passed at twenty words a
minute, though they have to' qualify by a Ligher standard later, Another
point which must not be forgotten is that the long main circuits in this
country do not usually admit of the most expert signaller maintaining a speed
of over twenty words a minute. 'We believe that a standard of twenty-three
words a minute in plain language will be found to be sufficient; and we are
fortified in this conclusion by the opinion of Mr. Berrington, whose first hand
knowledge of English conditions gives his advice a special value. It should
be added that, owing to the deductions made for errors in the qualifying
‘test, a signaller, to pass at iwenty-three words a minute, must generally be able
to maintain an average rate of not less than twenty-five words.

(ii) In the case of the Code and Figure test no change is recommended in
the ‘existing standard of twenty words a minute which we consider to be
sufficiently severe. In this case acouracy is of supreme importance, sud any
change whioch might lead to the sacrifice of accuracy to speed is to be
deprecated. We understand that it is far easior to send such messages than
to receive them, and that when a fast sender has to signal Code words and
figures, he must reduce his speed so that they may be received acourately by
‘the receiving signaller,

(iii) In the case of postal signallers also we recommend that the standard
of qualification should be raised. Reference is made in paragraph 99 to the
necessity of effecting an improvement in this class’of operators, and it is
annecessary to labour the point here. "We look forward to the ultimate
sdoption everywhere of a twenty words a minute standard for postal signallers,

® Part V111 Volame 1] of the Proceedings, pages 2 and 8.
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but in wiew of the fact that thers are parts of the country; such as Assam
and Burma, where it is difficult to obtain recruits who can qualify by
the existing standard of sixteen words, the immediate introduction of a
rate of twenty words a minute everywhere  is impracticabla. -It is therefore
recommended that the standard for postal signallers in plaia language should
be raised to twenty words, but that it should be left to the discretion of the
Director-Genersl of the Post Office, to reduce the rate to nineteen or eighteen
‘words in localities where the higher standard cannot ordinarily be attained.

(iv) As regards the Code and Figure test we consider that it will bé
sufficient if postal sigmallers qualify at sixteen words a minute, but the test
should be compulsory on all future entrants, Owing to- the growth of
commerce throughout India, the number of Code aud cipher message, which
bave to be dealt with by postal signallers, is already considerable and will
certainly increase as time goeson. It is therefore advisable that they should
be trained to dispose of such messages, and this training will undoubtedly
have a most beneficial effect on their work generally.

{v) Under existing rules all signallers and Telegraph Masters have to pass
an annual test in signalling, and cannot receive their increments until they
have done so. We have made most careful inquiries into this matter during
the course of our tours, and we are satisfied that the universal imposition of
the test is-quite mnnecessary, that it frequently operates unjustly and that it
.causes the waste of muoch valuable time, There is much evidence to show that
the actual work of an operator is sufficient to keep bhim up to the mark in
signalling, and that owing fo nervousness really good signallers often fail in
the test. This we believe to be the case. Another element of unfairness in

~ the system is due to the fact that in some offices the examination is more
rigorously conducted than in others, where, owing to the pressure of work,
the test has sometimes been allowed to degenerate into a pure formality. The
.examination of Telegraph Masters, who, in the majority of cases, have no
further inorement fo receive and whose duties do not require them to signal
-at a high continuous speed, is clearly unnecessary ; and that of a signaller who
has been working on a pie-money line and may, for days together, have been
-disposing of a daily average of a hundred and fifty messagea or more, is equally-
upreasongble. When it is remembered that the whole Signalling Establishment
now numbers nearly three thousand men, the waste of time involved in
-examining snnuslly such a number, most of whom are known to be perfectly
-competent, will be obvious, ‘We ther¢fore recommend that, except in the first
‘two years of service, the annual examination in signalling h‘?uld be abolished,

(vi) The reasons for the exoeption require explanation. It has been
represented that during the early years of service the test may serve a useful
purpose by preventing signallers from falling into bad methods of operating
‘such as exaggerations. We are doubtful whether much weight should be
‘attached to this argument. If, as we propose, the period of training is
-extended, and all candidates pass at twenty-three words a minute, the danger
-of aoquiring bad babits of signalling will be diminished, It is, moreover, the
-duty of the supervising Telegraph Master to keep a constant watch over
‘the operatars, especially the younger men, and to detect and cheok all errors
-and faulls in signalling. ‘We recognise, however, that many signallers enter
‘the Department us mere lads, and that in their case the knowledge that they
‘will be examined annually for some time may have a good effect. Accordingly
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o meet this case- we think that the annual examination should bae retained
for the first two years after a signaller enters the Department.

- (vii) It must be clearly understood, as an essential part of our proposals,
that it is left to the discretion of the Superintendent at any time to order
the special examination of a signaller whatever his length of service. It will
be the duty of the Telegraph Master to report to the Superintendent any men
who through slackness fall into a bad habit or slovenly style of signalling, in
order that they may be examined and their increments stopped until they
have acquitted themselves satisfactorily.

90. The reasons for requiring a high standard of signalling from Postal
probationers apply with even greater force in the case of Military Telegraphists
who constitnte a large proportion of the Signalling Establishment in the
Department, especially in the Punjab and North-West Frontier Provinoe, and
work in direct communication with expert Departmental signallers at large
trade centres such ag Karachi, Amritsar and Delhi. ‘We have received evidence
that the work of Military Telegraphists is on the whole wanting in speed and
accuracy, while the steady growth of traffic necessitates the employment of
only skilled operators on the main circuits. We therefore consider that
Military Telegrapbists should in future be required to qualify by the twenty
word standard before they are employed in the Telegraph Department, and
that so long as they do not exceed their authorised period of training, they
should be encouraged to remain in the fraining class until they pass by the
Code and Figure test also. For this purpose the period of training might be
fixed at nine months and followed by a probationary course of three months in
a Departmental office. The Military Telegraphists already employed in the
Telegraph Department who have qualified by the sixteen word standard should
be given a reasonable time to pass by the twenty word standard and fo qualify
in the Code and Figure test, and those who fail should be remanded to their
reglments and their places filled by other Military Telegraphists who have
qualified by the new standard.

9. (i) The question of transfers was referred to us by the Government of
India in February last,* and it bas also been brought to our notice by nearly
every deputation of the Signalling Establishment which has appeared before the
Committee. The grounds of complaint were that such transfers are unduly
frequent, that they cause much pecuniary loss to the officers transferred,
partioularly in the case of married men with families, and fbat in such cases
the education of their ohildren is interrupted. These complaints appear to us
to be. well-founded. We have examined the printed departmental orders of
the Director-Gengral for six months (May to October 1906) and we find that
the transfers ordered in each month were as follows :—

- Tolegraph . gnallers.

’ Maaters,
May . 1906 . . . - . . . 1} 71

June s e .. : . g g;
Ju’y F 1) - .. - C- » . . 5 81
- August w - . . . . . . H " o8

sepﬁﬁlﬂbeil‘ N - - . - - . . .
October Y] [ . ’ - . L] - ls 8‘
) ToTAL . 50 45%

16 will ;;be'seen that on the average innre. than eight Telegraph Masters and
seventy-five signsllers were transferred every mouth, and that the number of

T 8V sde Ilemonudnm from the Gorernment of Iudis in the Deparsment of Cummerss and Endustry,

Ne. 17-8, dated the 7th February 1907.
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transfers in the six months amounted to 18-5 per cect. of the whole Signalling
Establishment as it stood on the 1st July 1906. This we cannot but ‘regard as
an altogether excessive proportion, and it practically amounis to the transfer
of the whole staff of every office in three years. The time during which each
officer was absent from duty on account of his transfer caonof, we think, be
taken as less on the average than ten days, aud, on this assumption the total
signalling staff wasreduced by nearly three Telegraph Masters and by twenty-
five signallers thgoughout the whole period. With such frequent changes
it is impossible for Telegraph Masters o have the knowledge, which they
ought to possess, of the capacity and character of each of their subordinates.
Even a oursory inspection of the departmental orders discloses the fact that
& large number of the trunsfers were for very long distances. We recognise
that fo some extent this is inevitable, but it constitutes an additional reason
for restricting transfers as much as possible. Under the contralised system
at present in force itis difficult or impossible to keep transfers at as low a
figure a9 is desirable.

(ii) We are, however, of opinion that the Oircle Scheme provides the means
of remedying the present unsatisfactory state of atfairs. When this scheme is
introduced all transfers of signallers and Telegraph; Masters within the Division
should, as at present, be sanciioned by the Divisional Superintendent, and
all transfers from one Division to another in the same Circle by the Circle
Officer. Transfer within the Circle should be regarded as the rule, and transfer
from one Circle to another as an exception to be justified only on the plea of
urgent necessity. All signallers on the General 8cale are liable to take their
tarn in Burma and Assam, and on account of the unhealthiness and expen«
siveness of these Provinces it will always be necessary to enforce this
liability 5 but even in these cases every effort should be made to retain the
staff in the OCircle as long as possible. Apart from these special eases, every
Circle should have a signalling stalf sufficient for its own needs so as to
minimise the necessity for outside assistance. When transfers are necessary
from one Circle to another, every endeavour should be made, unless the
citcumstances are quite exceptional, to obtain volunteers. In other cases it
will also usually be expedient 4o call for volunteers unless the delay
involved in this procedure involves detriment to the public service. If
volunteers are not forthcoming, and transfers have to be ordered, regard should

be paid to the hardships which a change of station may involve, and also to the
number of transfers whibh officers have already had during their service.
The like ciroumstances should be taken into consideration in the ease of
transfers when it has not been practicable to call for volunteers. Subjeot to
these remarks and to the conditions headed (2) to (4) in paragraph 88 of Chapter
P of the Telograph Oode,* which seem to us wnexceptionable, we think {rans-
fera must be arranged in accordance with administrative convenience, and that
a considerable latitude of disoretion must be left to the officers ordering them.
In partioular we objeot to bard-and-fast rules, such as those in paragraph 86 of

e e » @ » In order 40 svoid expense to Governmens and hardship to the staff
tranafers should be reduoed to the minimem eompatible with the mmnsutg— R
. . . . bl

(9) of perlodically relieving men at nnhealthy or exoeptional stations ;
{8) of sclecting muitable men for speola) dutics ;
{(4) of meeting the genoral requirements of disipline and efficiency.



Eropom e

0 m
tion

hist. P

Looeal nom-pon-
sionable or

- im the towns,

70 : REPORT OF THE TELEGRAPiL COMMITIRE.

Chapter P of the Code, oie, that signallers of the longest service in the
Division should be selected for transfer, and that in no oase should a signaller of
less than five years’ service in the Department be transferred, if men who have
served longer be available. 'We believe that when the great bulk of transfers
are arranged by the Heads of Circles, who willin many cases be acquainted with
the private cirournstances of the signallers affected, instances of hardship due
to transfer should be very rare, and it should seldom be necessary to send
Local Scale signallers outside the area within which they are bound to serve,

(iii) Xf the avowed polioy of the Department to avoid unnecessary trans-
fers is steadily enforced, this will not only conduce to the contentment and effi-
oiency of the staff, but a substantial saving will be effected in the expenditure
on {ravelling allowances. The Examiner of Telegraph Acoounts has calculated
that this saving may amount to as much as alakh of rupees per annum,
and though we do not think that the materials exist for framing an exact
estimate, it cannot be doubted that a large saving is possible,

(iv) In connection with this subjeot we recommend that the limitation of
the special rules for the payment of the travelling expenses of families to cages
of transfer between stations more than 200 miles apart (vide article 1098, Civil
Service Regulations) should be cancelled so far as the Signalling Establishment
is concerned. This matter was strongly pressed upon us by many deputations
of signallers, and as transfers of  the Signalling Establishment oocur, so far
as we are aware, more frequently than fransfers in any other department,
we consider that the case of the signallers should be sepecially provided for.
The existing rule which operates harshly in frequent short transfers is an
inducement to order long transfers for the purpose of saving the men from
pecuniary loss. Very little expenditure is involved in the grant of this con.
cession which will be regarded by the staff as a valuable privilege.

92. In connection with the general question of thé reorganisation of
the Signalling Establishment, there is one other matter o which, though
we attach no great importance to it, we desire to call attention, Objection
has been taken by some signallers to the term * Bignaller.” It has been
represented that this term does not correctly describe the duties which the staff
perform, and the name * Telegraphist ** has been suggested as more appropriate.
Soldiers employed in the Telegraph Department are already known as  Military
Telegraphists,” * Military Signallers ” forming an entirely separate class, Inthe
United Kingdom the name in use is * Telegraphist,” and we recommend that
this name be generally adopted in India for the dMsses at present known as
Departmental, Postal and Railway Signallers.

_ 98. (i) Before concluding this Chapter we have still fo dispose of clauses
(a) and (&) of paragraph 14 (9) of the Besolution which are reproduced in
paragraph 48 (i) above. As regards the former we have oconsidered carefully
the suggestion that local non-pensionable services should be formed in the
Presidency and other large towns. Except in the case of female signallers,
who will be referred to in the next paragraph, we are unable to recommend
the employment of signallers not liable fo transfer. To non-pensionable service
there are strong objections, In the first place if the service were non-pension-
able it is certain that the class of candidate coming forward would deteriorate.
Secondly, the observance of secrecy regarding the contents of messages is a
most important consideration, and in order to secure this a trustworthy staff
is essential It cannot be doubted that Government has less control over a
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non-pensionable establishment than over a pensionable one, and if signallers .
were to be entertained on a non-pensionable basis, a distinct risk would be
incurred. The daunger would be especially great in large towns where the
men would be subject to looal influences of various kinds.

(ii) As regards recruitment for eervice in one town only, we think
that it would be an administrative inconvenience if there were no power to
transfer the men to another place. Undesirable combinations might be
formed and the absence of the power of transfer would make them very
troublesome to deal with. We are about to propose that female mgnallers
shall enter the Department on a salary of Re. 50 per month rising by
annual increments of Rs. 5 to Rs. 100, and we do not think that lower rates
could be offered to a Local Servioe in any large town. The saving effected by
the formation of suoch a service would therefore be insignificant as compared
with the expenditure on the preseni Local Scale, and the proposal has thus
no very decided advantage on the score of economy. For these reasons
we think that the scheme must be abandoned.

g’&om&lﬂ - 94, (i) Turning fo clause (b) we learn from a eciroular issued by the Inter-
national Bureau of Berne in August 1899, on the employment of women
in the telegraph service of the various Union countries, that women are
employed in telegraph offices as signallers, or in other capacities in nearly all
such countries in Europe and in several outside Europe, including some British
colonies, We have consulted the Goveranments of Bombay, Madras, Bengal,.
Eastern Bengal and Assam, Burma, the United Provinoces, the Puniab and the
Central Provinoes on the subject; and the replies whioh have been received
are generally in favour of the proposal to employ women. The replies are-
printed in Appendix L. Buch inquiries as we have been able to makeduring
the oourse of our tours have also led us to think that suitable candidates
could be obtained in several places and that they would be glad of the
chanoe of employment. Wae accordingly recommend that the scheme of
employing women should be fried in selected towns where there is a
European or Eurasian oommunity of any size. The system, if found
successfal, could subsequently be extended. There is in our opinion no-
objection to the employment of women in the same instrument room as
men; but it might be advisable to arrange that at least two women sghould:
work together in the same room at the same time. In all offices in which
women are employed the provision of a separate eloak room would be-
neoessary,

(ii) The following regulations, which are based on those in force in the-
United Kingdom, appear to us suitable for adoption in this country :—

(1) Candidates must be between 18 and 80 years of age; they must
be unmarried or widows, and they must be of good health and
oharaoter,

(2) Candidatese must file a declaration and a guarantee signed by
their parents or guardians or some responsible authority that
they will live with their parents or guardians or with some-
approved relation or friend, or in some recognised institution
(e.g., The Young Women’s Christian Association). It follows-
from this that women would not be liable to transfer,

(8),The same educational qualifications should be required as from:
men,
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{4) Beparate training schools should be established for women; but
the system of training, and the standard of signalling, should
bethe same a8 for men. The training should be gratuitous,
but no pay or allowance gshould be given during the period of
training. The candidates would already be supported by their
parents or guardians and mo necessity exists for granting any
allowances until they begin to work as signallers. Moreover,
there is some probability that they will not stay long in the
Department so that it might often happen that there would be
no adequate return for the money spent on their training.

{6) All appointments should be on probation for the first year.

{6) The hours of work should be eight 8 day between 8 A.m. and 6 ».x.
‘Women should not be required to work gfter 6 P.u. of befora
8ANM

{7) Bervice shonld be pepsionable. It is probable that pensions will
seldom be earned, but if the qualifying service is sufficient the
same reasons for granting pensions apply as in the oase of men,
On marriage resignation should be compulsory.

{8) The scale of pay should be Rs. 60 rising by annual incremeants
of Bs. 5 to Ra. 100. This scale has been framed after inquiries .
in several localities and careful consideration of the replies
received from Local Governments. The question of the promo-
tion of women to such posts as Telegraph Mistress will not arise
for many years and need not be discussed.

{9) Women might sleo be employed on other than signalling duties
in placcs such as certain bill stations, where their employment
would be economical or an administrative convenience,
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CHAPTER IV.

OTHER MATTERS REFERRED TO TBE COMMITTEE BY THE GGVERN-
MENT OF INDIA.

95. (i) In the two preceding Chapters we have submitted our recom-
mendutions regarding the principal establishments in the Indian Telegraph
Department. In this Chapter we shall deal with the remaining subjects which
have been referred for our consideration by the Government of India both in the
Resolution of September last and subsequently. The first of these points has
been stated as foliows ;—

¢ Whether an expert traffic officer should be brought out from England to
examine the traffic working of the Depariment and make suygestions for its
smprovement.”

(ii) Bioce this question was referred fo us it has been arranged that an
officer of the Post Office of the United Kingdom shall be deputed to India for
this purpose with effect from next autimn and for a period not exceeding
one year. We anticipate that much benefit will result from this deputation.

(iii) In the Resolution constituting the Committee the Government of
India have atated that they are prepared to consider favourably the employment
directly under the head-quarters office of special officers to make detailed
examinations of traffie working and to devise methods by which it may he
improved, It is explained that experience in other countries has shown that,
when the increase of messages reaches a certain stage, the employment of
such special officers becomes, in the interests of economy, absolutely necesssary,
‘Wedonot think that the development of traffic in this country has yet reached
a stage at which this necessity has arisen. The appointments would form an
expensive addition to the existing soale, because it would obviously be neces-
sary to employ men of somewhat high official rank and possessed, by long
experien e, of an intimate knowledge of traffic working, while the whole
available Superior Staff will be fully employed under our scheme of reorgani-
sation. That schome includes a Director of Traffio, who should by no means
be limited to desk-work at head-quarters, but should make frequent tours,
thus in part fulfiiling the duties which the suggested special officers would
have to perform, The Cirele Officers will also be chief inspectors of traffic
within their Circles and constantly on the move during the cold weatber. We
have elsewhere laid stress upon the great—probably the predominating—import-
anoe of this portion of their duties. Thus, while we are fully convinced thag
the close, constant and personal supervision of fraffic working by competent
officers on tour will conduce to economy, we consider that, at any rate for a long
time to come, ample provision for this purpose will have been made by the
appointment of the eight Oircle Officers and the Director of Traffic. We may
add that if officers, other than the Director of Traffic, were charged with the
special duty of examining traffic, there would be some difficulty in defining
their relations with Circle Officers in such a way as to avoid impairing the
authority of the latter,

98. (1) Seonnd in the list of subjects not already disoussed is the very
important question regarding the relations of the Post Offies and the Telegraph
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Department in oonnection with the combined office system. The reference in
the Resolution is expressed in the following terms :—

What measures should.be taken to promole closer and more intimates
relations betwren the Post Office and the Telegraph Depariment in the matier
of combined ffices, and what principles should govern (a) the opening of new
departmental offices, and (b) the combining of offices already separate.

Conbined Offios (ii) A remarkable feature in the history of the Indian Telegraph Depart-
' ment has been the great success of the combined office system, introduced in
1883, under which a large number of post offices perform telegraph work in
addition to postal duties, and the Telegraph Department defrays the expendi.
ture and receives the revenue. This scheme has been the means of extending
telegraph facilities in the more important towns and to outlying parts of this
country ; and though by the end of 1905-06 the number of these offices had
reached a total of 2,029 with an anoual income of 29 lakhs of rupees, the
increase would have been still greater but for therigid conditions under which
guarantees have till lately been required.

Bules for 97. (i) The changes made in these conditions in 1904,® together with the

guarantees.  rapid expansion of commerce and the general spread of education in India, will,
we believe, have a marked effect in stimulating the demand for combined offices ;
but it will_nevertheless be advisable for some years to come to follow a more
liberal poliey regarding the opening of these offices, even if a proportion of
them should p ove unremunerative for a year or two. We have received
evidence to the effrct that even the revised rules are not sufliciently liberal.
They require that the whole loss on the working of an office should be made
good by the guarantors for five years, and this condition tends to restriet
the extension of the telegraph system in various tracts of the country,
We are therefore of opinion that a modification of the rules is desirable,
In the United Kingdom, where Stite encouragement to the development
of this service is less needed than in India, the guarantor is required to under-
take for seven yrars liability for one-third of the deficit due to the opening
of an office; and wae consider that the oircumstances of this country justify
the adoption of a policy on similar lines. We recommend therefors that
guarantees should be fized at half instead of the whole of the estimated loss,
the perivd of five years remaining unchauged. Had this arrangemeat for
calcilatiag gnarantees been in force in 1905-08, Government woald have
inourred an ext-a expenditure of Rs. 10,460, of which only one-sixth would
have been on account of offices guaranteed by private persona. T1he figures
upon which this eilculation is based have been supplied by the Examiner of
Telegraph Acounts, and will be found in Appendiz M.

(ii) Tnanother respect also a change might be made which will be advanta-
geous to tracts of country like the Duars and Assam. It was urged before the
Committee that, when the question of the guarantee for an office on a new line
is under consideration, the circumstances of the other offices on the same line
should be t:ken into aceount, and no gusrantee should be required if the group
of offices taken together are remunerative. We are of opinion that this
principle should be adopted in order to promote the extension of telegraph
facilities in backward parts of the country.

Expanaion of 98. Speaking generally, thereis a considerable field for expanding the com-
:hti::?iIM- bined offics sy<tem, especially in the larzer towns, Systematic inquiries
* Vide rorpemomdenes soding with Government of Indis, Commerce snd Iodustry Department,

No. 1848-8. T., dsted 230d May 1005.

v




Im sment
of PMM“
signallers.

REPORT OP THE TELEGRAPH COMMITTEE. 76

should be made from time to time to ascertain what important podt offices in
the different parts of the country should be constituted telegraph offices, and
one of the chief duties of the Telegraph Circle Officer will be to prepare before
the end of each year a programme of combined offices proposed to be opened
during the next financial year. This programme should be drawn up on the
advice of the Divisional Superintendents of Telegraphs, and in consultation with

“the Postmaster Qeneral, who should be informed as early as possible of the

decision arrived at regarding each proposal, so that he may be in a position to
have trained signallers ready to take charge of the new offices.

99. (i) Asfour-fifths of the tofal increase in receipts from messages which
took place during the four years endiog 1905-06 was derived from combined
offices, which now have a gross revenue of 30 lakhs of rupees, it is apparent
that the future development of the Telegraph Department depends largely on
the success of this scheme ; and during our tours we made a point of visiting
a oonsiderable number of combined offices in order to ascertiin what improve-
ments and modifications are desirable in the organisation and administration
of the system. We found that the work in most of the offices is as
good as could be expected taking into oonsideration the standar8 to which
postal signallers are trained ; but we are satisfied that this standard is not
sufficiently high and should be raised as proposed by both -the Direotor-
General of Telegraphs and the Director-General of the Post” Office. The
improvement in the signalling capacity of postal sigoallers wili not only
ensure the greater efficienoy that is required in combined offices, but will
increase the average outturn of the departmental signallers, since the rate at
which a signaller can dispose of traffic is limited by the speed of the signaller
at the other end of the wire; and many of the departmental signallers, who
now work on combined office oirouits, are unable to show a good outturn on
acocount of the slower working of tho postal signallers, We therefore recom-
mend, on grounds both of efficiency and economy, that the standird by which
postal signallers should qualify before employment on telegraph duties be
raised, except in Burma and Assam,* from 16 to 20 words a minute in plain
language ; that they should pass a Code and Figure test of 16 words except
in thess places; that the course of instruction be extended from six to nine
months ; and that after leaving the training olass the signallers be employed in
a Government Telegraph Office from one to three months, so as to fit them
thoroughly for the practioal work of a signal office.

(ii) It will be impossible in most parts of the country to secure suitable
candidates prepared to undergo training for nine months at their own expense,
and we recommond that a monthly allowance, ranging from Rs. 7-8 to Rs. 20
a month, according to the ciroumstances and requirements of the different
Oiroles, be granted to postal probationers during the period of their training ;
and that while they are employed in the departmental offices they should be
granted the pay of reserve signallers, which is usually Rs. 20 prr mensem. A
similar allowanoe is already giveu to sll departmental probationers as well
as to the postal probationers in Burma, and we are in agreemeunt with the
view of the Director-General of the Post Office that it is now necessary to
extend the grant of the allowance to all postal probationers. The expenditure
involved in granting this allowance will be covered by the saving that will
aocrua to tle Telegraph Department if the proposalt to use postage instead

® See paragraph 89 (iii) above,
1 Fide parsgraph 141 (5} balow.
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of telegraph stamps and to abolish commission on postage stamps is carried
out.

Csauses of delays 100. In connection with the work of postal signallers it is but fairto men.

to traflo. tion that much of the delay to the telegraph traffio of combined offioes has been
due to the excessive number of offices on one oircuit; and though there has
recently been an improvement in this respect, we consider that further
measures in this direction are mecessary, and that ordinarily the namber of
offices on one oircuit sheuld not exceed five. Delays on these lines are not as
a rule caused by the rush of traffio, but by the offices having to use one wire
in turn, and the inconvenience is aggravated by the existence of three olasses
of telegrams, Instances also came fo our notice of delays to traffic due to the
insufficient establishment of eombined offices,

Pay of postal 101, It has been urged on all sides that the scale of pay of postal signallers

slgasliers. thronghout India is inadequate with reference to the nature of the work required
of them, and that, owing to the paucity of appointments on pay exceeding
Ba. 40, postal signallers, when they have attained their greatest efficiency in
telegraphy, have fo be promoted in the ordinary course to postal appointments
on higher pay and in this way are entirely lost for telegraph work. In the
United Provinces, for example, the grading is as follows :—
Phole time .
Re,
2on , . . . . . . . 60
10on . . . . . . . . » 40
8%on . . . . . . . . . 80
lon ., . . . . - . . . 25
7 on . ' . . . . . . . 20
128
i rpbnies Aoent
ot olerics.
Ba,
lon . . . . . 40
lon . . . . ‘ ‘ R 80
lon . . . . 16
on ., . . . . . 20
8on . . . . . . 16
lon . s } . . . 12
‘66on . o . . . 10
430on ., . . . . . B
lon . . . . . . . . 2
125
We are fully satisfied of the necessity that exists for improving the rates
of pay generally, and as these must necessarily vary from province to province,
the Director-General of the Post Office is in the best position to decide with
reference to local circamstances what emoluments should be attached to each
sigualling appointment. .
Annual grant o 102. When reviewing our financial proposals we mentioned in paragraph

Genaral of the 17 above that we intended to recommend an annual grant to the Dirctor-
for the w(:):rklng General of the Post Office for the working charges of combined offices, We
O doffices. Will here proceed fo state this recommendation in detail. Recently an

arrangement was made between the Post Office and the Telegraph Department,
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in accordance with which 3rd class o/Boes are worked by the Post Office on
8 contract system based on afixed charge for each office; and the Director-
General of the Post Office arranges for the whole establishment of such
offices and fixes the pay without reforence to the Telegraph authorities.
This simple procedure has saved a vast amouut of correspondence between the
two Departments regarding potty details besides reducing account work
greatly ; and we consider that the principle thus adopted of authorising the
Direotor-General of the Post Office to settle the staff and pay for 3rd class
combined offices should be extended to 1lst and 2nd class offices also, as well as
to all items of recurring and contingent expenditurs, subject to the condition
that the entire oharges incurred do uot exceed the total of an anuual
grant placed at the disposal of the Director-General of the Post Office
for the working of all the combined ofBces under his control. At present, if
an extra messenger or signalleror an increase in rent is needed fora 2nd
class combined office, the Superintendent of Post Offices has to obtain the
assent of the Telegraph Sub-Divisional Officer to the proposed revision ; then he
addresses the Postmaster-General, who, after obtaining the concurrence of
the Superintendent of Telegraphs, applies to the Director-General of the
Post Office for formal sanction. ‘The latter forwards the proposal to the
Director-General of Telegraphs, who has in the meantime been addf®ssed by
the Divisional Buperintendent of "lelegraphs on the subject. The Director-
General of Telegraphs then communicates his formal sanoction to the Director-
General of the Post Office, who intimates the fact to the Postmaster-
General and to the Accounts Office, and the Superintendent of Post Offices is
‘then informed of the revision. Thus a vast number of references has to be
deult with in connection with each case, and much delay may arise in obiaining
sanotion to a petty revision even in an urgent case. ‘Ihe Director-General of
Telegraphs almost invariably sanctions the proposals for revision which are
made to him by the Director-General of the Post Offive; and as the latter is
responsible for the proper working of the offices and for providing the staff, it
is right that he should be authorised to sanction the establishment required for
all classes of offices, subject to the limitatioas that he way not create any
appointment over Rs. 100 per mensem, and that the total grant placed at his
disposal is not exceeded. It may be mentioned that these are the conditions
under whioh the Direotor-General of the Post Qffice is empowered to sanction
postul establishment proper,

Mthod of Bxing 103. Though the figures noted below* show that during the past ten years

Shegrant. the total expenditure incurred on account of fixed establishment, rent and
Reczirra, ' EXFENDITURE.*
Revenue realised Proentage of
Number of com- | during the year . Amoant.
Vear. bined offices. ‘on :El: ul.ng.. i "p:".da:‘;: ou
~ " Ra. Rs. -
1898-97 . . . . 1,314 18,564,070 548,709 | 8-694
189798 . . . | vsm 20,883,999 584292 | 28037
18p8.99 . . . 1,472 18,72,5656 6,12,143 | 82-69
1899-1900 . . . . 1,812 24,01,37% 6,866,762 27765
1900-01 . _ . 1,891 25,80,16% 7,23.286 | 28032
190008 . . . .| 17es 2456979 71,7176 | 81:427
190808 . . . .| 1808 24,206,330  T,90.977 | 82K79
1903-04 . . . . 1,859 25.12,934 8,20,082 | 32-670
190405 . . . .1 17 26,70.101 858471 | 82151
1905-086 . . . . 2,029 29,20,347 9,11,291 31205
1906-07 . , . . e 30,20,000 9,42,000 3119 Estimate.
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contingencies in working combined offices has varied almost uniformly with the
amount of the revenue, we are of opinion that it is not advisable at present to
fix the grant to be placed at the disposal of the Director-General of the Post
Office okIndia at a percentage of the gross earnings of all the combined offices
for the year owing to the effect on receipts or expenditure which might be
cnused by special circumstances, such as the grant to the publio of 8 concession
in rates or the occurrence of a war or famine. It seems, however, practicable to
prescribe that in ordinary conditions the grant should be sabject to the limita-
tion that it shall not exceed a percentage of the gross revenue, and we suggest
the adoption of this course. The experience of a few years will show what
percentage oan fairly be fixed as the maximum limit for the grant, but we
think that asa beginning 85 per cent, of the gross earnings may be taken as
a fair basis for the arrangement. Our reason for suggesting this figare, which
exceeds the actuals of the past four years by about 3 per cent., is that additional
expenditure will be required in order to raise the pay of postal signallers
generally, to create well-paid appointments of head signaller for the more
important combined offices and toincrease the reserve of signallers. In addition
to the advantages already explained, an arrangement on these lines will save
a large gmount of account work in both the departments aund will give the Post
Office a more direct interest in the snccessful working of combined offices.

104. (3} We consider that the experiment should be made of recruiting the
Local Scale of departmental signailers from the ranks of the postal signallers
who bave qualified by the standard of 20 wordsin plain language and 168 words
in the Code and Figure test and have been found to be efficient operators. The
signallers recruited would also have to pass any higher departmental test that
mightbe prescribed. In making this recommendation we have kept in view the
effect_which this. measure, if permanently adopted, will have in stimulating the
postal signallers while in.the Post Otfice to perform their duties to the satisfac-
tion of the Telegraph authorities, in improving their prospects as signallers and
also in saving Government the heavy expenditure that would otherwise have to
be incurred in training departmental candidates, while there is a large supply of
postal signallers who in the ordinary course would cease to be employed in
the telegraph branch of the Post Office after a few years.

(#6) The Director-General of Telegraphs is in favour of this proposal, but the
Director-General of the Post Office of Irdia has not supported it on the grounde
that it would deprive the Post Office of about 40 of its best signallers annually
and that postal signallers should have their prospects of advancement in the
Post Office so improved as to render it unnecessary to promote them into the
Local 8cale of the Telegraph Department. While agreeing with him that a
general improvement in their pay in the Post Office is required and should be
made gradually, we consider that this system of recruitment for the Local Scale
is well worthy of a trial.

105. It was frequently bronght to our notice that Postal Superintendents
are at a great disadvantage in controlling their signalling stafl owing to their
ignorance of the teclinical details of telegraph work, and that for this reason
complaints made by Telegraph Officers regarding the working of combined
offices conld not be disposed of with reasonable promptitude, We consider
that this state of affairs should be remedied by requiring the younger Postal
Superintendents now in the service, and all those appointed in future, to underge
a course of training in telegraphy sufficient to enable them to understand the
ordinary irregularities which come before them in their daily work. The
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extent and nature of the training should be settled between the Directors-
General of the two Departments, '

106. Tt has - also come to notice that frequent 1nspeet|ons of ummport.ant
combined offices impose a serious burden on Telegraph officers, who could be
more usefully employed on other duties ; and we are of opinion that such offices
could be properly looked after by a cheaper agenay, and that the time bas come
when " regular inspections of 3rd class combined offices should - be entirely per-
formed by officials of the Post Office. - For this purpose it will be necessary to
train Postal Inspeetors in telegraphy or to appoint postal inspecting signallers as
may be found suitable to the different parts of India, and it will be an important
duty of these officials to conduct a yearly examination of postal signallers to
ensure that they are not falling off in efficiency. As the Postal Departwment has

~ motat present Inspectors trained in telegraphy, we suggest that in the beginning

competent inspecting signallers be lent from the Telegraph Department for this
duty, Officers of the Telegraph Departwent will, as hitherto, visit combined
offices of all classes when they wish, and make suggestions for improving their
working. _

107. The effect of these proposals will be that the Post Office will have in
its employment a large reserve of signallers of such a degreo of efficiency that
their services could, in case of great emergency, such as the occurrence of
war, be placed at the disposal of the Telegraph Department temporarily
to replace Military Telegraphists who might have to be withdrawn in very consi-
derable numbers for duty at the front. We recognise that the number of spare
signallers and clerks employed by the Post Office will have to be large, so that
this liability may be met without ineonvenience to postal work. In this way the
Telegraph Department will avoid the necessity of mainfaining permanently a
large and costly reserve of civil signallers to take the place of Military Tele-
graphists whose services might have to be spared at short notice.

The opening of 108. 'We have here to report on the points referred to us in the second part

new depart-
mental offices
and the com-

of paragraph 14 (6) of the Resolution of September last. Our opinion on the

bining of offices principles. which should govern the opening and combining of certain offices is as

- at present
' geparate.
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follows. We consider that no signal office should be departmental except for
trafiie, technical, military, strategical or political reasons. The telegraph service
should meet the commercial and public interests and we consider that a depart-
mental office is justified on the grounds of traffic, when it has been found that an
efficient service cannot be rendered by the postal staff. The efficiency
of the service depends on the class of postal candidates recruited, the training
which they undergo and the supervision which is exercised over them
In some parts of the country, e.g., Peshawar, Delhi and Poona, combined
offices dispose of traffic considerably exceeding 100 messages a day without
difficulty, but there are other tracts, like Assam and Burma, where competent
postal signallers are not easy to obtain, and where in consequence the neces-
sity may arise to have a departmental office for a traffic of less than 100
messages a day. The proposals which we have made for improving the train-
ing, pay and supervision of postal signaliers will, it is expected, greatly
increase the efficiency of combined offices and render the conversion of such
offices into departmental a matter of rare ocourrence. '
) 109. There are many departmental offices with light traffic a,t different
military stations, which are manned entirely or largely by Military Telegraphists.
The object of maintaining these offices as departmental is to enable the
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Tolegraph Department oconveniently to keep a large number of Military Telos
graphists in training for service when required ; and as the Military authorities
do not propose that any change should be made in the manuer of training
Military Telegraphists, we recommend no change in the status of these offices,
which are not unduly expensive. There are also some small departmental
offices of observation in different parts of Indja whioh should not be placed
in charge of postal signallers, until the improvements in their training and work,
which have been indicated, are made. Insome tracts like Kashmir and Burma
the signallers in aharge of these offices are required to proceed personally on the
line in cases of interruptions, and it is 8 question to be decided purely hy
experience whether postal signallers under the control of the Post Office
should be entrusted with the charze of offices where line work is included

among the ordinary duties of the signallers.
Proposals for .
oonversion of 110. (i) Each proposal for the conversion of an office to departmental or

office combined should be considered on its merits by the Postal and Telegraph Heads
of the Circle in personal consultation, and there should be no practical difficulty
experienced by them in seitling each case with reference to the work done by
the office and the nature of any complaints made against it. 'The point for
consideration in such cases is whether a reasonably efficient and reliable service
can be afforded to the publio by a combined office, and, where this condition
is satisfied, there is no reason for having the office departmental. 1f is
waste of force and money to keep a small office in charge of a wellspaid
departmental signaller, if the work ocan be done efficiently by a cheaper
postal signaller, and the question of converting such offices should be period-
ioally examined as the work of the postal signallers improves in consequence
of the higher standard to be introduced.

(#) We considered whether we should prepare an exhaustive list of the
departmental offices which might be converted into combined, and we found
that it would be necessary to visit each office in question and discuss each case
with the Telegraph and Postal authorities before arriving at a final decision.
This could not be undertaken by the Committee, but with the facts that are

. before us we think the following offices might be converted :—

Byculla, Ahmedabad Camp,* Chilas, Drosh, Chitral, Mustaj, Taru.
Gupis, Kamptee, Thayetmyo,+ Rangoon Secretariat.t
Loi Mwe, Barhi, { Vengurla, Mysore City, Calcutta Park Street.
A fow others which we proposed to include in the list bave been made
combined since the Committes assembled. In the case of all these offices the
"question of the accommodation and the posting of efficient postal signallers
will have to be gone into by the local officers, and we expeot that these con-
versions will result in a large saving of expenditure.
111. () We think it will be convenient if we discuss together items (7) and
of the gﬁgggon (8) of paragraph 14 of the Resolution of September. These items are as
Office and’

amalgamation follows e
of he P stal

iﬂdfﬁgg‘-'”h (7) P hether the aocoun’s and audit system of the Telegraph Department
OoONEIE should be amalgamated with that of the Post Office.

(8) Whether any, and if so what, changes are required in ihke ezisting
hY

* As soon aa the troops are removed.
Subjoct to the approval of the loeal Government.
‘Whan the wires are transforred £o the posts along the nilway line
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organisation of the Check Office in view of the erpansion of message lraffie,
and in particular ;—
(a) whether any part of the work can be transferred o any .Accounts
Department, and . ]
(b) whether any part of the work can be decentralised and (ransferred
to the Circle Officers whom it is proposed to create.
~ The two questions are intimately connected because the amalgamation of
the accounts depends upon the decentralisation of the Check Office.
(i5) We are of opinion that the general eharge of the Check Office should
be vested in the Examiner of Telegraph Accounts. When this change takes
place the appointment of the Superintendent of the Check Office will be
abolisked and a corresponding reduction will be made in the number of Super-
intendents’ charges tenable by officers of the Telegraph Department. But as the
Examiner could not without assistance undertake such a large addition to his
ordinary duties, it will be necessary to attach to his staff an additional Accounts
officer, probably of the rank of an Examiner, Class IV, or & Deputy Examiner,
Class I. If the average salary of such an officer be taken at Ra, 700 per
mensem and that of the SBuperintendent under the present system at Rs. 850,
there will be a smsll saving of Rs, 150 a month or Rs. 1,800 per annum.
‘We further think that, as an exception to the general charge of the Examiner
and as & temporary measure, the Fault and Complaint Section should be placed
under the Director of Traffic, with a Sub-Assistant Superiatendent in immediate
charge, until the Examiner can take it over also; and when the Examiner
takes over this section, which we believe he will be in & position to do as scon
88 be has reorganised the Check Office, the Sub-Assistant Superintendent can
be retained to assist the Examiner temporarily, or permanently as may be
found necessary.
(#45) We consider that unless a great improvement were made in the work-
ing of the Check Office immediate decentralisation would be necessary. We
believe, however, that as the result of placing the office under the Examiner
the methoda of work will be greatly simplified, and the necessity for increasing
‘the accommodation of the office in proportion to the increase of traffic will
become less pressing. 'We are of opinion that the Check Office must be reor-
ganised by the Examiner, and that the reorganisation of the office by him and the
simplification contemplated must precede any measure of decentralisatiom.
This complete reorganisation will, it is expected, ocoupy the Examiner
{two or three years, and on its completion there will be no difficulty in deciding,
with reference to the inorease of traffie, the size of the office establishment and
the accommodation required, whether decentralisation must then be effected at
.once. BHow soon after fhis reorganisation the decentralisation of the Check
-Office will have to be carried out, we are unable to state definitely, but we
think there is every indication that it must be effected within & period of five
years from the present time. As soon as this measure is decided upon, the
Examiner’s Office, including the Check Office, should be amalgamated with
the Postal Central Aundit Office and decentralised to the same extent as the
Postal Accounts, The Fault and Complaint Section in the Examiner’s Office
-also would simultaneously be decentralised to the like extent. There are at
present only three Postal Audit Offices, and though it may not at first be
neocessary to have one joint audit office in each Circle when the amalgamation
of the two Accounts Departments ocours, this step will, we believe, be found
necessary before many years,
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(fv) The chief reasons for amalgamating the accounts offices of the two
Departments are—

(a) Decentralisation of the two Audit Departments and the Check
Office to the extent that is desirable can be carried out with
much greater economy, and therefore in all probability much
earlier than if amalgamation did not take place,

(b) The combinafion of the Audit Branches of the two Departments
will enable Government to replace the Comptroller of the Post
Office and the Examiner of Telegraph Accounts by an officer
of the high position and authority of an Accountant-General.

(¢) Accounting between the two Departments will cease and duplica-
tion of work will be avoided.

(d) The difficult question of accommodating the Examiner’s Office and
the Check Office in Caloutta will constantly recur so long as they
remain centralised.

This question isa very pressing one at present, and any arrangements
now made will bave to be reconsidered from time to time as
traffic inoreases.

(¢) The work of Circle Officers of both Departments would be greatly
facilitated if they were in close touchb with Accounts officers at
their head-quarters,

(v) One reason, which weighs strongly with us in recommending the amal-
gamation of the two Accounts Departments and the decentralisation of the whole
including the Check Office to the extent ultimately of having one Audit and
Check Office in each Circle, is that this arrangement when carried into effect
will enable the Circle and Divisional Officers of the Department to investigate
and finally dispose of all public complaints relating to Iuland telegrams.
Under the present system the Check Office at Calcutta deals with complaints
regarding traffic, often without having to refer to the local officers, and
we consider that this systerh is defrimental to the authority and weakens the
responsibility of the latter, and prevents them from being in as olose touch with
the public as is desirable. 7

(vi) It has been urged that the Check Office work must all be done at one
central place for the whole of India because of the difficulty that would arise
in getting fogether the drafts at local centres. 'We agree that Foreign telegrams
can best be dealt with at one centre, but as regards Inland telegrams there will
be no practical difficulty in decentralising. Each Audit Office will receive all
the drafts in connection with the messages originating in ita Circle,

Acoommoda. 112. () In connection with the present matter we have examined the subject
Boninthe of the accommodation and arrangement of offices in the Central Telegraph Buil-
ph Bullding, ding at Calcutta with special reference to the question of providing a new Signal
sloutts. Office. The booking hall is inadequate for the needs of the public and of the
Department ; the space allotted to the delivery branch is totally insufficient ;
the signal room is too small and the instruments are in consequence arranged
too closely together, while the space available for the antomatic instruments
is already over-crowded. 'The room allotted to clerks is not sufficient ; there is
no adequate sleeping accommodation for the forty men on the night watch who
get a few hours’ sleep when not required for duty, and the passages have to be
utilised for this purpose; there is the greatest difficulty in obtaining rooms
for the officers to work in and we found an instance of four officers being

required to sit in one room. '
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(#6) We consider that the need for additional acoommodation is most press-
ing, and as no re-arrangement or structural alterations will render the Signal
Office suitable for the requirements of the Department for any considerable
time to comse, we are strongly of the opinion that a new Signsl Office should
be built on the site of the Medical Stores adjoining the existing office.

(#44) It will probably be three years from now before the new Signal Office
proposed will be ready for occupation, and some arrangements must be made
to meet the immediate demands, and those that will arise during the next three
years for extra ascommodation for both the S8ignal Office and the Check Office
and to provide room for the Statistical section of the Check Office which we are
about to recommend.*  As the only office that ean he moved easily is that of the
Director-General of Telegraphs, we consider that this office should be located
elsewhere temporarily until such time as the new Signal Office is built. When
thishas been done, and the Examiner’s Office and Check Office are decentra.
lised, the existing and the new building will suffice to provide all the office
accommodation required.

(¢v) We have considered the desirability of locating the Examiner’s Office in

the Central Telegraph Buildings, so that the Examiner might have his own and

the Check Office under him in the same building during the important stage of
reorganisation. This is not, however, we think, possible of attainment, even
when the Director-General’s Office vacates, as the rooms which will then be
available will not be sufficient to accommodate the Examiner’s Office, The
building is subdivided into & number of small roors, is unsuited for a large
office, and does not admit readily of stractural alterations to make it suitable.

118. (§) In order to complete our proposals for the reorganisation of the

Check Office it is necessary that we should disouss not only the

admivistrative machinery by which the work is to be carried on, but also the
nature of the work itself and the arrangements which should be made for its
simplification and reform. The proeedure in foree in the Check Office bas been
described in great detail in a letter No, 165-G., dated 14th August 1906, to the
Government of India from the Director-General of Telegraphs, as also in a report
submitted to Government by the present Aoccountant-General, Public Works
Department, and it is not necessary for us to deseribe it afresh. We propose,
therefore, premising that our remarks apply to lnlanl‘ message traffic only, to
proceed at once to the statement of the system which we think should be
adopted. ,

(#) In dealing with the question it is desirable first to define briefly the
functions of the Obeck Office proper and then to deal separately with each.
The functions are briefly, (I) Audit of the Revenue of the Department,
(II) Acoounting for and adjnstment of the Revenue, (III) Oustody of drafts
and subsequent references to them, and (IV) Preparation of Revenue Statistics.

114. (¢} For the andit of the revenue to be complete the points to be looked
to are : (a) that every message and every word signalied is paid for except
those allowed to be sent free, () that the correct amounts due are recovered,
and (¢) that the amounts collected are paid into the Treasury. The first
requirement is met under the present system by & rough count of the drafts
as received against the total number as shown in the invoice, and by
pairing a cerfain percentage of the received and sent drafts; but as the
pairing does not extend to a comparison of the words in the drafts, it is

- possible that more words than are paid for may be sigpalled without the

# Vide parsgraph 118 bolow,
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Check Office discovering the fraud. It was to meet this contingency that the
Accountant-General, Public Works Department, suggested that signal offices
should prepare statements of the messages received by them and the value of
each such message. We have given careful consideration to this proposal
and are not in favour of it, 'The danger of frauds of this kind is very slight
in those offices where the signalling and booking are done by different men,
and is only likely to arise in those offices where the same man is both book-
ing clerk and signaller. Further, we consider that the proposal would throw
much extra work on the larger departmental and combined offices, and that the
expense would prove excessive, It will be enough if the messages despatched
from those offices, where the same officials do both booking and signalling,
are compared occnsionally with the corresponding received drafts.

(¢2) The proper method of meeting the first requirement is, we consider, a
careful check on the serial numbers, whether inserted by maohine or by hand.
‘When the bundles of “sent” messages are received in the Check Office they
should be examined to see that the opening number follows the number on the
message last received and that the numbers on the messages are consscutive and
none migsing, Ia addition a certain number of sent and received dratts should
be paired to see that * sent *’ messages exist corresponding to the received ones.
At present 25 per cent. of the “sent’® messages are so paired, and we consider
that this percentage on the total is sufficient; but it should be_so applied
that more than 26 per cent. of the messages hand-numbered are paired, the
percentage in the oase of those machine-numbered being decreased to adhere -
to the 25 per cent. on the total.

The second requirement is that the correct amounts due are recovered.
This safeguard is provided by what is known as * cash checking,” &
check which consists of counting the worde in the drafts, calculating the
charge and seeing that the stamps affixed are of the same aggregate value
as the fotal charge. Indireotly, the stamps are examined to see that none
have been used before and that they are otherwise correct. This is the most
important revenue check, and at present 874 per cent, of the messages are
subjected to it, thongh in times of pressure this rule is relaxed With the special
sanction of the Director-General of Telegraphs. It may not be necessary
to apply this check to every messags, but we consider that it should be applied
to as large a percentage as practicable ; the actual percentage being fixed by
the Accountant-General, Pablic Works Department, in consuliation with the
Examiner, and no modification being made without the Aoccountant-General’s
previous sanction.

(iv) The third requirement is that the amounts collected are paid into
Treasury. With the exception of those few cases when stamps are not used
and payment is made directly into Treasury, or where for want of stamps
combined offices remit collections to the Check Office by money order, this
requirement is provided for outside the Check Office by the rule that all
inspecting officers shall count the stamp imprests of offices, and satisfy
themselves that oash or stamps exist to the full .value .of the imprests. This
seems all that is required,

Aooggnﬁns' 116. (¢) At present every signal ofice sends to the Check Office anelaborate
Fovenue. statement, known as the sent register, in which every message is detailed

with its number, date and time, station to, number of words chargeable,
value in the column for its class and other particulars. The preparation of
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this statement involves a considerable amount of work in signal offices, as
well as delays fo messages by the practice that exists in most small offices
of posting up the register before messages are signalled ; and the examination
of its many detfails imposes an excessive amount of work on the Check Office,
In Epgland this register has been abolished and no exact account of the revenue
is maintained, an approximate estimate of the receipts of the year being framed
from the earnings of two weeks selected as most likely to give accurate
results. But in that country the Postal and Telegraph Departments have been
amalgamated, and telegraph revenue and expenditure are but & part of the
whole; moreover telegraph rates may be said to have attained finality;
whereas in India the two departments are distinct and finality in telegraphie
rates has not been reached. We consider, therefore, that it is necessary, for
the present at any rate, to maintain an exact account of the revenue, though
at the same fime it should be seen how the approximate estimates, calculated
on the receipts of two weeks’ traffic only, compare with the actuals with a
view to ascertaining whether an approximation so calculated would not be
suffioiently accurate for all practioal purposes.

Bim n

116, (§) Though we think it is necessary to keep an exact account of the

O e sent 4 its total revenue, we consider that this account need mot be kept in the same
consoquences. (etaj) as at present. The existing practice is for the receipts under each of the
following heads to be accounted for exactly :—

State
subdivided
under

Urgent.

Ordinazy.

Deferred.

Private Pross
subdivided mubdivided News froey
under © mnder ete.
Urgent, Ordinary.
Ordinary. " Deferred.
Deferred.

This division is wanted for statistical purposes; but it is not essential for
the purposes of arriving at the total revenue of the Department or of ascertains
ing whether the Department as a whole is paying its way. It merely shows
the number of messages of and the receipts from each class. Owing to the
minimum charge the average number of words in each class of messages can-
not be caleulated from the receipts, though this information is essential when
dealing with any proposal to modify rates. We consider that the division into
State, Private, etc., and Urgent, Ordinary and Deferred can be ascertained with
sufficient accuracy from the messages of two weeks in the year, and should
be prepared along with and at the same time as the other statistical informa.
tion, the compilation of which will be proposed below.

(#) Further, the name of the office to which each message is booked is also
entered in this register against the message. It has been contended
that this information is essential for Oheck Office purposes, as in Criminal
Court and other special cases that office is frequently required to produce
messages, the only details supplied being the sender’s name, and the office fo
which the telegram is booked, and that if the name of the *station to” is

" omitted from the sent register muoh extra labour will be involved in the finding
of the partioular drafts wanted, Admitting that the abolition of this column
will throw extra work on the Check Office, we navertheless consider that this
will be more than compensated by the saving of work in signal offices, as
these offices will then be saved the labour of writing ten million names, and
the saving will increase as traffic grows, 'We recommend therefore thab this
eolumn should be excluded from the sent register.
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(dii) If the modifications we have proposed are accepted the sent register
should then be confined to showing merely the numbers of the messages
and the amounts, all the other details now shown being done away with,
This will bring about a coosiderable saving of clerical labour in signal
offices, and effect a reduction of work im the Check Qffice itself, as there will
be fewer partioulars to check and fewer oolumns to add. The examination of
messages in the Check Office will then consist first of the scrutiny of oonsecus
tive serial numbers; secondly, of the cash check and the simultansous come
parison with the entries in the sent register; thirdly, of such pairing and
comparing as may be ordered—practically the present examination, pruned of
all refinements and with & more systematic oheck of essentials, the underlying
principles being the continuity of the serial numbers and an efficient cash cheok.

(iv) The proposed modification of the sent register will admit also of a
simplification of the work now done by the Routine Branch on the first receipt
of the bundles of drafts. Sent, received and transit drafts of each office are
now received packed in one bundle with an invoice enclosed. With the
modified form of sent register proposed it will be possible for this form to
serve also as the invoice of the sen{ drafts. Signal offices sbould then be
instructed to prepare separate bundles for the sent, received and transit drafts,
treating the sent register as the invoice for the sent drafts, and for the received
and transit preparing small invoices showing merely the number of drafts
enclosed. As signal offices have now to sort the sent, received and transit
drafts separately, and to send them to the Check Office in separate packets
enclosed in the main bundle, no additional work will be thrown on them, but
work will be saved in the Check Office as the bundles without being opened
can be sent direct to the sections that will have to deal with them, instead of
the bundles as now being first opened, the sub-packets counted and sorted out
and the bundles refastened. It will save too the register now maintained by
the registering clerks. Further, if all information as to classes is obtained
from the traffic of two weeks it will not be necessary for signal offices to sort
the drafts into olasses and they should be sorted in numerical sequence. It
will be necessary to introduce fresh wrappers for the bundles showing clearly
the nature of the drafts they contain, but this and other details, such as the
best method of picking out those few drafts requiring special treatment, may be
left to the Examiner to elaborate; it is sufficient if the broad lines to be
followed are laid down here. It may be mentioned that a modification in the
direotion here advocated has lately been introduced, the bundles of drafts from
departmental offices being now sent unopened to the Message Branch ; and the
change has been found to work well. For want of space this modification in
past procedure has not been extended to the drafts from combined offioes.

Other suggos- 117. Other directions in which simplification of work seem possible are

tione for ine *
simplification of the following :—

wor (¢) We have recommended elsewhere * the abolition of the commission
now given on the sale of postage stamps. This cbange will
save work in the Check Office whioch will be relieved of the
ealoulations required toarrive at the amouut of commission to be
paid by the Department.
(b) If there are no international or legal objections the time during
which inland message drafts are kept should be reduced from
four to three months:

® Fide parsgraph 141 (5) below.
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(c) Licensed systems should be allowed to retain the drafts of messages
originating and tferminating on the same system and to destroy
them after the speoified period, an officer of the system being
responsible for their proper oustody and destruction.

(d) If postage labels are to be used in place of telegraph labels,* the
Direotor-General of the Post Office should be asked to agree to all
Telegraphic Money Orders being stamped by the Post Office before
they are sent to the Telegraph Office for despatch. The Post Office
collects the teie'graph charge from the sender and as there are
fixed charges for these telegrams the Post Office knows what
stamps sbould be affixed, The proposal, if effected, will save much
work in the Check Office as there will then be no bills against the
Post Office to prepare, and Telegraphic Money Orders need not be
treated separately.

(¢) There is an adjustment with the Post Office of sums collected and
amounts distributed oun acoount of express charges, It has been
ascertained that the resulting balance at the end of each year is
small, and it is suggested that each Department should retain its
own collections and charge off its disbursements in its own
accounts. This arrangement will save work in the Check Offica,

(/) Elaborate monthly statements showing the number and value of all

telegrams from both departmental and combined offices are now
prepared for submission to the Director General of Telegraphs, a
copy of the statement relating to combined offices being sent to
the Director-General of the Post Office. These statements impose
much work on the Check Office, and as the Director-General of
Telegraphs can at any time obtain from the Check Office such
information as he may require about an office, and every combined
office sends to the Post Master General of the Circle on the 1st of
each month a statement showing the number of messages and
revenue earned during the preceding month, the preparation of
these statements by the Check Office seems unnecessary.

(9) The Accountant-General, Public Works Department, recommended
that the punching of the stamps on message drafts should be
discontinued. We received evidence on this point, and though
it was generally admitted that the punching of telegraph labels
was not necessary, yet it was contended that it was necessary
to punch postal labels as these, even when otherwise defaced, have
a comparatively bhigh market value. The punching of these
stamps necessitates the employment of four men only and, as our
proposals o abolish separate telegraph stamps will neoessitate
the printing of postage labels of high denominations, we consider
that punching should be continued for the present,

Statistioal 118. (é) We are much impressed by the great dearth of statistical informa-

| tion possessed by the Department, the exactness aimed at in the preparation of
the few statistios that are maintained and the almost entire absence of collabora-
tion between the Examiner's Office and the Check Office. The statistics, with
the exception of those showing the division of the fraffic into the main
olasses, are prepared only spasmodically for partioular inquiries, there being
no separate branch organised for their systematio preparation., We feel that
the beads of the Department must have been placed at serious disadvantage in

* Fide paragraph 141 (5) below,
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their administration by this lack of information, and we etrongly urge the
formation in the combined Check Office and Examiner’s Office of a Statistical
Branch which, in 8 Department like the Telegraph Department, is essential to
good administration. 'We recognise that this proposal entails expenditure, but
we consider that the money will be well spent, and that the measure is one
likely to effect economies in other branches of the Department resulting in
savings exceeding its cost. Too great exactness in the preparation of the
statistics required should not be aimed at, and it will be enough, following what
is done in England and on the railways in this country, if the statistios are
based on the traffic of two weeks, one chosen from each half-year as being
representative of the traffio asa whole.

(%) The statistics which we think should be kept are the following :—

1. The division of the traffic into the main classes, State, Private, Press, News
Free, eto., with the further division of each into Urgent, Ordinary and Deferred.
Under each of these sub-divisions should be shown the number of words in
the preamble, in the address and in the text and the average amount realised
per telegram. The statistios kept up at present show the division into the main
and minor olasses with the average amount realised per telegram, but the
average number of words in the preamble, address and in the text is not shown,
and this information is very necessary.

II. Bignal office statistics giving details of the stalf employed in each
Departmental signal office, the outturn of the office and the average outturn-
per man. These statistios should show :—

(a) Number of messages divided into—sent, received and transit.

.(5) Staff employed in the signal offices showing specially number of
Sub-Assistant Superintendents, Telegraph Masters, Testing
Telegraph Masters, si ers, booking clerks, despatching clerks,
other clerks, delivery peons and office peons,

(c) Percentage of supervising staff to signallers,

(d) Percentage of supervising staff to clerks.

(e) Average number of messages disposed of per signaller,

(f) Average number of messages disposed of per booking elerk.

(g) Average number of messages disposed of per despatching olerk.

(h) Average number of messages disposed of per delivery peon,

The offices in the statement should be so grouped one below the other, as o
afford a ready means of comparison between similar offices,

111, Statistics showing the trend of trafio and the main sfreams it
follows. This is necessary for a proper distribution of lines and will provide
information showing when circuits are over-burdened, when and where new
wires are wanted and what additional wires will best relieve congestion.
Information on these points will be required by Circle Otficers for the offices in
their Circles as well as by the Director-General for the Department as a whole,
Tt should therefore be collected by Circles, the figures relating fo the larger
streams being then incorporated into a statement for India generally,

1V. Statistics showing the outturn and cost of traffic disposed of by
each kind of automatio instrument, as compared with hand signalling,

V. Average cost of maintaining a mile of wire in each Division, At
present there are no figures showing this information which would be very useful
as a check on expenditure and, by comparing the averages of different years, as
a means of ascertaining whether an officer was working economically. If is
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recognised that the average costs will vary in the different paris of India,
but it will be useful to bring out the differences and to see whether they are
justified by the varying conditions.

(iii) These are the principal statistios which we think should be compiled.
Government and the Director-General will probably from tims to time order
the up-keep of other information, but all should, in the same way, be prepured
on the smallest date likely to give acourate results.

119. (i) The next question referred to us by the Government of India is
that of the reform of the store system. We have been asked (paragraph 14 (11)
of the Resolution)—whether any, and {f s0 what, changes are called for in the
existing slores system of the Telegraph Depariment. '

(ii) The Department has a chief store depdt at Oaloutts, main depdts at
Karachi, Bombay, and Madras, and minor depdts known as Store Branch
agencies, at Rangoon and other places in India and Burma. The chief depdt at
Oalcutta is under the Superintendent of 8tores. This officer is not a regularly
trained Store-keeper, and the appointment belongs to the ordinary cadre of
Superintendents, and is held by any officer of that rank whom the Director-
General may seleot for it.  The wain depbts are in charge of Sub-Assistant
Superintendents except that at Karachi, where, under an arrangement between
the two Departments, the Superintendent in cbarge of the stores belonging to
the Indo-European Telegraph Department is also in charge of those of the
Indian Telegraphs. The Stere Branch agencies are generally in charge of the
Tolegraph Masters of the offiees where the stores are located ; but at
Rangoon a Telegraph Master is employed entirely on this work. The genera.l
control of the Branch is véstéd in the Director of Construction ; and that offices,
and not the Superintendent of Stores, is required to inspect main depdls and
the Rangoon agency. The. inspection of sub-agenoies isleft to Divisional
Superintendents.

(iti) It is one of the rules of the Department that no storss shall be msued
without the orders of the SBuperinfendent of Stores; all indents, from any -
part of India or Burma, have first to be made on him and he then decides from
which depdt the stores shall be supplied. It will be seer therefore that the
control is dual, for though the entire responsibilily for the issne of stores lies

with the Superintendent, yet the Director of Construction is required to inspect
depbts and to examine into the method of the custody of stores. Further, all
estimates for large works have to go to the Superintendent of Stores, who
ostimates the value of the stores required and calonlates freight charges from
depots to the sites of works. This is known as the Store Branch portion of
estimates, and the Saperintendent of Stores is consequently responsible for this
portion of the expenditure. He has a staff of clerks to assist him in this work,

120. We consider the system unsatisfactory. To place a trained Telegraph
Engineer in charge of stores is a waste of his special qualifications; and as
he has not been trained in methods of store-keeping, he is mot =0
well suited to the position as a person who has had that advantage. The
Superintendent of Stores should be responsible not only for the proper issue
of stores but for their proper custody in the main and minor depéts; and he,
and not the Director of Construction, should be reguired to inspect them. We
consider also that the present system of Store Branch estimates, with the divided
responsibility for expenditure on works thereby entailed, is very unsatisfactory
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The functions of the 8tore Branch should be confined to the l:eceipt. custody,
and issue of stores, and the entire responsibility for seeing that the stores asked
for are needed and suitable for the work should rest with the Divisional
Superintendent or Circle Officer. It should be the duty of Divisional
Superintendents to complete the estimates in respect of the value of the stores
needed, and the Store Branch should not be required to watch that indenting
officers do not indent for more than the estimates provide. -The inodent should
be the 8tore-keeper’s authority to supply, and the responsibility of seeing that
the indent is in accordance with the estimate should lie with the indenting
officer. '

Prinoipsal 121. (i) We recommend therefore that the present practice of employing &

fecommends. .Telegraph Engineer as Superintendent of Stores should cease; and that an

Dittee relating gfficer trained in store work, as are store-keepers on railways, should be appointed
Chief Store-keeper to the Department. This officer should be in general
charge of the whole Store Branoh and in immediate charge of the Calcutta
depdt. He should be responsible for the entire receipt, custody, and issue of
stores throughout the Branch, and should be required to make annual iospec.
tions of the main depdts under him, with reference particularly to the rates of
local purchase and labour as well as to the general arrangement of stores,. It
should be his duty, in consultation with the Director of Construction and Circle
officers, to frame the annual indents on England, and to arrange for the supply
direct to depdta of the stores from England required in the Divisions which the
depbts are appointed to serve. Ile should also give forecasts to the workshops
of the stores likely to be required by each depdt, and arrange in accord-
ance with departmental instructions for the local manufaoture and purchase of
stores.”

(ii) The main depdts at Madras, Bombay, and Karachi and the agency at
Rangoon should be exfended in scope and as far as practicable made self-
contained and able to supply all stores usually required. This ocondition does
not, however, apply fo instruments, which should be kept in the Caloutta Depét
only. The system now in force at Karachi ehould be continued ; and the
depodts at Madras, Bombay, and Rangoon should, as is now the case at the first
two places, be in charge of Sub-Assistant Superintendents. We oconsider this
arrangement preferable to the recruitment of men specially for the Store
Branch, because by reservirg these appointments for Sub-Assistant Superin-
tendents the Department will bave a congiderable number of men of some
service and standing to select from, and there will be no difficulty in removing
& Store-keeper who works unsatisfactorily. A further advantage is that the men
recruited will already be aoquainted with the different kinds of telegraph
stores. It is essential, however, that the appointments should not be given to
men who are near the end of their service.

Other resom- " 122. To each of the main depdts defined areas of country should be allotted
mendations.  and the depdts should be able to supply practically all the sto-res required in
a:;‘;tg? main  the aress which they are appointed to serve. The actual apportionment of the
several charges will depend on the Cireles and Divisions created, and should be
made by the Director-General after reference to Circle Officers and the Chief
Store-keeper, the principle to be borne in mind, in fixing generally or in
particular cases the depts on which Divisional Superintendents should indent,
being that stores should be sapplied from the depdt which involves the least
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expenditure in freight. @ 'When the new system is introduced Divisional
Buperintendents or other officers requiring stores {excluding instruments) should
be instructed to indent direct on the depét to which their charge has been
apportioned ; and it should be the duty of the Store-keeper in charge of the
depdt fo supply them, referring to the Chief Store-keeper only when hLe has
not the stores in his own dgp6t. '

Bub-depsts. 123. We recognise that in addition to these main depdts certain sub-depdts
or store agencies will be reqmired. Some are needed for military purposes,
but the majority will provide for stores returned from re-constructions, and
their number and the localities where they must be situated will vary according
to the amount of re-construction done and the speed at which the second-hand
stores are re-issued. These sub-depdts should continue to be in chargeof the

"Telegraph Masters of the offices where they are located, additional clerical
assistance being afforded where the work would otherwise interfere unduly with
the regularduties of the Telegraph Master.. They should be subordinate to the
main depdt to which the area is apportioned, and the Telegraph Master in
charge should be instructed to report to the main depdt all receipts and issues
of stores, It should bo the duty of the Store-keeper in charge of the main
deptt to arrange for the issue as quickly as possible of all stores at these sub-
depéts, and he should incorporate in his books and returns all particulars of
the stores lying at them, copies of the periodical balance returns of stores
being, however, sent direct to the Chief Store-keeper, to enable him to watch
the progress made in re-issuing the second-hand material.

ZJ.L‘L’S :ﬁd 124. (i) In the matter of accounts, we consider that the valued aocounts of
Sooounts of stores should be kept by the Examiner, the Store Branch maintaining, as
now, numerical accounts only, The present system of sending estimates to the
Store Branch for the insertion of particulars relating to stores should cease,
aud Divisional Superintendents and other officers framing estimates should
be required to fill in these particulars themselves from the Rate Lists,
caloulating freight charges from the depdt on which they are instructed to
indent. This change should set free some clerks now employed in the oftice of

the Buperintendent of Stores, and effect a small saving in clerical charges.

(if) Further we consider that the Divisional Superintendent should main-
tain a complete record of the expenditure against his estimates, and be res-
ponsible for the total outlay on the works entrusted to him to execute. For
this purpose the Examiner should furnish bim with monthly statements
showing the values of the stores supplied with such other particulars as will
enable the Divisional Superintendent to identify the stores, and to know the
works to which they are issued. Freight charges, when not paid by the
Divisional Buperintendent, should be advised either by the Store-keeper or by
the Examiner, as may prove the more convenient.

Cods words for 125. It would probably be useful to give Code words to the principal

Wtore ertioles. , grticles in stores, We have received evidence on this point, and there were
opinions to the contrary effect, and we understand also that the Department
bas considered the matter and thought a Stores Code unnecessary. We have
deoided, however, to make the suggestion, though we do not attach much
importance to it.
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g‘fig:;’:ol ;5‘3: 126, As regards establishment, the effect of _this part of our proposal
of the lgal::n;:- is shown in the statement below.®* The pay of the Chief Store-kevper will be
stores. slightly less than the pay of a Telegraph Superintendent, and instead of three
Bub-Assistant Superintendents, two Telegraph Masters, and one sigualler, we
propose four Sub-Assistant Superintendents. The cost of our proposals will be
somewhat below the existing cost, and in addition there will be a saving in
the clerical establishment of the office of the Superintendent of Stores,
estimated at Rs. 500 a month, partly counterbalanced by an additional
expenditure of about Rs, 200 a month in the Examiner’s office to meet the cost
of the extra establischment that will be required to prepare the monthly
statements of stores to be sent to Divisional Superintendents. We estimate
that our proposals on the whole will effect a saving of about Rs. 600 a month,
Decentraltsaq 127+ (i) The last point referred to us by the Government of India in the
don inlarge  Resolution of September last is thus stated : ~ _ "
(12) Whether it is adovisable to decentralise the work of the Depariment
t0 o larger extent in great cities.

(il) We have found it impossible to lay down any broad principles on the
subjeot of decentralising work in large cities, as the circumstances of each oity
and of each office in each city would have to be examined periodically to ascer-
tain to what extent measures in this direction are desirable and can be made
without undue expenditure. The main object to be kept in view is expedition
in the delivery of messages to the puablic, and this object will not always be
best secured by decentralisation. At an outlying office with light traffic only
one or two delivery peons may be needed for the work to be done; nnd if a
message comes to such an office when the peons are absent, it may reach the
addressee later than if it had been sent out from the Central Office where
there is a large staff of peons always ready to take out messages. At present
the general practice in large towns is to deliver all messages from one Central
Office, bicycles and tramways being used by the messengers to expedite their
work. The Department has recognised the advantages of these quiok
methods of locomotion and will no doubt make an extended use of them as
traffic demands.

(iii) In the very large cities it might be possible to mark out delivery areas
and to select particular outlying offices to serve them, thus avoiding the
necessity of delivering all messages from the Central Office ; and we think that
Mount Road, Madras, and Malabar Hill, Bombay, are suitable offices for

Present, Proposed.®
Ras. Ra.
Superintendent of Stores, Grade pay 850 or | 1 Chief Store-keeper . . . 600;630
1,000 -
Presid house-rent and allow- - Presilency house-rent and allow-
r:s:ﬂ;ncy > : ance of & Superintendent of
Telegraphs. ) -
1 Sub-Assiastant Superintendent, 1 Sub-Assistant Superintendent
' Ca.lcntta.M Cal
1 Telegraph Master, Caloutta . 3
) Signaller, Calentta . . | graded _ -. | &
1 Sub-Assistant. Suaperintendent, §pay. 1 Sub-Assistant Superintendent 33
Bombay. . \ . F
1 Sub-Asgistant Superintendent, 1 Sub-Assistant Superintendent | &

Madrss.. . '
1 Telegraph Maater, Rangoon .) 1 Sub-Assistant Superintendent J
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- trying this system. The question of expenditure is an important considera-
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tion in this connection as extra signallers would be required in such delivery
offices and probably it would be found impossibie to reduce the number of
delivery peons in the Central Office by the number appointed in the branch
office, The question is one that must be decided after careful locsl i inquiries
and experiment, and the local Telegraph officers in the places mentioned might
be instructed to make such inquiries with a view to determining whether
decentralisation to the exten{, suggested can be justified-

(iv) The local traffic between offices in the same town is as yet insignificant -
in this country; but in all large cities there are many outlying offices,
and the best way of dealing with messages booked at these offices is a
matter of much importance requiring careful examination. The present rule,
which appears to be quite suitable, is that where there is a wire between
the outlying office and the Central Office, Urgent, and in some cases Ordinary,
messages are signalled to the Central Office where they are dealt with as.
transit messages. All other messages are taken by messengers at fixed times
to tbe head office. In some of the places visited by the Committee these-
messengers have bioycles, and we consider that, where there is & fair amount
of traffic, bicyoles should be used freely.

(v) We understand that telephones have been tried for despatching messages.
to the head office, but given up as unsatisfaotory owing to the number of
errors that occurred. As, however, the use of telephones has become much more-
common since the experiment was made, and persons of all classes are now-
becoming habituated to their use, we oonsider that a fresh trinl of the tele--
phone system for the despatch of messages to the COentral Office should be
made in & few of the larger towns, Pneumatic tubes are not yet required
in India for purely talegraphic purposes, but where postal traffic is heavy
between two town offices and the Postal Department is prepared to make
use of the tubes and bear a part of the cost, it might be found practicable to. -
instal them.

128. We have been asked * to consider whether any extension of the-
powers delegated fo the Direotor-General under item 3, Appendix 1 of the-
Civil Service Regulations with respect to the grant of leave to officers of the
Telegraph Department is desirable ; and in what cases the previous sanction of
the Government of India to acting promotions in leave vacancies should be
obtained, Our answer to this question is contained in -items 18 and 65 of the-
schedulein Appendix E. We consider that the Director-General shounld have full
power with respect to the grant of leave and the making of acting promotions.
in the case of all officers of the Department, of lower rank than Directors.

129, (i) The Government of India® have inquired whether a scheme can be -
devised for the automatic increase of the accounts establishment in proportion
tothe actual increase in trafic. An examination of the figures of establishment .
employed in the office of the Examiner of Telegraph Accounts shows that in
1896 the number of accountants and clerks employed in the office was 114 and
the aggregate of expenditure audited Rs. 79,45,880. In 1906 the corresponding-
figures were 141 and Rs. 1,46,92,889, or in other words an increase in establish-
ment of 24 per cent. was sufficient to audit an increase of expenditure of 85 pef

® Memorsudum of the Government of Indis in the Department of Commerce and Industry, No. 8011-88,
dated 10th Qotober 1904,
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. cent. showing that no direct proportion between the two is possible, The Cheock

Office, which audits the revenue of the Telegraph Department, corresponds
to the traffic audit offices on railways, and we understand that officers
experienced in railway audit work have found that in the oase of their
offices it is not necessary to inorease the establishment in proportion to
the amouut of the receipts, or practicable to act on the assumption that
additions fo the establishment should be in a direct ratio to the growtl; of
traffic. For these reasons we are of opinion that no scheme can be framed for
the automatic expansion of audit establishments.

(ii) The accounts offices of the Telegraph Department 8s forming part of
the Public Works Accounts Branch are under the Accountant-General, Publio
Works Department, and under existing orders that officer has to be satisfied
of the necessify of any inorease before such is sanctioned. .We recommend
the continuance of this procedure which has worked well in the past and
jproved eonducive to economy.

150. (i) Another matter on which Government* have requested our advice
is whether any change is desirablein the present arrangements under which the
sanctioning authority for the grant of leave and acting promotion to superior
Accounts Officers is the Public Works Department, while revisions of the office

-establishment of the Examiner of Telegraph Accounts are referred to the

Department of Commerce and Industry.

(ii) Prior to the formation of the Department of Commerce and Industry,
the Public Works Department was responsible for the administration of the
Telegraph Department, and both the matters mentioned above were referred
¢o that Deparfment. But when fhe Department of Commerce and Industry
was formed and the control of Railways and Telegraphs transferred to it, no
division was made of the Accounts Branch of the Public Works Department,
with the result that the officers of this Branch, as Examiners of Railway and
Telegraph Accounts, are under the control of the Department of Commerce and
Indusiry, and as Examiners of Roads and Buildings and Irrigation Acecounts
under the Public Works Department. The Branch, however, remsins one under
one head, with its officers liable fo transfer from one class of work to the other,
and so long as this arrangement continues, we consider that all orders affecting
the members of the Branch should issue from one Department of Government
only, though the other Department should be consulted if it so desires. The
Accountant-General, Public Works Department, as the head of the Branch,
is also Deputy Secretary in that Department; and it is probably more
convenient for the Public Works Department to issue the orders.

(iii) To the revision of the office establishments somewhat different consi-
derations apply. It must be remembered that the cost of the Public Works
A.udit establishments is charged to the grants to which is debited the expendi-
ture audited by them, In the ease of the Telegraph Department the Director-
General 'is responsible for the entire expenditure charged against bis
grants, and it is only right that he should be consulted before additional
expenditure is incurred. The Direcfor-General merely refers to Government
such cases as may be beyond his powers of sanction, or where the increased
expenditure cannot be met from the grants at his disposal; and as the Depart-
ment of Commerce and Industry is the controlling Department of Government

® Memorandum of the Government of Indis in the Department of Commerce snd Indastry, No. 8011.38,

daked 10th Ootolue 1008,
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for all Telegraph expenditure, such references should be made to that Depart~
ment. For these reasons we consider that no change in the present procedure
is necessary. —

131, We have been asked to consider whether the number of words signalled
should not be recorded in future in the statistical returns of the Department in-
place of the number of messages as at present. To record the actual number
of words signalled in every message would impose a heavy burden on the
Department, and could not ,be accomplished without the entertainment of
additional establishment. But in a matter of this kind exact figures are by no
means necessary ; it will be quite sufficient if an approximation is arrived at,
based on the examination of a percentage of the messages. As explained in
paragraph 118 it will be the duty of the Statistical Branch of the Examiner’s
Office to prepare statistios, based on the traffic of two weeks, one chosen from
each half year as being representative of the traffic as a whole, whioh will
show the number of words in the preamble, in the address and in the text of
each class of telegram., The figures so obtained ean, if it is thought desirable,
be substituted for the number of messsges in the statistical returns of the
Department which are forwarded to the Secretary of State. It will, however,
still be neoessary for various departmental purposes to maintain statistics of

‘the number of messages. For this also our proposals in regard to the work of

the Statistical Branch fully provide.

132. We have received twelve memorials or petitions from Signal Office
olerks, including Booking, Passing, Despatching and Drafts clerks, and eight
from Divisional or Sub-Divisional clerks. We bave duly considered these
representations and have made inquiries regarding the clerical establishment of
the Department during the course of our tours. We find that a gaod deal
of discontent exists amongst the clerks, that no regular or general system
of promotion has been prescribed for them and that, in many cases, the
pay is insufficient, In former years when work was done at less pressure, heads
of offices eould probably dispense with clerical assistance except ‘such as is
involved in copying, in maintaining simple registers and in dealing with
simple aocounts, But with the increase of work and correspondence intel-
ligent and well-trained clerks have become & necessity. The establishment is
8lso affected by the general increase in the cost of living which has taken
Place in this country within recent years. The Signal Office olerks have no
just cause of complaint in their liability to night work or obligation to
discharge their duties on holidays, for they have accepted their appointments
knowing well that these eonditions of work must be obligatory in the Depart-
ment, At the same time their duties are undoubtedly onerous and they
appear to us to deserve consideration,

133. A grievance which certainly ought to be redressed is the undue propor-
tion of temporary hands. Where the bottom of a list is weighted with an excessive
number of temporary appointments the consequence is an inferior standard of
efficiency throughout. Good men will not acoept temporary appointmenta
when the chances of confirmation seem uncertain or remote; it is difficult to
recruit the permanent establishment otherwise than from the temporary men
and thus the whole establishment suffers. In paragraph 18(iv) of this Report
we have proposed the extension to the Telegraph Department of the Post Office
rule that after the expiry of two years temporary appointments should be
either converted into permanent appointments or discontinued. We think
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that this rule should be applied in the ocase of the clerks of the Telegraph
Department with effect from the date of the infroduction of the Circle scheme
or sooner if possible. On application of the rule all temporary olerks, who
have been continuously employed for {wo years or more and whose services were
still required, would be at once broughtf on to the permanent establishment

unless, by reason of want of efficiency or any defeot in character, they were
undeserving of this promotion. :

Representations 134, Many of the complaints or representations made by the clerks have
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been sufliciently dealt with in various other parts of this Report. S8ub-Divisions
will be abolished and their clerical establishments will be absorbed in those
of Divisions and Circles. We have proposed in connsction with the Circle
Scheme (paragraph 15) rates of pay and a system of grading and promotion for
Divisional and Cirele clerks. We shall make general recommendations in
Chapter V regarding (1) Security Deposits (paragraph 161), (2) Fines (para-
graph 162) and (3) Sundays and holidays (paragraph 164); and these recom-
mendations extend to clerks. The reasons given in the same Chapter for refrain-
ing from any proposal to institute a Provident Fund (paragraph 166) apply, as
noted in the proper place, to clerks no less than to signallers. Apart from these
particular points the general and important proposal (paragraph 16(v)) that an
annual grant shall be made to the Direotor-General of Telegraphs for improve-
ments in the fixed establishment will give him the needful funds and authority
to put the establishment of Signal Office clerks on a better footing. Under that
proposal he will have power to revise both the pay and the grading of these
clerks.

135. (i) Amongst the memorials under consideration three have been forwarded
to us by the Government of India in the Department of Commerce and Industry®
with the remark that it is preswned that we shall deal with the subject in our
Report. Of these memorials one is from the clerks employed in the Bombay
Central Office and the local offices of the Bombay Division ; one is from the
clerks of the Karachi office; and the third snd most important memorial
purports to be submitted by the Bignal Office clerks of the Department
gonerally. On this memorial the Director-General of Telegrapi:s has made
report ; and, as he has observed, the Bombay and Karachi memorials do not call
for separate consideration. The subject, so far as it has not been covered by
the remarks already offered, will be most conveniently deali with if we take
up in order the points to which Sir Sydney Hutchinson refers and indicate how
far we agree with him. Sir Sydney Hutchinson’s report ¥ and the general
memorial are printed as Appendix N. '

(ii) Prayers Nos. 1, 2, and 4 of the memorial ask that Signal Room elerks
may be given the pay and prospects of Local Scale signallers. We concur with
Sir Sydney Hutchinson in holding that this request should not be granted.
Signallers have special qualifications and have undergone a special training,
and their pay and promotion should be determined upon principles which do. -
not apply to clerks. We observe that Sir Sydney Hutchinson admits that
“ wo shall have to employ men of superior intelligence to those now in the
service and pay them a good deal better, in the booking, despatching and

. other branches of our largest offices, if the work is to be done in such a way as

to satisfy the public” If the proposed grant for fixed establishment ia

* No. 10563-136, dated the 80th January 1907, and No. 1624-136, dated the 16th Pebrusry 1907.

t Lotter from the Direstor.General of Telegraphs to the Secretary to the Government of Indis, Depart-
meat of Commerce and Indumry, No. 368-E.T., dated the 16th December 1906.
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sanctioned, the Director-General of Telegraphs will be in a position to act upon
this view, Overtime, which is ineidentally referred to, is dealt with in para-
graph 64.of this Report and what iathere said applies to Signal Room clerks,
who have to work in the same watches with signallers.

(iii) It will not, however, in our opinion, suffice to deal only with the estab-
lishments of the Presidency and otber largeoffices. A graded service, when the
grades are so arranged as to ensure a reasonable flow of promotion, conduces to
efficiency and economy, because an equally good class of men can be obtained
at lower rates of pay when “part of the attraction is assured prospects. We
have applied this principle to the case of the clerks of Circles and Divisions;
and we think it should be applied also to the case of Signal Room clerks. In
large offices where the numbers would suffice for the purpose of equable promo-
tion, such grading as exists should be examined and the scale revised to suit
local requirements with due regard to the rafes for clerical labour which may be
current in the place. Thesmall 8ignal Office establishments in Divisions should
be brought on one list for the Circle, as we have proposed in the case of
Divisional and Circle clerks; and a similar system of grading and promotion
should be adopted. The Circle lists for small S8ignal Offices should, how-
ever, be kept quite distinot both from the lists of clerks in Divisional and Cirole
offices and from the lists of large offices which would be separate in each case, The
duties of Signal Office clerks and of ordinary office clerks are essentially different.
‘We are not prepared to make more definite proposals, as we have done for
- Divisional and Circle offices, partly because rates of pay would vary from
large office to large office and in small Signal Offices with the tract of country,
but mainly because scales for such offices must be framed after consvdermg
the actual wants of each office—a matter involving detailed local inquiry—
and because when the improvements in the booking and delivery of messages
which we have proposed are brought into force, reduction in the number of
Signal Office olerks may prove feasible in many places.® If the views here
indicated are approved, Circle Officers should prepare schemes for giving effect
to them, with which the Direotor-General! of Telegraphs, in administering the
proposed grant for fixed establishment, will have power to deal.

(iv) Prayer No. 3 relates to the abolition of fines. We have already refer-
red to our opinion on this point. The petition of the olerks, however, does not
properly distinguish between Check Office fines and the recovery of uncollected
cbarges. Such recovery should certainly be insisted upon and cur recom-
‘mendations regarding fines do not extend to the wholly distinct matter of
undercharges. )

(v) Prayer No, 5—We are unable to recommend the reduction of the
period of service qualifyiog for full pension from 80 to 25 years.t

(vi) Prayers Noes. 6 and 13.—These prayers refer to transfers to other
offices; and the three months’ notice required by rule isdeprecated. The rule for
persons who have deposited security will be found in paragraph 8 of Chapter I
of the Telegraph Code, We think the requirement of notice is a proper one;
and we have no doubt that the officers of the Department apply the rule
considerately and do not insist on the full notice required by the rule except
when it is essential to do eo in the publio interests.

(vii) Prayer No.7 is for the transfer of Signal Office clerks to the Signalling
Branch in preference to outsiders. Bir Sydney Hutchinson has stated the

® On this point see alao paragraphs 138 (i) and 142 (iii) below,
¥ On this point see also paragraph 165,
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present rule, which is that the transfers of olerks to the Signalling Branch is
allowed when the men are fit for that Branoch and bave rendered five years'
service. Such transfers are likely to be rare when the passing standard fs
raised to 23 words per minute. 'We fully concur in Sir S8ydoey Hutchinson's
remark that a elerioal post stould not be regarded as a stepping stone fo the
Signalling Branch. The line between the two establishments should be firmly
maintained. _

(vili) Prayer No. 8 is for the conversion of temporary into permanent
establishment, 'We have already dealt with thissubjeot in paragraph 133 above,
We note the admission of the Director-General of Telegraphs that without doubt
there are too many temporary clerks. This is our opinion also. We entirely
dissent from the suggestion of Mr. Maclean that perhaps this class of service
should not be pensionable. Pensionary rights ave essential if the service is
to be infelligent and trustworthy. This is practically acknowledged, we
believe, in all Departments. The hold that is given by the prospect of pension
is particularly necessary in the case of Signal Office olerks all of whom from
the nature of their dufies are continually in possession of confidential informa-
tion. There would be no sufficient security for the privacy of message drafts
it the clerical - establishment generally were temporarily employed ; and we
think this consideration gives weight to our advice for the speedy conversion
of a great part of the temporury into permanent establishment,

(ix) Prayer No. 9 is for the grant of house rent. We agres with 8ir

Sydney Hutchinson that there is no reason to grant house allowances to 8ignal
Office olerks,

(x)} Prayer No. 10 has roference to Sundays and holidays, casual leave and
(in & certain sense) overtime. No fresh rules seem to us to be necessary on the
subjeot of casual leave. The other points have been dealt with, but in connec-
tion with the plea for overtime on SBundays and holidays we would emphasise
what we have already said. Work on Sundays and holidays is a part of the
duty of these clerks and can afford no ground for additional remuneration,
‘We have, however, made proposals which will give them some relief.

(xl) Prayer No, 11 asks for special pay in Presidency offices and
allowanoes fo clerks at hill stations. Pay in Presidency offices will be dealt
with under clauses (ii) and (iii) of this paragrapb, if approved. We do not
agree with Sir Sydney Hutchinson that any new bhill allowances should be
granted to men not locally engaged. We think the correct principle isnot to
grant allowances in addition to pay, but to fix the pay aocording to the
ciroumstances of the locality, including the cost of living.

(xii) Prayer No. 12 is concerned with grants from the Fine Fund or the
establishment of a Provident Fund. The latter subjeot is discussed in the
next Chapter. The rules relating to the Fine Fund are in Chapter D,
paragraphs 58 to 62 of the Telegraph Code. We do not think that they
require alteration. We agree with Sir 8ydney Hutchinson that Clerks’ clubs,
if started, would be eligible for grants.

(ziv) Prayer No, 14 begs for better medical aid and the grantof free
medicine or a medicine allowance. We would refer to the Telegraph Code,
Chapter D, paragraphs 41 o 51, which are sufficient. We quiteagree with
Sir Sydney Hutchinson that medical certificates can be accepted only . from
gagetted medical officers,
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(xv) Prayer No. 15 is for the grant of commission on telegraph stamps,
We do not support this request as we have recommended ® elsewhere that the
commission on postage stamps should be abolished. Moreover, under the,
proposals made in the paragraph of this Report quoted in the foot-note, telegraph
stamps will no longer be used, postage stamps being utilised for telegrams.

136. In addition to the memorials already referred to we have received one
from the ¢lerks from the Check Office. In that office 267 clerks are employed,
of whom 211 are permavent and the rest temporary, These clerks haye
successfully shown that their aversge rate of pay is low compared with that
given in many other Departments and the grading ie no doubt defective a8
there are 76 men on RBs. 25 to Rs. 30 and 160 on Rs. 30 or less. We have
made proposa]s for the simplification of the work of the Check Office, which
should result in some saving of establishment if not cou nterbalanced by the
growth of traffic in the interval. When the Examiner has taken charge of
the office and has had time fo introduce improvements of system, he should
carefully review the pay and position of the clerks and make proposals for
grading them, following generally the lines which we have suggested above as
applicable to the case of large offices.

* ¥ide pngnph']ll {6).
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CHAPTER V.

MATTERS TAKEN UP BY THE COMMITTEE OF THEIR OWN
MOTION,

Introduotorye 187. In the Resolution by which the Committes was comstituted it was
.said, “The Committee are not limited by the terms of the reference to the
specific questions indicated but are free to take up any matter connected with
the main object of their appointment which is to submit proposals for the
improved organisation of the Indian Telegraph Department in all its branches,
Any defects in working or suggestions for improvements which may come to
their notice should be carefully considered, and so far as necessary, appropriate
proposals should be made.”” Acting on the authority conveyed in these words
we have thought it right to make inquiries into a variety of subjects some of
which were suggested to us by the Director-General of Telegraphs and othera
atiracted our attention during the course of our tours. A few of them have
already been discussed in the three preceding Chapters when they could be
most conveniently aisposed of in connection with the matters referred to us
by Government ; and our recommendations regarding the remainder must now
be brought forward, Of these the most important are the proposals which we
make for the acceleration of work in signal offices and the reduction of the
main classes of messages from three to two,

Acoeleration of 138, (i) We consider that tbe disposal of traffic could be materially
;g;l:si.n signal expedited by the adoption of a less elaborate method of booking telegrams, and
by simplifying generally the mode of desling with both sent and received
telegrams in signal offices. In the fitst place much timeis occupied by the
baoking clerk in filling in the entries on the telegraph form and on the receipt,
and in affixing the double headed stamp and cutting off the receipt portion of
_the form. The pumber of telegrams that a smart clerk can book in an hour
is, as reported to the Director-General by the Superintendent of the Calcutta
office, 22, or about one in three minutes. If the time required for booking is
reduced—ass we believe is possible—to one minute or less; 8 considerable
reduction in the booking staff of the larger offices could be effected.

(ii) In the second place the procedure which is followed in dealing with
the booked telegram, up io the time when it reaches the instrument for despatch,
is unnecessarily elaborate especially in the large offices, and needs simplification.
This procedure varies in the different offices and no desoription which would
apply to all offices can be given. 'We consider thersfore that it will be of
advantage to describe the procedure actually adopted in the Calcutia office in
connection with (4) an inland message presented to the booking clerk for
despatch, and (b) a message received at the instrument for delivery. This
description, we may explain, bas been prepared in personal consultation with

: the Superintendent of that office.
Description of 139. (i) The booking clerk—after making the presoribed entries on the
Hoa e ipt and on the form—impresses both receipt and form with a stamp consist-
in the Calcutta receipt a P P

oftee. ing of aletter to indicate the clerk who books it and a serial number to
indicate the number of telegrams hooked by that clerk during his term of duty.

. He also impresses with an India rubber stamp “X" on Urgent and “D"” on
Deferred telegrams. '
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(ii) The Looking clerk then enters on a * daily slip’’—
(a) the number of the telegram,
(b) theclass ,, , -
(¢) the station to,
(d) the hour and minute of booking.
These * slips”’ are kept in the booking office for six months,

(iii) The draft telegram is then placed by the booking clerk in a clip,
whence it is taken by a peon to a table in the booking room, where a literate
peon—

(1) stamps the drafi telegram with a general serial number, and.
(2) enters this number, as well as the booking clerk’s distinguishing
letter and number, in a “ monthly check sheet,”.

There are separate stamping machines, with separate series of numbers, and
separate check sheets for (a) Urgent and Ordinary, and (3) Deferred messages. .
These monthly oheck sheets are retained in the booking office.

(iv) The draft telegram is then sent by a tube to the signalling room. A
peon at the end of the tube receives the draft and hands it to the passing olerk.
The passing olerk notes on the draft the number of the instrument to which
it is to be sent, and also enters in a check sheet—

(a) the serial number of the draft (serial numbers are prmted on the
check sheet and bave only to be ticked off),

(8) the class of the draft,

{¢) the station to,

(d) the time of booking,

(e) the number of the instrument to whichk the draft is passed.

These * oheck sheets'® consist of loose sheets, and eaoh sheet when full of enfries
is taken to the checking olerk whose duties are described below. The passing
olerk then puts the draft intoa prgeon hole whence a boy peon fakes it to the
instrament indicated, and places it in one of three pigeon holes at that instru-
ment according as the felegram is Urgent, Ordinary or Deferred.

(v) The signaller (besides signalling the message and making the requisite
entries on the draft) keeps a * daily local number slip ** showing—

(1) the oirouit serial number of the telegram,
(2) the number of the message,

(3) the number of words in the message (words are not registered in all
offices : they are only registered in Caloutta under a special
temporary order).

(vi) The signaller then puts the draft on a file, whence the drafts are
removed by a peon every hour and taken to the checking and sorting branch.
The signaller’s “daily local number slips” are collected at midnight and
taken to the *“message draft office.”” Signallers also keep up & log book as
required by the Traffic Code. The log book is very rough and the entries very
brief,

(vii) In the checking and sorting branch room the drafis are placed on &
table where sorting peona divide them into their various classes. Each class is
then handed to a checking clerk, who compares the drafts with the signal -
room passing clerk’s check sheet, and impresses each entry in the check sheet
with arubber stamp bearing a letter to indicate the batoh to which the checking
clerk belongs, and a number to distinguish the clerk. The checking alerk
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CHAPTER V,

MATTERS TAKEN UP BY THE COMMITTEE OF THEIR 6WN
: MOTION,

Introductorye 187. In the Resolution by which the Committee was constituted it was
said, “ The Committee are not limited by the terms of the reference to the
specifio questions indicated but are free to take up any matter connected with
tbe main object of their appointment which is to submit proposals for the
improved organisation of the Indian Telegraph Department in all its branches,
Any defects in working or suggestione for improvements which may come to
their notioe should be carefully considered, and so far as necessary, appropriate
proposals should be made.” Aoting on the authority conveyed in these words
we have thought it right to make inquiries into a variety of subjects some of
which were suggested to us by the Director-General of Telegraphs and others
attraoted- our attention during the course of our tours. A few of them have
already been discussed in the three preceding Chapters when they could be
most conveniently disposed of in connection with the matters referred to us
by Government ; and our recommendations regarding tbe remainder must now
be brought forward. Of these the most important are the proposals which we
make for the acceleration of work in signal offices and the reduction of the
main classes of messages from three to two. .

Acceleration of 138. (i) We consider that the disposal of traffic could be materially

ooss” “8°* expedited by the adoption of a less elaborate method of booking telegrams, and
by simplifying generally the mode of dealing with both sent and received
telegrams in signal offices. In the figst place much time is occupied by the
booking clerk in filling in the entries on the telegraph form and on the receipt,
and in affixing the double headed stamp and cutting off the receipt portion of
the form. The number of telegrams that a smart clerk oan book in an hour
is, as reported to the Director-General by the Superintendent of the Calcutta
office, 22, or about one in three minutes, If the time required for booking is
reduced—as we believe is possible—to one minute or less, a oconsiderable
reduotion in the booking staff of the larger offices could be effected.

(ii) In the second place the procedure which is followed in dealing with
the booked telegram, up io the time when it reaches the instrument for despatch,
is unnecessarily elaborate especially in the ]arge offices, and needs simplification.
This procedure varies in the different offices and no description which would
apply to all offices can be given. We consider therefore that it will be of
advantage to describe the procedure actually adopted in the Calcutta office in
connection with (a) an inland message presented to the booking clerk for
despatch, and (b) & message received at the instrument for delivery. This
description, we may explain, has been prepared in personal consultation with
the Superintendent of that office.

Desoription of 189. (i) The booking clerk—after making the prescribed entries on the

In the Caloutis receipt and on the form—impresses both receipt and form with a stamp consist-

offae. ing of n letter to indicate the clerk who books it and a serial number to

indicate the number of telegrams booked by that clerk during his term of duty.
He also impressos with an India rubber stamp “X " on Urgent and “D” on
Deferred telegrams.
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then arranges the drafts of the day according to their serial number, It is the
checking clerk's duty to report all missing drafts, and search is then made by
the missing number assistant,

(viii) The drafts next go to 8 Telegraph Master in an adjoining room
where they remain for three days. After that period the drafts are taken to
the message draft room where other clerks again count the drafts and check the
serial numbers, to seo that no draft is missing. The required entries are then
entered in the * sent register’’, and the drafts are stitched together in bundles
of ¢5 for despatoh to the Check Office.

(ix) In the case of a message received for delivery in Calcutta the
procedure is that the signaller enters on the message the time of receipt, received
Jocal number, number of circuit and his name and on the ‘received local
number slip” the station from;* he then puts the message into a olip from
which it is removed by & peon and taken to the stamping table, There another
peon impresses it with the office name and date stamp, and it is then passed to a
third peon by whom a monthly number is stamped on it by a hand machine,

(x) The message is then transferred to a “received passing®’ olerk who
enters its number in the monthly check sheet. The other particulars entered on
this check sheet are the class, station from, date, hour and minute of receipts
and in case the message is to be signalled to another office, the number of the
instrument to which it is fransferred. When the message has not to be so
signalled, this clerk next puts the original and carbon copies of it in an
envelope, and drops them into the shoot. The clerk at the bottom of the shoot
enters the number of the message in the monthly local number sheet; after
every 100 entries this sheet is checked with the signal office check sheet which
is dropped down through the shoot after every 100 entries are made,

(i) The clerk then sends the carbon copy by a peon fo the addressing
clerk, who writes the number of the message, the class, and the address on a
cover, the number of the message and name of the addressee on the receipt,
puts the message in the cover, and makes it over to the address checking olerk-
This clerk compares the address on the telegram with that on the cover. Then
the cover is passed to a peon to be eyeletted, after which it is made over to
the lining munshi,$ who transfers it to the despatching clerk.

(xii} The latter keeps a check sheet showing the number of the peon to
whom the message is given and the number of messages given to him; be also
enters on the receipt the time of sending out the peon and the peon’s number ;
and the peon on receiving his batch of messages fakes them to the readmg
munshi who tells him the address on each.

(xiii) The original copies of messages are made over by the clerk at the
bottom of the shoot to a checker, who checks the number (after making them
into bundles of 100) against the signal room check sheet, and reports to the
Telegraph Master on duty if any are missing in the series.

Defects of the - 140. This description shows that traffic is greatly delayed by reason of the
%‘:3"8‘.1‘:.’&%? number of hands through which the messages pass, and that there is expendi-
Ofioe ture on establishment which could be avoided by introducing s simpler

procedure. As we have already stated, the procedure varies from office to

office; but the principle of simplifying that procedure, and of reducing the

Y

@ Hp alse entars the nnmber of words, but this in only for special temporary purposes.

4The lining manshi’s duty is to group messagos together so that several for different addresses in the same
neighbourhood may be taken out by one peom. - -
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number of checks and registers, applies to all the larger offices in a greater or
Joss degree. In plane of these checks what is required is effective supermlon ;
and we are eatisfied that the best means of ensuring such supervision is to relieve
Traffic Sub-Assistants and Telegraph Masters of the purely clerioal duties which
they now have to perform, and which oceupy a large poriion of their time, and
could be carried out equally well by competent clerks. In all the large offices
whioch we visited it wus found that much of the time eof the Telegraph Master
was occupied with duaties of a clerical nature which prevented him from moving
about and exerocising that personal and constant supervision over the signallers
and circuits, which is absolutely essential to the proper and prompt disposal of
trafio, We understand that in the United Kingdom it is an accepted principle
that supervising officers should everywhere be encouraged to feel that it is on
the floor of the instrument room, and nwot at the writing desk, that they can
render the most valuable service {o the Department. We consider that this
principle is equally applicable to the Telegraph Department of this country,

141. To expedite the booking, transmission and delivery of traffic and to
reduce the amount of clerioal work in signal offices we recommend the adop-
tion of the following proposals :—

(1) The booking clerk should not be required to enter either in the
receipt portion of the telegraph form the *class * or the * office
to’’, or in the body of the telegram the ““class ** (in Code), the
“office to™ or the “ office from.* These entries should be
made by the sender, the class being signalled in Code.

{2) The booking clerk should not be required to enter the abbreviated
word * defd.” in the * official instructions” of a Deferred
telegram. The Code prefix of the message gives the olass and
it is unnecessary fo signal the class twice over.

In support of this recommendation we would point out that in 1905-06
there were 7,491,826 Deferred messages, and that the average number of
operations per message was 4'84. We consider that the saving of 7,491,826
multiplied by 484 (or 86,260,437) signalling operations of the abbreviated
word “defd.” in the official instructions of Deferred messages far outweighs
the disadvantage that would occasionally result from having a Deferred message
treated as Urgent owing to the Code class letter *D * being accidenfly
changed to * X during transmission. ' '

(3) For the purpose of distinguishing between the two classes of
telegrams the booking olerk should stamp “*O" on Ordinary
instead of “D” on Deferred telegrams. This would save 80
per cent. of the stamping now done.

(4) On a somewhat similar principle we recommend that the lotter -
“P* gignifying * private” should not be signalled in the case
of private messages. By this simple expedient a mass of signal-
ling work, which in the aggregate is very large, will be saved.
The prefixes to be signalled, if this proposal is adopted, will be
X, O, and D, instead of XP, P, and DP as at present.

(5) Double-headed telegraph stamps should be replaced by postage
stamps. This measure will necessitate the printing of postage
stamps of high denominations, and the abolition of commission
on the sale of such stamps, We have ascertained that there
would probably be a small saving in manufacturing cbarges in
consequence of this ohange, while as regards the abolition of
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commission the Telegraph Department at present has to pay over
Rs. 40,000 commission on postage stamps usdd in combined offices,
and the sum is increasing year by year. As there ia at the
present time in India » stock of telegraph stamps which will Jaat
about three years, it would teem desirable to order out no further
supplies until this question is decided.

(6) Telegraph forms should be perforated just below the receipt portion
of the felegram, so that the receipt can be easily detached. The
cost of the felegram should be entered on the receipt portion
of the telegram by the booking clerk, as is done in the case of
~ telegrams hooked at combined offices.

Kore~~A spetimen form, embodying the above proposals, is printed in Appendiz 0. It ls recommended
that the forms be printed in two colours in order 10 show clearly the entriss whioh should be
filed in by the sender. It bas been ascartained from the Buperintendent, Government

Printing, India, that the additional cost of pristing in two eclours would be approzimately
Rs. 2 per 100,000 forms.

(7) Senders thould be encouraged, and ultimately required, to affix
stamps to telegrams presented for despatch.

(8) A deposit system should be introduced for the benefit of persons and
firms who have large dealings with the Department, and who are
prepared to deposit substantial sums, The grant of this conces-
gion ehould be at the diseretion of the Director-General who
would see that the rules are so worked that undue extra work is
not imposed on the Department.

(9) Endeavours should be made to obtain a stamping machine whioh
can number and date the receipt portion of a telegraph form, and

number, date and deface the stamps on the other portion of the
. form at one operation.

(10) The number of booking counters should be increased in important
offices.

(11) The booking clerk’s * daily slip” and the * monthly check sheet,”
kept by the literate peon who despatches the drafts from the
booking room to the signalling room, should be abolished,

Tt will be seen from the description already given that thesa two registers
are not cheoked by any one. We have been informed that these registers are
considered useful in tracing missing drafts ; but we fail to see of what practical
assistance they can be in such cases. "The registers cannot prevent fraud ; for the
booking clerk or the stamping peon can still make away with a message after
registering it, and point to his register as & proof that heis not the culprit. Nor
oan these registers enable a lost message to be replaced as neither register gives.
the sender’s name or address, The real checks on fraud are (1) adeqtiate supervi-
sion, and (2) the danger of complaint by the sender if a message is not delivered.
In offices in which for any reason special measures are found to be required,
special checks can be prescribed ; but such checks should mot be retained
longer than is really necessary, or be extended to offices where they are not.
needed. The main check against losses by carelesaness or by accident is the
serial numbering of drafts.

(12) The passing clerk’s *check sheet” is" unduly elaborate. We
recommend the omission from this check sheet of (1) the class of
draft, and (2) the time of booking, The entry of “the serial
number of the telegram,” *the station to” and of the “instru~
ment to” seems sufficient,
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(13) In the signaller’s ‘ daily local number slip *’ the ecirouit serial
numbers should be printed, as in the case of the passing clerk’s
check sheet.

(14) As drafts are checked and counted in the checkiné room, the
second counting and checking in the meesage draft room seems
UNNECessary.

. (15) The registers now sent fo the Check Office should be simplified as

proposed in a separate part of this Report.*

(16) The name of the addressee should be omitted from the receipt for a
telegram sent out for delivery.

(17). Greater care is needed in designing buildinga for telegraph offices
go as to have the signal office near the booking room, end also to
leave room for future enlargements.

In msany offices which the Committee visited it is a matter of great
difficulty, owing to the incommodious character of the buildings, to supervise
the establishment and to ensure that traffic is disposed of promptly.

(18) We recommend that for telegrams with non-abbreviated addresses
a trial be made of the substitution of transparent envelopes
for those now in use—the telegram being so folded that only
the name and address of the addressee can be read—with a
view to ascertaining whether their use will expedite the delivery
of messages. ‘We have been informed by the Superintendent
of Government Printing, India, that envelopes of transparent
parchment would cost Rs, 18-8 less per 100,000 than those
of red demy paper now in use.

A specimen of a transparent envelope will be found in the pocket of the
Volume of Appendices, and specimens of a revised “received felegram’
form, and of a revised form of receipt for a telegram, in Appendix O.

In connection with the above proposals we would invite attention to
Mr. Berrington’s recent Report on British Post Off ce Telegraph Traffic Methods.
'We are gratified to find that in several important respeots the recommendations
which we have made, and which are the result of independent inquiries, are in
substantial accord with Mr. Berrington’s views,

possibility 142. (i) In connection with the procedure in signal offices we have
| antomatio © investigated the possibility of laying down an automatic scale for the enter-
s of®  tainment of booking and addressing clerks in accordance with the actual

norenss of .
F“"" o8d  pumber of messages booked in, and delivered from, each offi ce.

dressin

perks. ‘ () Asregards both classes of clerks, we are of opinion that no scale can
be laid down which would be applicable to more than a few offices, beoause
mersages are not recrived continuously throughout the day either on the wires
or by the booking establishment, but are much more pumerous at certain hours
than at others. It is necessary therefore to provide a staff sufficient to deal
promptly not only with the average work of the whole day, but with the
meximum. outturn of the busiest period. It is possible, moreover, that the
use of transparent envelopes may obviate the necessity for writing the addresses
of telegrams except in the case of abbreviated addresses.

(iii) As regards the bookmg clerks, we have obtained figures from the
Director-General of Telographs sl:owing the average number of messages booked
by each clerk in seven of the largest offices, but we think that it would not be
safe to fix any automatio scale on the basis of the work done at present, It
is hoped that the modifications which we propose in the procedure for

® See paragraph 116,
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booking messages will materially reduce the average time oocupied in booking
each message, and, if so, a staff caloulated on the basis of the results hitherto
sttained would be excessive. We consider that it may be left to the Direotor-
General of Telegraphs to provide such additional olerical establishment as may,
from time to time, be necessary from the grant which it is proposed to place
at his disposal for fixed permanent establishment.

143. We have dealt fully with the reform of the prooedure in signal
offioes as & means of acoelerating the disposal of traffie, but our remarks would
be incomplete if we did not refer to oertain other expedients for attaining the
same end. We have been much impressed with the great usefulness of two types
of Automatic Signalling Apparatus which are used by the Telegraph Department.

144. The first of thess—the Wheatstone's automatic system—is most useful
when from any cause there are heavy accumulations of traffio, especially when
there has been a prolonged interruption, and also when long press messages are
received. 1t is particularly valuable when the weekly mail telegrams come in,
because & large proportion of them are sent out from England ready punched
on auto-tape, and have only to be put through a transmitter. If ordinary
translation at an intermediate station cannot from any cause be properly
worked between two distant stations, punched tape in auto-signals can be
produced at the intermediate station by the use of * Creed’s Perforator,” The
tape then has merely to be put through a transmitter, instead of having to be
repunched before the messages can be sent on to their destinations.

146. (i) The Baudot is an instrument recently introduced which enables a
much larger amount of traffic to be disposed of than by Morse. We have
been informed that in recent trials the Baudot working duplex disposed of
8,444 words in two hours against 1,336 words on Morse duplex in the same
period of time. This instrument eliminates all chance of mistakes between the
sending and receiving signallers, as the sending signaller alone deals with the
message, his signals being type-printed on taps at the receiving instrument.
Further, two messages can be sent in one direction, or one each way, at the
same time. All such apparatus, however, require very special care and a
sufficient staff of skilled technical men with mechanioal knowledge to adjust
and keep them in thorough working order.

(ii) The policy of the Department is to extend the use of these instruments
to all circuits where they oan be employed with advantage and more sets have
been ordered out from England ; but the evidence which we havereceived points
to the lack of an organised Technical Branch in the Department, without which
the full working value of these instruments cannot be obtained. This most
pressing want of a special Technioal Branch will be met by proposals we bave
made elsewhere,*

148, Another important matter to which we would draw attention is the use
of type-writers. In a report on Telegraphy in Americat Mr, Shields has
brought to notice the almost universal use of them in that country and the high
speed attained ; the Telegraph Department in India has already commenced to
use them, and a large number of an improved description have already been
ordered and will shortly be introduced. We consider that this more extended
use of type-writers will be a great advantage, and” we have recommended

® Sep paragraphs 24=30 of the Report.

¥ ¥ids Appendix to the letter from the Direstor-General of Telegraphs to the Government of India in the
Department ofpgmmam and Indusiry, No. 143-T., dated 81st Jaly 1807.
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elsewhere * that sufficient inducements should be offered to signallers to make
themselves proficient in type-writing,

147, (i) The last proposal we have fo make for expediting the disposal of
traffic is perhaps the most important of all. We have been much impressed
by the difficulties with which the Telegraph Department has fo contend in
dealing with messages owing to the existence of three classes of telegrams,
vie.,, Urgentf, Ordinary, and Deferred. The operation of booking, despatching
and delivering messages according to their order of precedence necessitates the
employment of extra establishment, interferes with the prompt handling of
traffic of all classes, both sent and received, and, in particular, subjects
Deferred messages to much delay which could be avoided if the number of
olasses were reduced to two. The inconvenience is felt most acutely in the
large offices where the necessity for dealing promptly with traffic is greatest;
and, with the steady expansion of the business of the Department, it will be
impossible to secure a really efficient and expeditious telegraph service so long
as the existing olassification is maintained. We therefore recommend strongly
that there should be only two classes of messages ; and as the designation Deferred
is undesirable and inappropriate, we propose that the two classes should be
termed Urgent and Ordinary, the present Deferred rates being maintained for
the class designated Ordinary. '

(ii) The present rate for Inland Deferred telegrams came into force so
recently as 1st July 1906. This class of message has proved very popular, and
in 19056-08 it accounted for over 80 per oent. of the total private trafic. We
consider, theréfore, that no alteration in this scale is at present feasible. It is
also impossible for financial ressons to lower the rate for Urgent to that for
Ordinary telegrams. The value of the Urgent state and private telegrams
despatched in 1905-08 was Ra. 4,658,337 and Ras. 9,562,854, respectively. As the
Urgent rate is exaotly double that of the Ordinary, the financial effect of the
reduction of the former rate by half would have been (in even thousands) a loss
of Rs. 2,29,000 under “state "’ and of Rs. 4,76,000 under * private ” messages
in that year ; and no expansion of traffie from this reduction of the rate can be
anticipated. For financial reasons therefore it is ndt advisable to effect the
reduction of classes to two by simply abolishing the Urgent telegram.

(iii) In recommending for administrative reasons that there shonld be no
more than two classes, we have to consider not only the financial interest of the
Government, but aleo the convenience of the public. When the Deferred
telegram was first introduced there were grounds for expecting that in time the
Ordinary telegram would disappear. This expectation has not, however, been
realised. Itis true that, taking * private traffic only, the percentage of
Ordinary messages fell from 21°44 in 1908-04 to 14°47 in 1905-06, and the
percentage of value from 31 to 26:61; but the fact remains that the number
of Ordinary private messages sent in 1905-06 was (in even thousands) 1,223,000
and the value Ras. 18,74,000. These figures show elearly, in our opinion, that a
considerable section of the public wants, and is prepared to pay for, something
better than & Deferred tolegram, although it is not willing to pay the high
minimum charge of Rs. 2 for an Urgent message. It seems to us that the
interests of this section of the publio deserve consideration.

(iv) Itis impossible to estimate with any approach to acouracy the finanoial
effect of merely abolishing the Ordinary olass. 'Wecannot say what proportion

® Sce parsgrapha 56—57 of the Report.
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of the messages now seat Ordinary would be sent Urgent; and as we do
not know the average number of words in an Ordinary message, we ocannot
say what the loss would be if all weresent Deferred. The average value of
an Ordinary message in 1905-06 was Rs. 1'12, which corresponds to an
average length of 17 words. But this caloulation assumes that no message
consisted of less than 16'words—the maximum allowed for Re. 1. If, asa rough
estimate, the actual average be taken to be 14 words, the cost of which would
be 8 apnas at the Deferred rate, the loss to the revenue from the abolition of
the Ordinary olass would on private messages have amounted to over 74
lakhs of rupees in that year assuming that all Ordinary messages were sent

Deferred and o about 8} lakhs if BO per cent. were sent by this class and
20 per cent. as Urgent.

(v) These considerations have led us to the conolusion that the best
course-—both in the interests of the Government and of the public—is to adopt
the ten word unif, now fixed for Deferred messages, for the Urgent class,
and to fix the minimum charge for this unit at Re. 1 with two annas extra
for every additional word.

(vi) In Appendix P we have made an attempt to estimate the finanoial
results of the above proposal: buf these estimates are necessarily based on
assumptions. We are confident, however, that the loss of revenue whioch the
acceptance of our proposals would involve would be less than the loss that
would be caused by the simple abolition of the Ordinary or Urgent telogram;
we believe also that the adoption of a lower minimum rate for the Urgent class
will be appreciated by the public and tend to attract & very large proportion
of the present Ordinary felegrams to that class.

(vil) An incidental advantage which would result from f.he adoptlon of
the proposed scale is that it would remove the present anomaly~~on which the
various Chambers of Commerce have laid great stress—of charging 4 annas for
every word above the unit of 16 in an Urgent message. At present where the
number of additional words exceeds eight it is cheaper for the sender to split
up his message into two or more telegrams and we are informed that this is
constantly done, Now with every message that is sent along the wiresa
preamble, consisting of several words and groups of figures, has to be signalled
and for this preamble no payment is made. It is thus to the interests of the
Department to send one long message rather than two shorter messages of the
same aggregate length, The present rate therefore cannot be justified by any
sound commercial principle.

(viii) It may be objected that our proposed rate of 2 annas for each
additional word simply substitutes one anomaly for another, as the charge for
the first 10 words will be the same as that for 8 additional words. But this
argument overlooks the fact that the first 10 words must include the name and
address of the addressee. For this entry, even in the case of registered addresses,
at least two words are required. The cost therefore of every additional word
cannot, at the rate which we propose, exceed, and may be lesa than, the cost of
each word in the text of the telegram, excluding the address. This is as it
‘should be. Long telegrams pay the Department better than short ones; and
there will be no inducement to split up messages.

(ix) The same anomaly exists in the case of the present Deferred telegram,

The charge of 1 anna for every additional word over 10 is, we presume, a
survival from the t{ime when the address was free and the unit of charge
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was 4 sonas for four words. According to the ptinciple which we have
advocated above the charge for each additional word should now be half
an anna only or, as would be preferable, one anna for every two additional
words, But the minimum charge for this class of message is so low,
and the loss to the revenue from a further reduction of rates would be so great,
that we recognise that it may be impossible for financial reasons to make this
revision for some time, When, however, this final reduction is carried out,
the rates for both olasses of messages will be as simple and as uniform as is
practicable with a ten-word uhit.

Folograpbio 148. (i) As we are dealing with the questmn of rates, we may refer here
ﬁﬂﬂ‘é’:r‘;' to & minor defect which ought, in our opinion, to be corrected. The sender
of an Inland telegram cap, under the existing rules,* receive a telegraphic
advice of the delivery of the tfelegram on payment of a fee of one rupee,
‘We have ascertained that such telegraphic advices are very rarely asked
for. A booking clerk in one of the largest offices in the country stated that
during tbe two years of his service in the office he had never once known
of such a case. "We believe that this may be due tothe disproportionate charge
which is at present levied, and we recommend that the charge for a tele-
graphic advice of delivery should be fixed at the unit charge of a message of
the same class as that of the message for which the telegraphic advice of
delivery i required,
(ii) It may be menticned that in the United Kingdom the fee for this
gervice is an additional rate for 5§ words or 2§d.

nilway 149. At ono of the earlier meetings of the Committee in Simla the Director-
hlegrlphl. General of Telegraphs + suggested that the relations of the Telegraph Depart-
ment with Railway Administrations should be inquired into by the Conimittee,
particularly in connection with the ownership and maintenance of telegraph
instruments and wires and the necessify for improving the efficiensy of
Railway signallers. This suggestion was adopted and a set of questions was
framed,} copies of which were sent to all the principal Railway Administrations
in India, Answers were received in writing from all ; and in most -cases we
had also the advantage of meeting a representative of the Railway and discuss-
ing each subject with him.

wnership end 150. (i) Asregards telegraph instruments, considerable diversity of practice
m:‘il':::';'““ of oxists. Some Railways possess and maintain their own instruments; inthe case
slegraph of others the instruments are the property of the Government Telegraph Depart-

merumente: ment, which arranges for their upkeep and technical supervision, while several
Railways are gradually replacing the Government instraments by their own.
Preference bas been expressed by more than one witness for the system of
Railway ownership and management, and, as the introduction of electrical
block sigralling instruments will necessitate the employment of a technical
stafl on every Railway, it is probable that this system will extend rapidly as
time goes on. _
(ii) Under existing orders § it is optional for any Railway either to provide
and maintain its own instruments, or to rent them from the Telegraph

® ¥Vide Kulea 106-109 of the Telegraph Guide.
T ¥ide page 53 of Part I of the Prucesdings of the Committes.
§ Be¢ Appendix B,

§ ¥ide Resolution of the Government of Iudia in the Public Works Department, Nao. 63-T., dated 23rd
Pebruary 1887,
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Department. We understand that this rule applies equally to State and Com-
pany Railways, and we think that it fully meets all requirements.

Ownership and _ 151. As regards the ownership and msintenance of Railway Telegraph
B :ﬂ:::ph wires, we do not find any reason for recommending a change in the existing
Wires. arrangements. We have not touched in any way on the question of the

charges at present made to Railways for the wires provided by the Telegraph
Department, a matier which we understand is separately under the considera-
tion of a Sub-Committee of the Railway Conference.

Defects in the

arrangements 1562. (i) Complaiuts of the inefficiency of the service provided by Railway

;‘;';;Ii%‘g; oeal Telegraph systems for paid public traffic have besn addressed to usin a number

g:ﬁivga‘;y of places. Adequate grounds appear to us to exist in many cases for the dissatis-

aﬁ;esli;%%:yh faction that is felt, and this would probably be admitted by the Railway
officers themselves. To some extent the inferiority of the Railway service is
inevitable, and cannot be completely removed. Railway wires are erected
primarily for the proper disposal of the Railway traffic, and over these wires
Railway messages have, in praoctice, precedecoe over all others. Private
messages, therefore, must always be subject to some and occasionally to serious
delay, e.g., when an accident occurs and a number of Railway messages bave
to be sent in conneotion with it, Messages handed in at small way=side
stations are also inevitably retarded in reaching their destination. At such
stations the traffic does not justify the employment of whole-time signallers,
and the telegraph work has to be done by the Btation Master or Assistant
Station Master, who have many other duties to attend to; and when the
message is despatched, it may bave to be repeated from station to station by
the train wire until it reaches a station on a through wire.

(i) While admitting, however, that some of the difficulties are inherent in
the system, we consider that any Administration, which accepts paid messages
from the publie, isunder an obligation to make reasonable arrangementa for the
prompt conveyance of such messages over its wires. The avoidable delays
which at present occur in conneotion with private messages on Railway wires
are due mainly to the low qualifications of Railway signallers and the want of .
adequate supervision of message traffic. For purely Railway work a high
rate of signalling is not essential, and the natural result is that Railway
signallers are not usually required to pass by aony high standard, nor is their
pay sufficient to attract a well-educated or iatelligent stamp of man, Few
posts carrying more than a very moderate salary are open tosignallers as such,
and the best men naturally pass into other branches of the Railway service
where better prospects lie before them.

Recommenda- 153. (i) We believe that a considerable improvement muay be gradually
B bioe ing ; ini ising the standard by which
Committee for effected by extending the period of training, by raising the standa y

thont of the signallers pass and by offering improved rates of pay. Much has already been

B oo done by several Railway Administrations on these lines, and more may reasonably
Bervice. be expected. The test by which Railway signallersare required to pass under

paragraph 34, Chapter J of the Telegraph Code, is only 12 words per minute in
sending and 10 words in receiving. This standard, we consider, is too low and
should be raised. Where possible and whers there is appreciable public traffic,
we think that the standard might well be raised to 16 words both in sending
and receiving, and we recommend that the necessity for this change should
be urged on the Railway authorities. As regards supervision, we think that
Railways should take all reasonable measures to ensure that paid public
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telegraph traffic is dealt with as expediticusly as possible, and might well con-
sider whether a class of mspectlnv officials should not be entertained specially

for this duty,

(ii) The public traffic can also be expedited by the provision of addltlonal
transfer offices, by which private messages can be transferred to the Govern-
ment wires at an earlier stage, and thus conveyed more speedily to their destina-
tions, We recommend that the number of such offices on each Railway system
should be reviewed by the Director-General, and new offices provided where

. the circumstances appear to call for such a measure. We also recommend

that combined offices should be opened at or near Railway. stations from which-
a considerable number of public messages are despatched. In a few cases
combined offices have, with the corisent of the Railway authorities, been opened
on the platform itself ; and though we recognise that there may be objections
to this arrangement, if frequent, we are nevertheless of opinion that oifices may
usefully bo opened on platforms where the Railway authorities concur. We
consider, however, that the right of the Telegraph Department to open a com-

bined office close to, but cutside the Railway premises, wherever the public

traffic justifies this measure, should be clearly recognised; and that the fact

that message revenue will thereby be d1verted from the Railway oﬂfice counsti-
tutes no valid objection to this course. We do not anticipate that this position
would be seriously disputed by any Railway Administration.

154. At the instance of the Director-General of Telegraphs we have
considered the question of the maintenance of Caunal felegraph systems
by the Telegraph Department and the suitability of the rent charges made for
wires and instraments, The evidence which we have taken on' this point
has invariably indicated that no change ip the existing arrangements is
required. The Inspector-General of Irrigation, who fivoured the Committee
with his advice .on this subject, reporied,* after consultation with the
Provineial authorities concerned, that all the Local Governments expressed
themselves satisfied with the present arrangements as regards construction,
maintenance and working, and had no suggestions to offer for a change in
these matters. He recommended, howéver, at the instance of the Govern-
ments of the Punjab and Bombay, that the present scale of charges per mile
of line and per instrament might be reduced, if the cost of construction and
maintenance admitted of a lower rate, and stated that from his personal
knowledge he was aware that the present charges had limited the length of the
telegraph lines in many Canal systems. We observe that the whole subject
was fully considered by the Government of India in 1897, and that the orders
isgued in that year were repeated in 1903.f We think that these orders are
sufficient and appropriate and should be left unaltered. -

155, (i) The Director-General of Telegraphs suggested § to us the necessity
for providing regular Public Works Graded Accountants in the offices of all .
Divisional Superintendents and in the large signal offices, on the ground that
the work had become too heavy for the Head Clerks to perform as the accounts
were growing more and more elaborate each year. We questioned the Divistonal
Superintendents on this point ; and. though a few held to the opinion that
Public Works Graded Accountauts were necessary, the majority thought that

* Pide Appendix Q.

+ Pablic Works Department Resolution No. 144-T., dated the 12th June 1897, Telegraph Lodﬁ. Appendiz
A to Chapter J, and Pnblic Works Department Resolution No. 24-C.W.—T., duted the 14th Jonusry 1908

3 8ee Part I of the Procerdings, pages 15 and 69,
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this would be a needlessly expensive agency and that trained accounts clerks
were all that was wanted.

(ii) With this opinion we agree, and we cousider that Public Works Graded
Accountants are not required either ia the offices of Divisional Superintendents
or of Circle Officers or in the large signal offices; more especially if accounts
are simplified by the adoption of the measure proposed in the next paragraph,
Accounts clerks already form part of the establishment in the offices
just mentioned, but from the evidence put beforeus we are of opinion that
some of them are not as well trained as is desirable ; this defect and the gradual
elaboration of the aocounts have brought about the demand for reguiar Graded
Public Works Accountants. The accounts clerks should, as far as practicable,
be either trained in or reoruited from the staff employed in Examicers’
offices, more particularly in the office of the Examiner of Telegraph Accounts.

166. (i) t hasbeen represented to us by many officers of the Department
that the present system of accounts is unnecessarily elaborate, that an excessive
number of certificates is required, and that there bas been a tendency for
some years past to relieve the Accounts Department at the expense of
executive officers by throwing an iﬁcreasing awmount of compilation work on
Divisions and Sub-Divisions, with the result that irregularity and objection
statements, with the additional correspondence involved, are on the inorease to
the dotriment of other work in the Divisional, Sub-Divisional and Examiner’s
offices,

(ii) Our inquiries satisfy us that these representations are well-founded,
and we consider that a simplification of the accounts is desirable which should
take the direction of less compilation work in Divisional and Sub-Divisional
offices, fewer certificates, destruction in Divisional offices of vouchers for small
amounts, and the direct transmission to the audit office of all signal office
accounts, The whole system wants thorough examination, and we recommend
that an Accounts Officer be deputed to make all possible simplifications in
consultation with the executive officers of the Department.

157. (i) Reference must be made in this Chapter to two matiers which
have a direct and most important bearing on the efficiency of the Gazetted
Staff of the Department. OF these the first is the training of Assistant
Superintendents for the responsible duties which as Superintendents of
Divisions and Directors of Circles they will ultimately have to perform.
The effect of some of our proposals wil be that officers wil hold charge of
Divisions at an earlier stage of their service than bitherto, and it is therefore
essential that their training should be completed before this stage is reached.
The recomamendations which we have to make on this subject are—

(1) That the postings of officers to different Ciroles during the first five
years of their service should be made so as to give them:
experience of the varied nature of telegraph work in this
country. ,

(2) That at some time during this pericd every Assistant Superintendent
should be posted for not less than six months to one of the
Presidency or other large telegraph offices in order that he may
obtain a thorough practical knowledge of traffic. .

(3) That when special works have to be carried out in Circles such as
the laying of cables or the erection of masts, faci_lities shonld be
given by the Circle Officer to officers in bis Circle who are
experiencad in such duties to attend and see what is done.
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(4) That Directors should in the course of their tours satisly theme
selves that Divisional Superintendents are adequately training
their Assistants.

(i) So much importance do we attach to the training of Assistant Superin-
tendents to fit them for the appointments of Superintendents, that we
should have had no hesitatior in proposing an addition to the number of
Sub-Assistants (General) had we thought this really necesssry in order to
enable Assistant Superintendents to be temporarily relieved of their ordinary
duties in Divisions for special training in telegraph offices or otherwise,
as above proposed. We are, however, of opinion that any difficulty that
may arise can, for some time at any rate, be met by adding to the numbers
of Inspecting Telegraph Masters and Sub-Inspectors, 1st grade, and that no
increase to the number of Sub.Assistants should be made until experience
shows it to be indispensable.

158, The second matter to which we desire to refer here is the grant of
study leave to the SBuperior Officers of the Telegraph Department. Rules
regulating the grant of such leave are already in force in the case of the
Indian Medical Service and the Indian Forest Department, and we under-
stand that the question of adopting such rules in the case of the Telegraph
Department has engaged the attention of the Government of India on a
representation from the Director-General of Telegraphs urging that the
present arrangements had been found inadequate and unsatisfactory. We are
of opinion that the-Officers of the Department should consider it a part of their
duty to keep their professional knowledge up to date, and that the necessary
facilities should be afforded to them for the attainment of this object. Should
it not be attained, much of the trouble and expense involved in the reorganisa.
tion of the Department which we have proposed will be thrown away. This
remark applies specially to the officers of the Traffic Branch of which we pro-
pose the eventual formation; and to those of the Technical Branch, who must
obviously keep abreast of the progress of electrical science, For these reasons
we recommend the introduction of liberal rules, so as to enable the gazetted
Officers of the Department to study the latest improvements in electrical sctence
and traffic working.

159, (i) Our Report would be incomplete were we to omit all reference
to one of the chief branches of the subordinate establishment which has not
yet been mentioned, except incidentally. The construction and maintenance
of the telegraph lines throughout India is carried out, under the supervision of
the Officers of the Department, by the subordinate Line Establishment., Linemen
are recruited from the labouring oclasses and are usually employed for some
time as coolies, either permanent or temporary, before they are appointed as
linemen. The pay they receive varies according to the locality - from Rs. 10 to
Rs. 20 per month. The Suab-Inspectors are in all cases promoted linemen and
are divided into threa grades, the rates of pay being—

Rs.
1st Grade ’ . . . . . . . 50—5—80
2nd . . . . . . . . . 25—8—40
8rd ,, . . . . . . o 25 fized,

There are 20 Sub- Inspectors in the first grade, 80 in the second and 229 in
the third.

(if) To each Division is assigned a staff of Sub-Inspectors and linemen
which is fixed according to the length of the lines which have to be maintained
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and the country they traverse, but no uniform scale hus Leen or can be laid
down which would be applicable to every part of the country. A distinction
obviously exists between road lines and railway lines, for the number of
miles of line which can be efficiently looked after by a single lineman or a single
Sub-Inspector must clearly be greater in the case of the latter than in that
of the former. Again in the case of railway lines o smaller establishment will
suffice where the train service is frequent and the staff can move rapidly from
point to point than where the trains arefew. Asregards road lines, much depends
on the nature of the country and the extent to which the line is liable to
interruption; and where, asin parts of Burma and Assam, the line passes
through tracts of dense jungle remote from human habitation, the staff may
have to be specially strengthened. The determination and distribution of the

line staff is therefore essentially a local matter on which general rules cannot,
be laid down.

(iii) The Divisional linemen and Sub-Inspectors are expeoted to carry out
petty construotion work in addition to maintenance duties. But they are
nowhere sufficient for the execuiion of important construction works, and
in such cases assistance is given from the departmental reserve for construc-
tion which is known as the Construction Branch. The Bub-Inspectors and line-
men included in this Branch are attached temporarily to the various Divisions
according to the importance and nature of the work to be done. The total sanc-
tioned stafl permanently posted to Divisions numbers 278 Bub-Inspectors and
1,678 linemen, while the construction reserve consists of 61 Sub-Inspectors and
138 linemen. If an average is struck for the whole country, each Divisional
lineman is in charge of 39'8 miles of line while each Sub-Inspector bas 240°2
miles of line to supervise, but these figures cannot be relied on as a basis for
fixing the staff in any partionlar Division. -

(iv) We have made careful inquiries during our tours as to theadequaoy of
the existing line establishment in Divisions, its efficiency and the suitability of
the rates of pay. There is strong reason to believe that in some places the
pumber of Divisional Sub-Inspectors and linemen is insufficient or barely
sufficient for maintenance alone, and that, when construction bas had to be
done by the Divisional staff, maintenance hus suffered. This would indicate
that the staff was inadequate were it not for the fact, which is vouched for
by a high officer of the Department, that owing to difficulties in recruitment
the staff has not been brought up to the strength sanctioned. So long as this
state of affairs oontinues it is impossible to affirm with confidence that the
sanctioned, as distinguished from the actual strength is too small. The facts,
however, appear to us to warrant a strong presumption that the rates of pay are
in some plaoes insufficient to attract suitable men and this defect sbould be
remedied. Another point in the system which appears to require correction
ia the grading of the Sub-Inspectors which at present is far from satisfactory,
the numbers in the first, second and third grades being approximately in “the
proportions of 2, 8, and 23. We coosider it essential that the grading
should gradually be improved by the tramsfer -of appointments from the
lJowest to the two higher grades. The pay of linemen must necessarily vary,
not only from Circle to Cirole, but also in different parts of the same Circle,
and the number of Sub-Inspectors in each grade must be determined, to some
extent at least, by local ciroumstances and the nature of the work to
be done. It would therefore be impossible for us to attempt to prepare
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detailed proposals dealing with a subjeot in which locai circumstances play
‘8o large a part, but in this matter, as in many others, we are confident that
reform will be effected by means of the Circle Scheme. Itis on the Circle
Officer that reliance must be placed to see that the line staff are properly paid
and sufficient in number, and it is to meet cases of this kind, amongst others,
that we have proposed to place at the disposal of the Director-General of
Telegraphs an annual grant for the inorease of fixed permanent establishment.
He will then be in a position to sanction, on the recommendation of .the Circle
Officers and without reference to Government, additionali linemen, where
required, on such pay as he finds suitable; and also to employ additional Sub-
Inspectors and gradually to improve their grading by increasing the proportion
‘of the higher paid appointments.

(v) We have proposed ® that the Circle Officers shall have power to transfer
members of the line establishment from one Division to another to meet the
varying exigencies of different localities. This measure will lend greater
elasticity to the system, and will prevent the waste of power which may occur
when one Division is shorthanded and another has men to spare. If the
proposal is approved, we consider that the Construction Branch may well be
limited to the number found to be necessary to meet military demands for
expeditions, to supply deficiencies where the divifional staff is normally small
and exceptional works become necessary, and generally for construction works of
exceptlonal magmtude.

Questions 160. There are several matters aﬁectmg the subordinate officors of the

ffaoting
suborainste Telegraph Department in which we think that the existing system admits of

l%ﬁe;::t'ngnttl.m improvement. These are Security Deposits, Fines and Rewards, House Accoms»
modation and Telegraph work on Sundays.

%'e‘i)uotuii B 181, (i) A point which ha.s attracted our attention is that every signaller
on entermg the Department is required to furnish security to the extent
of Rs. 150 and that one-fifth of his pay is deducted monthly until this
sum is made up. It is possible that this system may bave originated
in the early days of the Department when telegrams were booked by the
signallers themselves, and when therefore they were entrusted with the custody
of money and stamps, This, however, is no longer the case, In all important
Departmental offices there are booking clerks, and the signallers are entirely
‘relieved of this duty. In small offices, where separate booking clerks are not
employed, the Telegraph Master in charge is responsible for the cash and
stamps. The security deposit is still retained, but for a difierent reason.
Every signaller is required to execute an agreement binding himself to give
three months’ notice in writing of his intention to leave the Department, and
in default of such notice to forfeit the amount of his deposit, The object of
the system, therefore, seems to be the protection of Government against the
inconvenience and loss caused by the sudden resignation of an officer who has
received an expensive training. For this purpose, however, it is ineffectual.
'We have heen informed that the men who leave the Department snddenly are
usually those who do so to better their prospects, because they have received
the offer of more remunerative employment-elsewhere. In such cases the
forfeiture of the security does not, it is said, act as a deterrent, and the men are
willing to sacrifice what they have deposited rather than o give up a permanent
chance of bettering themselves. But, besides this, papers have been laid
before the Committes by the Director-General of Telegraphs, from which it
appears probable that the forfeiture of the deposit in cases when due notice of

P

* Vide paragraph 19 and Appendix F, item No. 20,
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resignation had not been given would not be enforced by the Courts, and in
fact it is no longer the practioe to forfeit the security in such cases.

(ii) We have pointed out elsewhere that the low initial pay of signallers
has beoome a serious hindrance to the recruitment of men of agood stamp, and
the effect of the low rate of pay is intensified when the salary which a signaller
receives during the first 18 months of his service is reduced by one-fifth. The
removal of the deduction, which is at present made, will therefore of itself be
beneficial to the Department. Nor is it necessary, in our opiunion, that the
security should be retained as a safeguard against sudden resignation, or that
it should be required from those senior members of the ‘signalling establish-
ment who are responsible for money or stamps. 'We have gathered from
Mr. Berrington’s report that the British Post Office acts on the principle that,
when an officer resigns suddenly, the loss to Government™is on the average
covered by the saving that is effeoted in respect of his pension. The same
principle would appear to apply in India, especially in the oase of Telegraph
Masters and Traffic Sab-Assistants, who though responsible for the cash and
stamps in an office, are senior men. Our recommendation, therefore, is
that no seourily should be taken from Traffic Sub-Assistants, Tglegraph
Masters or signallers and that the deposits already made by officers of these

‘classes should be refunded, ® We would also include in this recommendation

Sub-Assistants in the General - List because (1) the nature of their duties is
not such as to necessitate their furnishing any security ; (2) they will already
have furnished security as members of the signalling establishment and should
therefore be granted & refund; and (3) consistently with the view of their
duties just expressed, they are not in practice required to furnish any fresh
security on appointment as Sub-Assistants. As regards the other classes of
employés enumerated in paragraph 1 of Chapter F of the Telegraph Code only
those who bave the custody of cash or stamps should be required to give
security.

162 (i) Wehave been much impressed by the serious administrative defects
of the present system of Check Office fines. These fines are often imposed by a
necessarily mechanical application of the rules and by a distant authority with-
out reference to the possible excuses or general character or conduct of the in-

_dividual punished. The penalties are assessed at a percentage on salary, often a

very heavy one. They are quite uncertain in their operation, because it is im-
possible to examine'all drafts and the fines have usually resulted from the
examination of only a proportion of messages. Even if fines are imposed only
when complaints have been made by the public, the uncertainty for obvious
reasons remains and discipline is in no way improved by such punishments.
The signallers naturally regard a Check Office fine not as a justly imposed
penalty, but as a bit of bad luck, which must be accepted as an incident of their
service. This view is so far endorsed by autbority that Check Office fines are
not taken into consideration in awarding inerements or making promotions, In
another important respect the system is unfair. When the pature of the fault
js such that it is impossible to determine whether the sender or the receiver was
to blame, both are fined. ;

(ii) For these reasons we are strongly of opinion that the Check Office
should have no power to fine the Signal Office staff including the clerks. The
duty of the Check Office—in the cass of mistakes discovered in consequence
of complainta or otherwise—should be confined to reporting the case to the
Superintendent of the Division or of the Ofice (as the case may be) for disposal.
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(iil) We do not think that the power of fining can be abolished altogether.
Fining is occasionslly, though in a well managed office rarely, necessary; but
it should be laid down clearly in the Code that fines are seldom to be inflicted,
as deductions of pay for petty irregularities discourage officials greatly. The
proper punishment for casual acts of carelessness or mistakes is a warning, or
at most an entry in the character book. More serious offences ocan be dealt

~ with by the withholding of an increment or of promotion, or by degradation.

The Code should provide that fines should never be excessive, and should not
exoeed 10 per cent, of pay in any one month, The order that a fine must be a
peroentage of pay should be rescinded; and it should be left to officers to
decide the amount with reference to the circumstancesin which the ofence
was committed. We recommend the adoption of the rule observed in the
Postal Department that the fining of officers drawing Ra. 100 and upwards per
month should be prohibited altogether.

(iv) We consider that in no case should auy punishment be imposed unless
the fault can be brought home to the guilty party. To punish two persons,
when it is impossible to say which is to blame, is indefensible.

(v) That portion of paragraph 185 of the Traffic Code, which refers to the
fining of Telegraph Masters, should be cancelled. A Telegraph Master’s busie
ness is general supervision.

(vi) Emulation between offices is desirable and can best be encouraged by
the regular communication to the Circle Officers, Superintendents and Offices
concerned, of order of merit lists showing the trafic disposed of by the most
important offices in each Circle, and the average outturn for each signaller.

(vii) A yearly grant is already placed at the disposal of the Director-
General for the purpose of giving rewards to the signalling establishment., This
grant is, however, practically restrioted to payments for overtime, We oonsider
that the Director-General should have at his disposal a further grant, out of
which he oould sanction rewards to individual employés below the rank of Sub.
Assistant Superintendent for specific acts of exceptionally good or courageous
service.

163. (i) The question of house acoommodation was referred to the Committee
by the Director-General of Telegraphs® and was dwelt on by practically every
deputation of the signalling establishment which we received, the general ground
of complaint beingthat the scale by which accommodation is regulated is
insufficient, especially for married men with families, and that it results in
overorowding gnd insanitary conditions. The dormitory system was also objected
to as preventing privacy. The quarters were inspected at different places and
instances came to our notice of the conditions corplained of, as well as of cases
of quarfers being unoccupied, the staff preferring to hire accommodation for
themselves, even though the adoption of this course, while quarters were vacant,
entailed the loss of their allowanoces, From the evidence received it
would appear that the majority of the men prefer to make their own arrange-
meants, the unmarried men clubbing together and renting a house. The
Telograph Department does not undertake to provide accommodation for its
signallers and in view of the general unpopularity of the quarters already
existing, we recommend that, subject to what is said below regarding young

® Ses Part ] of the Procoedings, page 24
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signallers, no fresh quarters should be rented or constructed except (1) for
those officers who must live on the telegraph premises, and (2) in places
where the staff are unable to hire sccommodation for themsel ves,

(ii) Therulesrelating tothescale of accommodation are given in Chapter X
of the Telegraph Code, paragraphs 62-81. Under these rules the unit of
accommodation is one room of an area of about 220 sq, feet with a bath rcom
and such verandahs as the aspect and climate may render neceseary, The
accommodation allowed to an unmarried signaller is half of such an unit, to
& Deputy Telegraph Master one unit, and to a Sub-Assistant Superintendent
or Telegraph Master in charge of an office two units. We have examined the
rules for accommodation on State Railways as given in Volume IV of the Public
Works Department Code, and find that the scale there prescribed is more
liberal than that laid down for the Telegraph Department, the unit of aocom-
modation being one room of an area of about 250 sq. feet. We consider the scale
laid down for the Telegraph Department is inadequate, and we recommend that
the absolute unit should be one room of an area of about 220 sq. feet with
bath-room and necessary verandahs. A Sub-Assistant Superintendent in
charge of an office should be allowed free three such units,a Telegraph Master in
charge or a married Telegraph Master two, and an unmarried Telegraph Master,
or a signaller whether married or not, one unit. In allotting accommodation
the needs of fhe men required to live on the premises must receive the first con.
sideration, any excess accommodation being allotted to them to the extent
necessary, and rent being paid under the existing rules at the rate of Rs. 2-8-0
per 100 superficial feet for all accommodation in excess of the free scale. Over-
crowding should not be permitted and paragraphs 77 to 79 of Chapter H of the
Telegraph Code should be strictly observed, the person concerned being required
to rent any extra accommodation which is available and is demanded by the size
of his family. In the case of existing quarters, if it is impracticable to divide
them according to the specified areas, the nearest division possible should be
made, and no rent charged for any excess whioh bas to be allotted over the
prescribed scale,

(iii) It is essential that the Sub-Assistant SBuperintendents and Telegraph
Masters in charge of offices and the Testing Telegraph Masters attached to offices
should reside on the telegraph premises. Though it is not essential that the
rest of the staff should live on the telegraph premises, it is desirable that they
should live sufficiently near for their services to be available when needed.
Should any accommodation still be available after the elaims of the former have
been met, the latter should be required to ocoupy it rent free, forfeiting their
allowances for the period of occupation. In all ofices where night work is
necessary dormitories should also be provided for the use of that portion of
the night wateh which is not actually on duty for the whole of the watch.

(iv) Asan exception to the general recommendation that quariers should be
provided only for members of the staff required to live on the telegraph
premises, we propose that young signallers on first joining the Department should
be provided with quarters, unless they are able to live with their parents or
relatives. These signallers are lads on low pay, and we think it very desirable
that they- should be required to reside in Government quarters to ensure
their living in healthy localities and to bying them under some sort of supers
vision, The quarters needed for these signallers will be few and in selected
places only, and’they should be occupied by signallers with less than five years’

-service, the senior men vacating, if necessary, as the juniors join. They should
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be built in one block with a common mess room, and each signaller should be
given Arocom of an area of about 220 sq. feet with a bath room. Attached
should be quarters for a married Telegraph Master or signaller, who should
have general charge of the quarters and be responsible for order and the
supervision of the premises. '

5&1‘:::“ 164. (i) One of the causes which render employment in the Telegraph
gundays Department unpopular and pro fanto hinder recruitment, is the fact that the

employés have to attend office on Sundays and holidays throughout the year,
and work on these days as part of the ordinary routine of their service. We
cannot doubt that any measure which will have the effect of reducing Sunday
and holiday work will be a real boon fo the staff, and we have deemed it our
duty to corsider oarefully how far this can be accomplished without detriment
to important publio interests, At present the ordinary practice is that first
class offices (i.e., those which are open from 0 hours to 0 hours), remain open
on Sandays and holidays as on other days, while second and third class offices
(é.e., those which close for the night, and those which are open for a part of
the day only), open on Sundays and holidays for shorter bours than ou other
days. We understand that in the United Kingdom the principal Telegraph
Office in any large commercial centre is open always, but that on all Sundays
and on Christmas Day and Good Friday the town sub-offices “are closed. In
other places the Telegraph Office is usually open on Bunday morning for
two hours only in England, Wales and Ireland, and for one hour in Scotland.
In this country the practice in the Post Office is to restrict Sunday work as
much as possible, and in accordance with rule 2 of the Indian Postal Guide
New Year's Day, Good Friday, the King’s Birthday, Christmas Day and all Sun-
‘days are Post Office holidays. This rule also preseribes that Telegraph Money
Orders are granted on every day of the year, that postage stamps, postcards,
and embossed envelopes are always sold on the day on which the mail for Europe
is olosed, but that otherwise no business is done with the public on Post Ofice
holidays.

(ii) We are of opinion that first class offices should remain open always as
at present, and we are not in & position to recommend any general alteration in
the hours at which second and third class offices are open on Sundays and
holidays. But we think that in every place, where there is more than one
telegraph office, the question of completely closing on Sundays all or gnost
of the telegraph offices other than the principal one should be considered by the
Director-General, and appropriate orders passed. Further, we recommend that
from 0 hours to O bours on Christmas Day, New Year's Day, Good Friday and
the King’s Birthday and on all Sundays only Urgeot messages should be
received from the public, an exception being made in the case of Press messages,
which would continue to be received as at present If this proposal be adopted,
only the minimum staff required for the disposal of the traffic remaining at-

- 0 hours on 8unday morning and of the incoming Urgent and Press traffic need
‘be oalled on to attend office ; and a considerable proportion of the telegraph staff
will get the benefit of the weekly day of rest. Itappears tous to be reasonable
that telegraph work on Sundays and holidays should be reduced as much
as possible, and that members of the public who desire to send telegrams on
such days should be required to pay the Urgent rates.

Betiroment 185. We have now to deal with two requests which were put forward b}
servion 70" the representatives of the subordinate staff, but which we are unable to

recommend for the approval of Government, * In a number of places visited by
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_the Committee the delegates of the signalling establishment represented that,
in view of the faot that Telegraph officials have to work on Sundays and
gazetted holidays throughout the year, they should be allowed to retire on full
pension after twenty-five years' service, and on full invalid pension on the
completion of twenty years’ service. Along with this representation bas been
considered a proposal, which originated in the Committee itself, that power
should be taken to compel the retirement on a proportionate pension after
twenty-five years’ service of signallers who have been found to be inefficient
and unfit for promotion. We are of opinion that the request of the signallers
is not one which should be granted, and that Article 448 of the Civil Service
Regulations sufficiently provides for cases in whioch compulsory retirement is
expedient,.

166. (i) Nearly all the deputations of eignallers received by us on tour
represented the desirability of instituting a Provident Fund for the benefit of
the signalling establishment. The underlying idea evidently was that Gov-
ernment should add a bonus equal to the amount subscribed, pensionary rights
being nevertheless retained. It was pointed out that the equal bonus, though
saited to Railways, was impracticable for a pensionable service, and the
delegates were closely questioned as to the acceptability of a Provident Fund
similar to that which is maintained for the officers of the Department. The
system of that fund is that subscription is compulsory up to & limit of 5 per
cent. and may extend to 10 per cent. on salary at the option of the subscriber,
pensionary rights being unaffected. No bonus is given by Government, but
interest is paid on the subscriptions, On this system being fully explained -
the reply of the delegates almost invariably was to the effect that they would
like to see such a fund instituted ; and that they believed it would be acocept~
able to the signalling establishment.

(ii.) No doubt this was the view of the delegates themselves, but it does not
follow that a Provident Fund on the terms suggested would really be welcomed
by the establishment generally. We cannot recommend any scheme which
involves the grant of a bonus from Government; and we are not prepared to
sapport & scheme on the lines of the Officer’s Fund for the signalling establish-
ment or for clerks—the latter having inoluded this subject in some of their
petitions—because—

(1) future entrants, in whose case subscription would be compulsory,
would probably regard this obligation as a grievance ;

(2) the maintenance of the accounts of such a Fund would require a
large staff and involve much trouble ; and

(3) there is, so far as we are aware, no precedent for starting such a
Fund for non-gazetted pensionable establishment.

167. 'We have received various representations from Task Work Delivery
and Office Peons. The most important point raised is the request of the Task
Work Delivery paons that their service should be olassed as superior. This
request has recently been refused by the Government of India,* and we do not
feel in a position fo re-open the matier.” A very frequent complaint is that
the men are entertained too long on merely temporary appointment. With
reference to this we note that if a proposal made elsewheret is approved by

* Government of Iudia, Department of Commerce snd Industry, letter No. B6O-B5, dated 26th January
1807, .

t Vide paragraph 18 (iv) above, Temporary Establizhment, IIL
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Government, the number of men without permanent appointments will not be
unduly large. With the other points raised by the peons the Director-
General of Telegraphs ean best be left to deal.

168. Before we conclude this Chapter we must refer to certain subjeots
in which the commercial community are particularly interested. The
desirability of reducing the existing tariff for foreign messages was brought
to our notice by the representatives of several Chambers of Commerce,
and a special plea was made by the Bombay Chamber for the reduction of the
rates to Japan and Aden. We do not consider that any questions relating to
foreign telegrams fall within our mandate, and on eaeh occasion we have
informed the representatives of the Chambers that we were unable as a Coms
mittee to deal with the matter or to offer any recommendation to Government.
‘We have, however, thought it right to draw the attention of the Government
of India to the strongly expressed representations of the mercantile community,
and we aro confident that suitable action will be taken when opportunity
arises.

169. A reference may here be made to another point which formed the
subjest of & representation by the Chambers on several occasions. The rules
recently issued regarding the inadmissibility of sueh Code words as are com-
binations of two or more words in plain language contrary to the usage of the
language, have been criticised as imposing an unnecessary restriotion on the
senders of telegrams. The rules require that the sender of a telogram in Code
or in any plain language other than English or the vernacular should sign a

-certificate that the message does not coantain any such inadmissible combina-
tions, Exception has also been taken by the Bengal and Upper India Chambers
of Commerce to the procedure under which the certificate has to besigned on a
printed slip attached to the back of the Telegraph form, so that a double sig-
nature is required to every Code telegram. We understand that the certificate
is intended to ensure compliance with an International rule which is binding
on all Telegraph Administrations, and it is unnecessary therefore to deal with
the merits of the question. But as regards the double signature, it may be
pointed out that the difficulty can be met by printing the certificate imme-
diately above the space in the form where the signature of the sender has to be
written ; and it seems advisable that, as soon as the existing stock of forms has
been exhausted, a revised form should be introduced which wiil obviate the
inconvenience now felt in this respect.

170. It may be convenient to refer here also to two suggestions which were-

Telagraph rules

in the vernacu. Made to the Committee by the Upper India Chamber of Commerce, viz.,, the

lar. publication in the vernacular of the rules for Inland telegrams and the representa-
tion. of the Telegraph Department in Chambers of Commerce. Both these
_recommendations appear to us to deserve very favourable consideration. We
understand that an abstract of the postal rules in which the public are chiefly
interested is published by the Post Office in all the more important verpa-
culars of India, and we think that if a similar abstract were prepared by the
Telegraph Department and translated into, at any rate, a fow of the most
widely used languages, this would be beneficial both to the public and to the
Department.
Representation 171. As regards the latter suggestion, it is unnecessary for us to dwell
ﬂ.ifz‘gmph on the advantages of maintaining close relations between the officers of
Department  the Department and the commercial community. Railway officers are-

ommerce.
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already members of the Committees of several Chambers, and we have reason
to believe that these bodies would be glad to have Telegraph officers also on the
Committees. We trust that this arrangement may be made wherever

possible.

Hadras-Burms 172. (i) The Chamber of Commerce at Rangoon drew our attention
fo the necessity of improving telegraphic communication between India
and Burma. At present all messages have to be transmitted by one or
other of the two land routes, of which one enters Upper Burma from Assam
through Manipur and the other follows the Arakan Coast to Taungup and then
strikes across country to Prome. In both cases the line passes through a
long tract of inacoessible and sparsely inhabited country, where interruptions
from various causes are frequent and repairs are dificult to execute. We
understand that when both lines are in full working order the existing
wires are quite sufficient, but that when one route is interrupted and
all messages have to be transmitted by the other, the wires become congested
and cannot carry the whole of the traffic. The result has been that Deferred
messages are offen most seriously delayed, and that for weeks at a time during
the past year they were not acoepted for transmission at all. The Chamber
suggested that in order to remedy this state of affairs the Baudot system of
working should be introduced between Burma and India, and that an alter-
pative route should be provided, which would not be subject to interruption,
by laying a cable from the Madras Coast to Burma.

(i) We have ascertained that the Government of India, before considering
seriously the question of undertaking the very large capital expenditure and
heavy maintenance charges which would be entailed by the adoption of the
last mentioned suggestion, have asked the Director-General to examine more
fully the feasibility of improving the land lines to Burma, not only by the
provision of additional wires, if necessary, but primarily by the entertainment
of additional line establishment and the supply of stores at suitable points,
Information has also been received that Bandot instruments have recently been
installed at Akyab and Bangoon, and that Calcutta has commenced to work
‘Rangoon on these instraments with Akyab in translation. 'We believe that
the results obtained from the use of a Baudot insfallation on one or both of the
present land lines, from such of the measures contemplated by the Government
of India as may finally be adopted, and from the improvements already intro-
duced by the substitution of adrial spans for river cables (in certain localities,
will obviate the necessity for any sea cable between Cape Negrais and Madras.

g:l'eig-::’;) ot the 173. The proposals which we have made in this Report will, if adopted,

Qodss and necessitate substantial modifications in the Telegraph Codes, rules and regula-

' tions. The Departmental Committee ®* which prepared the decentralisation

soheme in 1904 recommended that a thorough revision of these compilations

should be undertaken, and that an officer of some standing should be placed

on special duty for the purpose. We endorse the recommendation of the
Departmental Commitiee,

* Vids paragraph 45 of the Report of Messrs. Thomas and leMaistre.
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CHAPTER VI
SUMMARY AND CONCLUSION.
sunmary of 174. We have now completed our review of work of the Telegraph Depart-
Mo ment in all its branches, and it remains tbat we should summarise the chief

Tecommendations for its improvement which have been made in the foregoing
Chapters, 'We have been convinced that radical changes in the organisation of
the Department are necessary’ if, without undue increase of establishments and
consequently ia expenditure, the staff is to cope successfully with the great
growth of traffic. Our proposals will cost money, but they have been framed
with the greatest possible regard to economy, and we cannot doubt that if
raffic continues to increase, they will very considerably ourtail the additional
expenditure which would otherwise be inevitable, The main proposals which
bave been made are the following® :—

(1) The division of the country for Telegraph purposes into eight Circles
oorresponding as nearly as possible with Provincial limits and intended ulti-
mately to be exactly coterminous with Postal Circles, (Paragraphs 5, 6 and 7.)

(2) The appointment to the charge of each Cirole of ahigh Telegraph
Official with the title of Director of Telegrapbs. ( Ditto, )

(3) The reorganisation of the Head-quarter staff of the Department: the
‘vevised staff to oomsist of—

1 Director-General 1 Personal Assistant to the Director-
General
1 Director of Traffic 1 Assistant Superintendent for Trafic
1 Director of Construction 1 Assistant Superintendent for Con-
struction.
(Paragraphs 7 and 8.)

(4) The Directors of Oircles and of Traffic and Construction to be placed
on one list and their appointments to be interchangeable. (Paragraphs 7 and.
84 (iii).

( (5)) The abolition of Sub-Divisions and the constitution of the Division as
the unit of administration. (Paragraph 10.) '

(6) The increase in the number of Divisions from 20 to 84. ( ditto. )

(7) The reduction of the clerical establishment of the Direction, a saving
of Rs. 1,412 a month being offected. ( Paragraph 8.)

(8) The creation of the office establishments of Circle Officers and revision
of the clerical establishment of Divisional Superintendents, the additional cost
being Rs. 4,633 a month, (Paragraph 15.)

(9) Proposals for improving the financial control exercised by Govern.
‘ment over the Department and for increasing the powers of the Director-General
to incur expenditure both on works and on establishment. (Paragraphs 16 and
18 and Appendix E.)

(10) The grant for this purpose to the Director-General of Telegraphs of
power to incur extra expenditure on fixed establishment up to a maximam of
Rs. 1,80,000 a year subject to the condition that the total sanctions together
in any one year shall not increase the expenditure on account of fixed
“establishment to be included in the Budget Estimate of the following year by
a larger sum than Rs, 80,000 a month or Rs. 8,60,000 a year. (Paragraphs 16
and 18.)

* The minor proposals here omitted will readily be traced from the Table aof Contents.
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(11) The devolution to the Directorsof Circles of extensive powers and the
enlargement of the powers of Superintendents. (Pavagraph 19 and
Appendix F.)

(12) The eventual formation of a Traffic Branch consisting of the Superior
Officers employed in the large signal offices, (Paragraph 21.)

(13) The immediate formation of a Technical Branch consisting of an
Eleotrical Engineer-in-Chief, five Electrical Engineers, three Technical S8ub-
Amsistant Superintendents and thirty-eight Telegraph Masters and signallers,
the eventual extra cost as compared with the existing establishment being
Rs. 42,084 per annum. (Paragraphs 25 to 29 and Appendix G.)

(14) The revision of the soales of pay of the administrative officers of the
Department so as o equalise the prospects in the Department with thoss in
the Public Works Department. The cost of this measure is Re. 87,800 per
annum, of which only Rs. 6,000 is properly debitable to the Cirele Soheme.
(Paragraph 35.)

(16) Improved arrangements for the selection and appointment of can-
didates for the Provincial S8ervice Branch of the Superior Staff. (Paragraph
40.)

{16) Proposals for improvement in the seleotion of Trafic Sub-Assistants
and for the formation of 8 new grade at ® cost of Re. 4,800 per annum.
(Paragraph 44.)

(17) Proposals for improvement in the selection and training of Upper
Subordinates of the General Branch, (Paragraphs 48 and 47,)

(18) The reorganisation, a6 summarised in paragraph 61 of the Bignalling
Establishment at an immediate maximum cost of Re. 8,07,000 and an nltimate
cost of Rs. 3,30,000. :

(19) The revison of the pie-money system as summarised in paragraph 83.

(20) A scheme for the automatic inorease of the SBignalling Establishment
in proportion to the increase in traffic. (Paragraph 84.)

(21) Proposals regarding the manner in which increases of the supervising
establishment should be sanctioned. (Paragraph 85.)

(22) Proposals for the extenmsion of recruitment for the General Scale
from European Schools. (Paragraph 87.)

(23) Proposals for the improvement of the Training Classes for sxgnallers.
(Paragraph 88))

(24) The raising of the qualifying test for Deparimental signallers to
twenty-three words a minute in plain language and for a corresponding increase
in thestandard for Postal signallers and Military Telegraphists. (Paragraphs 89
and 90.)

(25) Abolition of the annual test in signalling. (Paragraph 89.)

(26) Arrapgements for the reduction in the number of transfers of signal-
lers and Telegraph Masters. (Paragraph 91.)

(27) Change of the designation of all signallers to “Telegraphist.”
(Paragraph 92.)

(28). Proposals for the appointment of female signallers, (Paragraph 94.)

(29) Improvement of the Combined Office system. (Paragraphs 96 to
109.) This includes—

(a) The adoption of a more liberal policy regarding Guarantees. (Para~
graph 97.)

() Annual programme of new Combined Offices to be opened. (Para-
graph 98.)



BREPORT OF THE TELEGRAPH COMMITTES. 135

{¢) A higher standard of efficiency amongst Postal signallers. (Para-
graph 99.)

- (d) The grant of allowances to Postal slgnallers while under trammg
( ditto. )

(e) Improved rates of pay for Postal slgnallers (paragraph 101), and
for that purpose—

(/) The placing of an annual grant limited to 35 per cent. of the revenue
from Combined Offices at the disposal of the Director-General
of the Post Office, for all expenditure on Combined Offices.
{Paragraphs 102 and 103.)

(9) Recruitment of the Local Scale from Postal signallers, (Paragraph
104.)

(A) Training of Postal Superintendents in Telegraph work. (Paragraph

- 108.)

(3) Inspection of 3rd class Combined Offices by officials of the Post
Office. (Paragraph106.) . .

(30) Btatement of principles which should govera the classification of
offices as Departmental and Combined., (Paragraph 108.)

{(31) Proposals for the conversion of certain Departmental Offioes. (Para-
graph 110.)

(32) The immediate transfer to the charge of the Examiner of the greater
portion ol the work now carried on in the Check Office and the ultimate
transfer of the remainder, (Paragraph 111.)

(33) The eventual amalgamation and decentralisation of Postal and
Telegraph Accounts. (ditto.)

(84) Proposal for a new Signal Office in Calcutta, (Paragraph 112.)

(85) Simplification of the work in the Check Office and the formation
of a Statistical Branch. (Paragraphs 113 to 118.)

(36) Reorganisation of the 8tore Branch. This will effect a saving of
about Rs. 600 a month (paragraphs 119 to 126) and includes-——

{a) The abolition of the appointment of Buperintendent of Stores and
the appointment of an officer trained in store work as Chief Store
Keeper. (Paragraph 121.)

(0) The depbts at Madras, Bombay, Karachi, and Rangoon to be the
source of supply of all stores for the whole of the areas assigned
to them. (Paragraph 1232.)

(37) Gradual organisation of graded pay for the clerks in each large
signal office and for the olerks in the small signal offices in each Circle.
(Paragraph 135 {iii).)

(88) Proposals for the simplification of procedure in signal offices and the
acceleration of traffic therein, (Paragraphs 138 to 141.)

(89) Reduction of the main classes of telegrams to two and revision of
the rates for the Urgent clags, the loss of revenue to Government being
calculated as Rs, 1,80,800 or Rs. 5,36,120 acoording to the proportion of the
present Ordinary telegrams which may be sent by the new Urgent class.
(Paragraph 147 and Appendix P.)

(40) Improvements in the Railway Telegraph Service. (Paragraph 153.)

(41) Simplification of Divisional accounts. (Paragraph 156.)

(43) Proposals for the training of Assistant Superintendents. (Paragraph
157.)

(43) Proposals for the grant of Study Leave. (Paragraph 158.)
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(14) Improved rates of pay for linemen and gradual improvement in the
grading of Sub-Inspectors. (Paragraph 159.)

(45) The abolition of Seourity Deposits, (Paragraph 160.)

(48) The abolition of Check Office fines and the hmxtatlon of other fnes,

(Paragraph 163.)
(47) Provision for the grant of Rewards for the stalf of the Department,
(Paragraph 162 (viii).)
(48). Improvements in the scale of House Accommodation for signallers,
(Paragraph 163.)
(49) Limitation of Telegraph work on Sundays. (Parsgraph 1684.)
No exaot esti- 178. It is impossible for us to give an exaot estimate of the net financial
mate of the

net finsncial result of our proposals, although where practicable the cost has been stated.

T o o the From several of the measures which we have suggested substantial savings

§3:‘,’E{§f“ is  may be expected, e.g., the limitation of the number of transfers, the conversion
of certain Departmental offices into Combined and the reduction of the eclerical
establisbment in signal offices owing to the simplification of the arrange.
ments for dealing with trafic. Small savings may also be effected by the re-
organisation of the Check Office and the Store Branch. But the precise amount
of the saving cannot in any case be stated with accuracy. On the other side
of the account there are several items involving expenditure the amount of
which cannot be exactly calculated.- As examples of this we may mention the
outlay on office buildings for Directors of Circles and Buperintendents of
Divisions (against which there is a saving in the shape of the sale proceeds or
the rent of existing buildings); allowances to postal signallers while under
training and the introduction of improved rates of pay for this class of official ;
introduction of a graded system of pay for signal office elerks; increased pay
for linemen in certain localities and regrading of Bub-Inspectors; and finally
increased expenditure due to the revision of the seale of accommodation for
signallers and Telograph Masters.

Immediate 176. Although we are unable to give an accurate estimate of the

Bnanoial effoci.net cost of our proposals as a whole we can state the sum whioh it

Tt Wonte. Will be necessary, if our proposals are approved, for the Government of
India to provide for inoreased cost of establishments in the Budget of the
Telegraph Department for the year in which the new scheme comes into
forco. We have already stated (paragraph 16 (v)) that in our opinion the
Director-General should be called on to provide the cost of all improve-
ments in the pay of the establishment and of all new appointments from
the grant for the inerease of fixed establishment which we have proposed. To
this rule there are only two exceptions, viz,, the reorganisation of the Signalling
Establishment and the increased expenditure on Combined Offices. The

immediate cost of the reorganisation of the Signalling Establishment we have
estimated at Re. 3 ,07,000, which is an outside figure, as it assumes that the
whole of the Average Grade will qualify by the 28 words standard. If the
grant to the Director-General of the Post Qffice is limited to 856 per cent. of
the revenue from Combined Offices, the extra expenditure on this account will
not, we think, exceed Rs.1,00,000 in the first year, The grant to the Director-
General of Telegraphs for increase of fixed establishment will be Rs. 1,80,000
during the first year, but it must be remembered that this eum will cover a
great deal of expendlture which, owing to the growth of traffie, was inevitable
in any case, The maximum amount to be provided in the Budget for increased
cJst of establishments is thus Rs. 5,87,000, :
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177. We are unanimous in making the recommendations contained in
this Report; and we hope that they may be found to constifute a consistent
socheme oapable of early adoption. It has been our earnest endeavour to attain
that end. 'We are confident that the general scheme, if such it may be called,
embodied in our recommendations will, if accepted, greatly improve the organi-
sation and working of the Indian Telegraph Department and, notwithstanding
the initial outlay, prove economical in the course of a few years.

178, 'We desire to express our thanks for the great and varied assistance
which we have received from 8ir Sydney Hutchinson, the Director-General of
Telegraphs, and the Officers of his Depariment. 8ir Sydney Hutchinson gave
us invaluable aid not only by his advice in the conferences at Simla and
Calocutta, but also throughout our inguiries by affording us, most freely and
with great promptitude, a mass of information which involved much labour to
compile and without which our work would bhave been incomplete in many
important particulars. The Officers of the Department were called upon, often
at short notice, to prepare written replies to & long series of questions and to
present themselves for an oral examination which frequently lasted for several
hours. They responded to the oall cordially and effectively. Many valuable
papers were produced, the outcome of much thought and ocare; and in examina-
tion important suggestions or ecriticisms were often thrown out and ably
supported. '

179. Lastly, we wish to put on record our cordial acknowledgments of the
assistance which has been given us by Mr. G. Rainy, I.C.8,, our Seoretary. He
has done his work with industry and care and much ability ; and we commend
his services to the favourable notice of Government.

C. L. TUPPER,
L. PORTER.

E. A, LEACH.

W. MAXWELL.
R. 0. LEES.

T. R. KELLNER.

CALOUTTA ;
Daied the 10¢A April 1907.
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