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CHAIRMAN
ADMINISTRATIVE REFORMS COMMISSION
GOVERNMENT OF INDIA

SARDAR PATEL BHAWAN, NEW DELHI
April 18, 1969. '
My dear Prime Minister,

I am presenting herewith the report on Personnel Administration, the
eleventh report of the Commission. Copies of the three Study Team reports,
and a note of “dissent and supplement” by Shri H. V, Kamath, are enclosed.
Also attached is a note by Shri V. Shankar. Shri T. N. Singh has also a
note, which would be sent on receipt.*

2. Problems of personnel administration are stupendous as well as deli-
cate. They have recently assumed a complex and controversial character in
matters like discipline, morale and benefits, We, therefore, appointed three
Study Teams with Shri R, K. Patil, Lt. Genl. S. P. P. Thorat and Shri K. N.
Nagarkatti as Chairmen, They have examined the problems elaborately and
made exhaustive recommendations. The services rendered by the Chair-
men, Members and Secretaries of the three Study Teams deserve apprecia-
tion.

3. The personnel in Government service, in numbers, run into millions.
In avocation, they have the high responsibility of holding the society toget-
her in peace and barmony with regulatory powers and of making it progress
and prosper with developmental plans and programmes. Therefore, the
work of the Government servant is not merely one of earning a living, but
also of serving the nation in the true sense of the term. What a civil
servant does and the way he behaves have great bearing on the satisfaction
which the citizens derive from administration. We have, therefore, taken
the view that the civil servant should be a model citizen, ever ready to
serve, and serve with civility.

4, For the last few years, the organised civil servants have become much
more self-oriented, pre-occupied with their prospects and emoluments, and
have taken to militant methods, like violent demonstrations and strikes, for
acceptance of their demands. Discipline and morale have deteriorated. We
have, therefore, been compelled to recommend that Government servants
should have no right to strike. We have supported the principle under-
lying the Essential Services Maintenance Act, 1968, and suggested that it
should be adopted by the State Governments also. We have urged that
every new entrant to Government service should sign a pledge that he will,
under no circymstances, resort to strike. As the right to strike will no

*attached.
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longer be available, it is important that there should be adequate machiery
for redress of employees’ grievances. We have, therefore, recommeated
the strengthening of the Joint Consultative Machinery and appointmei. of
Civil Service Tribunals. The parliamentary and party system of democrawy
has, as one of its foundational principles, the neutrality of permanent ser-
uces between party and party. Civil Service neutrality must, therefore,
be meticulously observed at all levels. Accordingly, no person who is pot *
serving under the Government should be eligible for election to the Joint
Consultative Bodies, unions or associations of Government servants. 4

T
{

5. The foundational training that is now being given is not adequate tqq
meet the requirements of the times. Its main aim is to further develop™
knowledge and skill. But it ignores the instilling of right habits and atti- -
tudes, The probationers need to be equipped with wide national outlook
the rich national heritages, moral and spiritual, and dedication to sen’igj
as an end in itself. Alcoholic drinks should be strictly prohibited in trai
institutions. India is still overwhelming the land of the rural people. A
civil servant ought to know their needs and moods. It is mecessary =+
the trainees should live in villages at least for some weeks for gaining
hand knowledge of rural life and conditions. We consider that the founcf
tional course and its methods needs immediate reform. We have reco.b-
mended that a committee be appointed for this purpose.

fl

;
J

™ 6. In the constitutional set-up which we have, with equality of opportu-
ity guaranteed, it is not possible to sustain monopoly and reservation for
one or other class of Government servants. The road to the top must he
open to every competent and qualified Government servant, To higher
management in the Secretariat, talent must be drawn from every cadre and
class of Government servants,. Commitment of the Government in z big
way to plans of social and economic development and the need for their
popular acceptance call for induction of specialised capability and contpetence
of different kinds at the policy making level, It is also necessary to remove
the existing anomalies in the present system of remuneration and provide
for equal pay for work of equal responsibility and difficulty. These princi-
p}cs, if put into practice, would go a long way to mitigate the existing rival-
ries and frustrations in the Civil Service.

T Accordingly, the scheme of reform recommended by us envisages entry
into Lhe.middlc and senior management levels in the Central Secretariat from
all services. Where regularly constituted services already exist to attend
to specific functions, the middle and senior level posts in the corresponding
areas in the Secretariat should normally be manned by the members of the
concgmed flfnctional service. In non-functional arecas, the middle level
personnel will be drawn, fhrough a mid-career competitive examination,
wmfmm all sources on the basis of ¢qual opportunity for all. These persons

be required to develop specialised knowledge of and experience in one
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of eight broad areas of specialisation at headquarters, keeping in view their
qualifications and previous background. The scheme also provides for
special training courses to develop the needed managerial and policy making
competence among them. Personnel for the senior management positions
outside the functional areas should, as a rule, come from those who have
acquired specialised management experience at the middle level and should
be deployed taking into account both their previous background and apti-
tude. Staffing at the top-most levels will be mostly on the basis of general
managerial competence., The adoption of a unified grading structure which
we have recommended for the entire Civil Service would facilitate the
movement of officers from one area to another for which they are qualified:

and in which they may be required. It will also help define and fix res-
ponsibilities and set work norms.

- 8. Our above recommendations, Madame Prime Minister, are in tune
with your own thinking, as stated in your Convocation Address at Roorkee
University in November 1967 : “It is odd that the greatest doctors and
engineers in the country, who would be rated as the leaders of the profes-
sion and who save lives or add permanent assets to the nation, can rarely
booe to receive the pay or status of Secretaries of Ministries. The brightest
of our young men and women choose engineering and medicine. If they
happen to go into Government, they are very soon overtaken by the general
administrator. This must change and I am trying to change it. The admi-
nistrative system must reflect an individual’s contribution to human welfare
and economic gain.”

9. We have recommended the introduction of “Performance reports” in
place of present system of Confidential reports. Every Government ser-
Yant will be given an opportunity to give a resume of his performance during
;.he year and get his merits properly assessed for the purpose of promo-
ion.

| 10. We have also made several recommendations for providing greater
opportunties to Government servants of lower ranks to rise rapidly as high
as their competence and performance warrant. We have favoured a larger
departmental quota for promotion to Class I positions. Again, those already
serving in lower ranks and those who are talented should be given a chance
lto sit for the open competition for the higher services with relaxed age limit.
'We have also recommended that in making promotions from Class II to
Class I Service, a portion of vacancies should be filled through an exami-
nation so that qualified younger employees can move up quicker than would
normally be the cagse.

11. We have recommended measures for improvement of recruitment
policies and procedures. We have also made recommendations for the prun-
ing of excessive personnel, abolition of unnecessary and ineffective organisa-
tions, fixation of work norms, simplification and codification of rules, rationa-
lisation of holidays, and strict limitation of overtime work and transfers.
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In order to bring greater satisfaction to the people, we have urged that a
complaint book should be kept in all offices having dealings with the public
who should be given every facility to enter their complaints in it. The senior
officers should periodically scrutinise the complaint book to ensure prompt
redress of grievances,

12, The reforms we have recommended are bound to raise resistance
from those who are adversely affected. Resistance from within the services
is a very difficult problem for the Government to deat with. The declara-
tions made from time to time by the Prime Minister and other Cabinet
Ministers have emphasised that reforms of a fundamental character are need-
ed. Resistance based on sectional or personal interests should not be allow-
ed to come in the way of putting them into effect. After all, Government
service is primarily meant to serve the people and not the Government ser-
vants as such.

Yours sincerely,
Sd/- K. Hanumanthaiya

Shrimati Indira Gandhi,
Prime Minister of India,
New Delhi. '
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CHAPTER 1

INTRODUCTORY

Society depends, for its progress and well-being, on the effective func-
tioning of government. And government, whatever its type—democratic or
otherwise—will, in the last analysis, be ag good as what its personnel make
of it. A theoretically perfect administrative structure and unexceptionable
methods of work may be devised, but they will be of little or no avail if
those who man the administration are either unequal to their task or are
apathetic towards it. Competence and morale of the administrative person-
nel are, therefore, basic to good government, which is the sine qua non
for the advance of man in society.

2. India has bad her own continuous traditions of government and
government service from time immemorial. The memories of what were
considered to be the best administrations of the distant past are cherished
in our ancient literature which is replete with descriptions of ideal rulers and
their pattern of governance. Thus, the two most ancient epics of the world—
the Ramayana and the Mahabharata-—expound in a style, at once vigorous
and elevating, the lofty concepts of administrative ethics and practice, no
less than those of wise statecraft. While the structure and methods of the
government of today have naturally to be different from those of the days of
yore, the high standards of personal conduct and public service then ex-
pected of those wielding power continue to be a source of perennial inspira-
tion to the administrator. '

3. The British who came to India to trade and remained to rule for
more than a century, set up a Civil Service largely modelled on that of
Britain, Even the personnel were at first imported from that country, except
for those in the subordinate ranks, The main objective of their administra-
tion was to maintain the undisputed sway of the British Crown, to govern
the country so as to subserve British interests, and to dxsplay the pomp and
panoply of imperial power. They succeeded in preserving peace and estab-
lishing a unified administration over vast areas which were directly under
their rule, Even the numerous ‘Native States’ which bad a measure of auto-
nomy were ultimately under the control of the Viceroy through the Political
Decpartment of the Government of India.

. 4. The system of administration that the British established in India
was regulatory and rigid. It came to be known in its various aspects as'a
‘bureaucracy’. The bureaucracy, within its narrow field, was comparatively
efficient and impcrsona] It was, however, remote from the people and
hardly responsive to their aspirations. There were stray attempts at reform,
but they were half-hearted and halting,
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5. Independent India took over this bureaucracy. The Problems that
faced India at the beginning of its freedom, accompanied as it was by. th::
partition of the country, were so many and so complex thflt the nation’s
attention and emergy were mostly absorbed in finding solutions f_or them.
In the difficult situation which it faced, the existing Civil Service du:l play a
useful role and, by and large, discharged its functions in a satisfactory
manner. However, when with the inauguration of the Five-Year Plans,
developmental work was seriously taken in hand, the inadequacies and w.cak-
nesses of the administration in relation to its new tasks became increasingly

apparent.

6. In this report, we have attempted to examine the features of the
personnel system which render it inadequate to the tasks facing the adminis-
tration, and unable to draw out the best that the large number of civil
servants are capable of. We have made recommendations to remedy the
defects noticed. We had appointed three Study Teams for examining three
special areas of Personnel Administration. The Study Team on “Recruit-
ment, Selection, UPSC/State PSCs and Trajning” was presided over by
Lt. Gen. S. P. P. Thorat (retired Army General who had served as Chairman
of the Maharashtra Public Service Commission) with Shri A. V. Seshanna,
Deputy Secretary, Administrative Reforms Commission, as Secretary. The
Team on “Personnel Planning, Staffing of Public Sector Undertakings and
Personnc] Management” was presided over by Shri R. K. Patil (a former
member of the ICS and one-time minister of Madhya Pradesh), with Shri
B. D. Sharma, Deputy Secretary in the Administrative Reforms Commission,
as Secretary. The Team on “Promotion Policies, Conduct Rules, Discipline
and Morale” was headed by Shri K, N. Nagarkatti (a former member of
the ICS and now in private industry) with Shri N. Chidambaram, Deputy
Secretary in the Administrative Reforms Commission, as Secretary. We
would like to record our appreciation of the valuable work done by these
Teams, which has greatly helped us in examining the various aspects
of Personnel Administration and formulating recommendations, We
have also drawn upon some portions of the reports of the Study Team on
the “Machinery of the Government of India and its Procedures of Work”,
presided over by Shri C. D. Deshmukh and the Study Team on “Adminis~
trative Tribunals” presided over by Shri S. C. Lahiri. In our earlier reports
on the Public Sector Undertakings and the Machinery of the Government
of India and its Procedures of Work, we have dealt with two of the subjects
gone into by the Study Teams on “Personnel Planning etc.” and “The Machi-
nery of the Government of India and its Procedures of Work,” viz., “Person-
nel Management for Public Sector' Undertakings™ and the “Role of the Cabi-
net Secretary and the Ministries of Home Affairs and Finance” respectively.
We do not, therefore, deal with these subject in this report.*

*In the rest of this report we shall refer to the Study Teams presided over by Sarva,

shri Thorat, Patil, Nagarkatti and Deshmukbh as Study Team (T) Study Team ),
Study Team (N) and Study Team (D) respectively.
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7. In the next chapter we commence with a review of the present
personnel system and indicate the directions in which reforms are needed. In
the third chapter, we set forth an outline of reforms based on specialisation.
A unified structure of pay grades as an important aid to sound personnel
management is then discussed. We then deal with recruitment policy and
recruiting agencies. The subject of “Training” then receives attention, The
principles governing promotion policy are next gone into. This is followed
by an examination of the important subjects of Conduct and Discipline.
In the final chapter, we consider some conditions of service and other related
matiers not discussed in the earlier chapters.

8. Before concluding this chapter, we would like to refer to an un-
happy feature common to almost all the large number of memoranda re-
cerved from various Service Associations, viz., a preoccupation with service
conditions, emoluments and prospects of promotion. There were only a
few cases where suggestions were made for improvement of methods of
work. While we do appreciate that service conditions require careful consi-
deration, we would bave been much happier if, in addition, these memo-
randa had paid equal, if not greater attention to the lines on which the
administration could be reformed so as to make it a fit instrument for achiev-
ing the national goals of social and economic development.



CHAPTER I
THE NEED FOR A NEW PERSONNEL SYSTEM

1. The pre-Indeperdence System

The structure and methods of administration that we inherited, servied
well the needs of the pre-Independence Government, which was concerned
mainly with the enforcement of the law, the maintenance of order, and the
collection of revenue. Involvement of Government during the British regime
in the economic and social spheres was confined mainly to tasks like building
and maintaining a modest transport and communication system, regulation.
of indigenous trade and commerce, and providing a modicum of facilities in
the fields of education and health, Defence, finance and foreign affairs
followed the dictates of Whitehall.

2. To accomplish these tasks there were, in addition to a large body of
subordinate personnel, a few ‘elite’ corps of higher civil servants—the premier
corps being the Indian Civit Service, which was primarily meant to administer
the districts. The majority of the members of this Service spent most of
their official life in this field. A few—all that was in fact required—occupicd
the small number of higher posts at directorial and policy-making levels at
the headquarters of the Provinces and at the Centre. Besides the ICS there
were a number of other higher Services—called either Imperial or Superior—
which performed different tasks under the Central Government. Notable
among these were the Indian Audit and Accounts Service, the Imperial
Customs Service and the different Engineering Services. The ICS was an
all-India Service which was deployed both in the Provinces and at the Centre;
so was the Indian Police. Other all-India Services like the Indian Service
of Engineers, the Indian Medical Service and the Indian Agricultural Service
functioned for two to three decades in their respective sphereg till recruitment
thereto was stopped in the twenties of this century. The serving members
of these Services, however, continued to function either in the Provinces
(later, the States), or at the Centre till they left the Service. Thus, the only
all-India Service besides the ICS, which was in existence on the ewe of
Independence, was the Indian Police.

3. The system worked well enough in the context in which it functioned
and in relation to the tasks which were needed to be performed by it. The
problems faced by the administrator at headquarters or in the field were not
unduly complex. However, in the thirties, it became apparent that certain
growing areas of administration needed specialised attention. This led to
the formation of the Finance-Commerce Pool of officers of the ICS and other
Superior Services like the IA & AS and the iCustoms Service, who could de-

vote themselves to, and specialise in, matters covering finance and commerce.
8
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After the end of World War 11, the Administration began to show signs of
greater awareness of the needs of popular welfare and certain measures were
taken for the reorganisation of the administration with a visw to preparing
the country to face new tasks which were in the offing.

THE NEW TASKS

4. The nature of governmental tasks has in the post-Independence era,
undergone a marked change, particularly after the adoption of planning as
the means of achieving the socio-economic regeneration of the country.
Administration is tending to become more and more specialised, technical
and scientific; the problems of public relations have acquired new dimensions;
the rdison d’etre of administration is becoming more and more grounded in
popular acceptance and the success of administrative measures is becoming
more and more depéndent on public cooperation and response; the emphasis
of administration is perceptibly shifting from mere care and manitenance to
social welfare and individual progress. The current administrative sitnation
may be summed up in the following terms :

(a) Administration, particularly at higher levels, has ceased to be
merely regulatory. It is directly involved in the formulation of
policies and implementation of tasks copcerned with social
welfare and economic growth. There are specific tasks to be
performed, particular projects and programmes to be carried
through. Thus, new aréas of administration have emerged and
they call for new and special knowledge and techniques.

(b) Even in the field of regulatory administration, the increase in
the volume of work and the emergence of new problems conse-
quent upon activities such as increasing industrialisation, urbani-
sation and the growing social awareness of the community have
created difficult problems which require careful and expert
handling. .

(¢) Science and technology, in this nuclear age, have projected new
tasks of administration. Besides, these and other specialisations
like economics and the social sciences have also acquired an
important bearing on Government decisions and policies.

(d) The enormous growth of personnel has rendered it necessary to
devise special measunes for ensuring that each member of the
public service gives the best that he is capable of,

5. Government has been aware of the need for change and a new
approach, albeit halting, can be discerned in the personnel policies of the last
two decades. However, the manner in which, and the extent to which
changes have taken place disclose a certain rigidity in the system. The
changes have been sporadic and peripheral. The system continues to be set
in the samé old pattern and lacks dynamism and adaptability to changing
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conditions. There is still too great a reliance on the ‘generalist’. The
technical, scientific and other specialist personnel who have now appeared on
the socne are not participating directly in policy formulation. The top posts
have pot been brought within the reach of all those who have the capacity to
bold them. Above all, there is no clearly conceived and articulated policy
of personne! management. These defects largely flow from the existing
pattern of the Civil Service organisation and the manner in which the skills
of its members are being developed and put to use,

ORGANISATION OF THE CIVIL SERVICE

6. We may now consider what the existing structure is like. The Civil
Service which is more than 6 million strong* in the States and at the Centre,
is organised in four classes, Class I (which includes the all-India Services),
Class 11, Class III and Class IV, such classification being based on pay rangess
admissible. The managerial ansd admipistrative aspects of governmental
work—whether in the field or at headquarters—is predominantly in the hands
of those who are in Class I. We find in this class :

"{a) the all-India Services engaged mainly in administrative duties in
the States and in the Centre in the field and in the Secretariat;

(b) the non-technical Central Services, Class I, which are meant to
administer non-technical areas of administration at the Centre
like the audit, income-tax, posts and telegraphs and the railways.
Their members also are deployed, to some extent, in the Central
Secretariat;

(c¢) the technical Class T Central Services which have similar
functions on the technical side of the Central Departments like
the Central Engineering Service, the Telegraph Engineering
Service, the Railway Engincering Service, the Central Health
Service, etc. To a smalll extent, members of these Services
occupy Secretariat posts. .

7. The Class I category also includes officers engaged in research in the
scientific and technological fields and some isolated posts in the non-technical
fields. The posts in Class I, which do not fall within any particular Service
at the Centre, are considened as falling within the General Central Service.

8. Then there aré the State Services, both technical and non-technical.
They operate only within a particular State, though sometimes officers belong-
ing to these Services are borrowed for work at the Centre. Just as at the
Centre, there are isolated posts in the States also which do not fa]l w:thm
any particular Service. . :

*The census taken by the D. G. Employment and Training indicates that in 1966
there were over 2-7 million employees under the Central Government and over
3+7 million under the State Governments.
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‘9. Higher field posts in the States at the District level and the
Pposts of heads of Departments are generally manned by the members of the
all-India Services and other functional and technical State Services.
Secretariat posts in the States are generally manned by members of the
IAS. However, in some departments like Agriculture, PWD, etc.
Secretariat posts at the level of Additional or Joint Secretary and sometimes
at Sccretary level are also held by the corresponding functional or technical
Service. There has also been of late a tendency to resort to ex-officio status

and thereby give opportunities for service in the Secretariat to technical and
specialist Services.

Functions of Class I Service

10. Work done in Government can be broadly classified as “general
administration”, “specialised administration”, “technical and/or scientific
administration”. Administration at the level of a District Collector, an
Income Tax Officer, and an Executive Engineer illustrates, respectively, the
different types of work mentioned above. Generally, each negularly consti-
tuted Class I Service takes care of the requirements of the types of work to
be done at the higher levels specified above. For example, the Indian Police
Service is engaged in police administration, the Income Tax Service, in
income tax administration, and the Central Engineering Service in
engineering administration. Most of the members of such Services work in
field offices. Some are also drafted to the headquarters organisation con-
nected with the same function, Thus, Indian Police Service officers are
drafted to the Central Bureau of Investigation and Income Tax officers to
the Central Board of Direct Taxes. In general, Class I Services are uni-
functional in nature and the members undergo after recruitment, training for
work in a specified functional area. Their careers for the most part and
certainly during their early years lie in their own functional areas. An
important exception is the Indian Administrative Service, an all-India
Service whose members are deployed, in addition to their special area of
district and revenue administration, in ether areas as well,

All-India Services

11, At the time of Indcpendence, two new all-India Services, viz,, the
IAS and IPS, were created, the existing members of the old ICS and IP being
borne on the new cadres. The intentiorn of having all-India Services was
mainly to ensure uniformly high standards of administration in all States in
key activities, to provide for interchange of experience between the States
and the Centre, and to obtain, where needed, the experience of State
administration at the decision-making levels at the Centre. In addition to
the two all-India Services formed at the time of Independence, a third all-
India Service, namely, the Indian Forest Service has necently been created,
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The creation of two more all-India Services in the fields of engineering,
medicine & public health is being actively considered. The ‘proposal to
constitute the Indian Agriculture Service and the Indian Educational Service

has also been mooted.

12. Our Study Teams which have gone into the question of all-India
Services have supported the continuance of the all-India Services that now
exist. The Study Team on Centre-State Relationships has come to the
conclusion that while the details of the operation of the Indian Administrative
Servioe need some change to meet the requirements of specialisation in
higher administration, the continuance of the Service is imperative. The
Study Team (P) has come to a similar conclusion and has also favoured the
expansion of the all-India Service concept to other fields where common
areas of administration have emerged as between the Centre and the States,

13. As common areas of administration in the States are expanding, it
would be in the public interest to establish more all-India Services. We
shall refer to this matter again in our Reports on Centre-State Relationships
and State Level Administration.

Staffing of the Headquarters organisation of the Central Government :

14. We now refer to the manner in which the higher positions in the
headquarters organisation of the Central Government are staffed.

15. At present the higher Services in the Civil Service are ab initio field
Secrvices- Their initial deployment is in the field offices of the Central and
State Governments. The work relating to policy formulation claims the
administrator’s time only from about the middle part of his career. There
is no class division per se between the policy-formulator and the executive.
The system is so designed that the same set of personnel do executive and
policy work at different times. The exception is the Central Secretariat
Service which forms a large component in the present pattern of staffing of
the headquarters organisation of the Central Government, though it has not
been designed for any executive work.

16. There is no formal reservation, for any particular Servioe, of the
posts in the Central headquarters, though some 45 posts of Deputy Secretaries
arc earmarked as a promotional avenus for the Under Secretaries in the
Central Secretarial Service. The existing scheme envisages the staffing of
posts of Under Secnctaries, Deputy Secretaries and Joint Secretaries by
borrowing officers from the higher ficld Services for fixed tenure services of
3, 4 and 5 years, respectively. However, under the present practice, not
many officers are taken fromr the technical, scientific and other specialist
sources. Reliance is placed mostly on what have been described by Study
Team (D) as “generalist” sources, viz., the Indian Administrative Service,
the non-technical Central Class I Services and the Central Secretariat Service.
In recent years, there has been greater use of officers of the last mentioned



category at the level of Under Secretary, Deputy Secretary and, to some
extent, of Joint Secretary.

17. In view of its increasing complexity, and the increasing impact of
science and technology on governmental decisions, administration has been
growing more and more specialised and several attempts were made in the
last three dccades for improving the arrangements for staffing the higher
administrative positions in the Central Secretariat. These attempts aimed at,
and resulted in, the formation of ‘pools’ of officers selected in the mid-
career, who would be availablz permanently for service at the Centre.

18. As pointed out by Study Team (D), “There have been four such
schemes in all, the Finance and Commerce Pool of the thirties, the Indian
Civil Administrative (Central Cadre) Scheme of 1950, the Central Adminis-
trative Pool of 1957, and the proposed Central Economic Pool. Only the
first of these was implemented, though not fully, because of the intervention
of World War II. To the extent that it was implems2nted, it appears to have
worked well. The second was never much more than an idea. The third
was duly approved by the Government and even partially implzmented, when
a storm of protests from the States and from TAS Associations led to its
suspension and to further thinking on the subject.” The fourth scheme
referred to, is understood to be still under examination. The first two of the
post-Independence schemes suffered from three defects.

(1) The provision for a permanent secondment to the Centre caine
to be associated with privilege.

(2) Neither scheme envisaged the kind of specialisation that the
changing circumstances warranted, and both visualised a single
pool for subjects as diverse as foreign exchange and aircraft
production.

(3) Though one of the schemes did make a mention of training, a
systematic approach to training as well as development was not
spelt out.

In the circumstances, serious shortcomings exist in the staffing of the highest
levels in Government.

THE SHORTCOMINGS

19. The change in the role of Government and the great diversification
of its functions call for a variety of skills in the higher administration. The
new tasks call, at higher levels, for a competence which cannot be acquired
overnight, but can only be imbibed through special training grafted on to a
basic functional skill or academic qualification. Each new area of adminis-
tration—be it economic, social, industrial, technological, scientific, or agri-
cultural has its own body of academic requirements, knowledge and techni-
ques. The effective administration of each demands an intimate knowledge ot
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its underlying principles and an awareness of its problems. This-knowlgdge
can only come through the study and practice of administration of the
relevant area over a long period of time, in some cases at least, long enough,
in fact, to amount to a commitment—a professional commitment. As our
Study Team (P) points out, “........ the contemporary necd is for the
more purposive development of professionalism. By this we mean that we
can no longer be satisfied with thz development of a broad genus like that of
the professional civil servant; rather we must try and develop a professional
cconomic administrator, a professional social administrator and so on.”
Effective administration demands an effort to match each job with the man
posszssing the needed qualifications, and competence. Special measures are
also necessary to build up in the existing personnel the new skills and
expertise that are needed to-day. This means that full and rational use will
have to be made of the competences that already exist in all the
various field services, wherever they are relevant to higher administration
in Secretariat.  Secondly, the tenure system will need to be altered to the
extent necessary to build up new expertise in personnel selected from
all sources. Both these measures will necessitate a radical change in the
practices which have hitherto been followizd in the matter of staffing higher
administrative positions.

20. In the technical field, a great many jobs have come into being,
which demand competence in depth of the subject-matter. A generalist,
who specialises in particular areas, does acquire some substantive know-
ledge of those areas of administration. However, such knowledge will not
be adequatz in these days of growing technological sophistication because
many of the posts in the specialised and technical areas can be filled
adequately only by experts who have the necessary knowledge of the
relevant discipline. Unalloyed generalism, with which we have been fami-
lar, is losing its validity in secveral fields and is progressively declining
in importance. This is an inevitable consequence of the increasing
application of science and technology to problems of communitarian
Living. We have arrived at a stage where both these factors are having
a vital effect on administrative decisions in many crucial arcas. The
staffing policies, therefore, should change and become more suited to the
needs of the present day, as they have outlived their traditional role.
An effort is needed to match jobs with the men possessing the necded
qualifications, which means that the preference for the generalist, pure
and simple, should give place to a preference for those who have acquired
competence in the concerned field. Where the post requires a particular
academic qualification, or in which a particular specialised experience is
essential, it would be in the public interest to draw from the respective
technical or specialised functional services for manning even the highest
positions. Where, however, these are not the necessary requirements,
and the needed specialisation can be acquired by training and experience,
it would be in the public interest to cast the net wide and choose the
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best material from goneralist as well as specialist sources. In the next
<hapter, we shall outline the procedure for achieving this purpose.

Technical, Scientific and other Specialists in the Higher Administration

21. In this context, it would also be necessary to adopt a new approach
to the planning of carcers of technical and scicntific personnel and other
specialists like economists and doctors, and engineers and other technolo-
gists. The new approach should aim at the development of sclected
specialist personnel. Though a variety of specialists have been inducted
into the Secretariat in recent times, they have remained in separate
hierarchies. At present, their business is to tender advice and pronounce
on the viability of the projects or programmes, if and when called upon
to do so. According to ths existing practice, they are not expected to,
and in fact, do not involve themselves directly in policy advice or
managerial decisions which are the sole responsibility of the Secretariat.
Administrative approval and expenditure sanction which together signify
actual control, are the province of the Secretariat hierarchy. This is both
time-consuming and at times, frustrating. If the technical, scientific and
other specialists have not acquired adequately the necessary skills and
qualities required for holding the higher administrative and managerial
positions in the Secretariat, it is only partly because of aptitude factor, but
mainly because they have not had opportunities for working in such posi-
tions early enough in their carecr and their development has not been
properly planned. Since in the present context, there is need for technical,
scientific and other specialised skills in the higher administrative positions,
arrangements should be devised to enable suitable personnel belonging to
these sources to enter the headquarters organisation, that is, the Secretariat.
A new approach is, therefore, necessary which should integrate selected
specialists into the administrative hierarchy and enable them to participate
more directly in the process of policy formulation, so that they can fit
themselves adequately to the tasks which they have to perform in their
own special fields or related fields in the higher administration.

OTHER SHORTCOMINGS

22, Another shortcoming lies in the remuneration pattern of the
different Services. The established higher Services have pay scales which
are so fixed on the time factor, that they induce in the incumbents a
complacent feeling of easy attainment of increments. Long time scales
also tend to mask the real responsibilities borne in the different jobs cover-
ed by them, thus adding to the salary bill. Moreover, they do not pro-
vide for recognition of merit, adequate opportunities for promotion based
on such recognition and for a continuous incentive for good performance.
There is also a needless variety of scales in different areas of administra-
tion which result in far too dissimilar career patterns for different groups
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of the Service. The most favourable scales are assigned to the TAS and
IFS, creating a notion of primacy in matters concergi_ng advancement.
In the wake of development and vastly increased activities on the part of
Government varying levels of responsibility have emerged in all the cadres.
It has, therefore, now become necessary to rationalise the pay -st_ruc.tu.re
and base it on recognisable levels of responsibility in all areas of admlpls-
tration. Since the higher administration has now to draw upon a varicty
of sources the existing dissimilarity in pay scales would create difficulties
in selecting personnel to positions and responsibilities outside their own
cadres and some relative uniformity between different scales existing at
present must be achieved.

23. A further shortcoming arises from the recruitment practices.
Recruitment policies presently in vogue, limit the administration, largely,
to the use of men and women directly recruited in their early twenties,
by open competition to the Class I Services (all-India and Central), at
its middle and higher levels. Though there are provisions for promotion
to these Services from lower ranks, these are not enough, and do not fully
recognise the talent that is available in the latter. The apathy induced
in those ranks through such restrictive policies is something which the
service can ill-afford. In our present social conditions and at a time
when the higher educational output vastly exceeds suitable employment
opportunities, a great many with good potential, have to content them-
selves with entering the lower echelons and get merged in the large mass
of less talented employees. Considering the nature of its present task.
the Civil Service would vastly improve its performance if better incentives
are provided to the meritorious among the lower ranks. The necessary
conditions, and adequate opportunities, need to be created by which it
should be possible for the capable and talented individual in the lower

ranks to rise rapidly as high as his competence and performance will take
bim.

SENIOR MANAGEMENT

24. The Study Team (D) has pointed out shortcomings in the prevail-
ing system of selection, development and deployment of the semior manage-
ment at the level of Joint Secretaries and above of the Central
Government ;

(a) the adherence to senmiority which has proved damaging to
quality; and

(b) the restricted use of the technical, scientific and other specialis-
ed sources tends to shut out the competence being developed
in these sources and which is needed in the present context at
senior levels.
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In the prevailing milieu the policy formulation levels in Government have
to draw from diverse sources—generalist as well as specialist, technical,
as well as scientific—since policy-making today has necessarily to emerge
out of inputs of several strands of thinking and experience.

25. In view of what has been stated above, we are of the opinion that

the existing personnel system needs reform and that reform has to proceced
on the following lines ;

(1) A rational system of filling policy-advice positions with men
possessing the required qualifications and competence needs
to be devised. This will mean a fuller use of different Ser-
vices for Secretariat work, as also the adoption of special

measures to build the nceded specialisations in the headquar-
ters personnel.

(ii) Senior management will need to be selected from all the rele-
vant sources—generalist and specialist—and, for this purpose,
talent needs to be discovered and developed in all the cadres,
specially among those who have not hitherto been inducted
into the higher administration to any significant degree.

(iii) A rational pay structure needs to be adopted so as to reflect
actual responsibilities borne in each job.

(iv) In order to tone up morale throughout the personnel sysiem
much greater scope than now exists needs to be created for
talent in the lower ranks to move up to higher positions in
the Civil Service, on the basis of competence and performance.

26. In the succeeding chapters we shall make recommendations to
remedy the defects described above, as well as to meet the challenging
needs of Administration, within the democratic framework of a developing
society. The proposals that we make, bear mainly on administration at
the Centre. As regards the States, the principles we seek to establish
should be applicable, mutatis mutandis, to the administration in the States.
"These will be elaborated in our report on State Level Administration.



CHAPTER III
AN OUTLINE FOR REFORM: NEED FOR SPECIALISATION
THE AIM

The aim of these proposals is to facilitate the most effective use of the
human resources of the Civil Service by canalising careers within it so as
to produce the skills and competences needed for the w'ork of Goyemment
today and to maintain efficiency and morale of the Services at a high level;
to make it flexible enough to adjust itself to changing circumstanc.es; a.nd.
to make it a career open to talent. The three Study Teams dealing with
Personnel Administration and the one on Machinery of the Government of
India and its procedures of work are unanimously of the view that future
administration has to be increasingly oriented towards specialisation and
that an important objective of personnel administration should be to create
and nurture the needed specialisms.  They are also agreed that the doors
of senior management should be open to all sectors of the Civil Service and
that the Administration should make positive attempts to select the best from