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CHAIRMAN 

My dear Prime Minister, 

DhananJayarao Gad!Z,il Library 
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ADMINISTRATI\"E REFORMS COMMISSION 

GOV"ERNME!Iil OF INDIA 

Camp: Kengal Krupa, Bellary Road, 

Bangalore-6, dated 30th Ian. 1970. 

I am forwarding herewith the Administrative Reforms Commission's 
Report on the Railways. This is the sixteenth Report of the Commission. 

2. To a government like ours, the level of efficiency obtaining in its 
nublic enterprises is a true index of the success of its efforts to establish 
a socialistic pattern of society. Furthermore, the measure of the spirit of 
service and of dedication to the public good which the employees bring 
to bear on iheir tasks, will either vindicate or shake the people's faith in 
the public sector. The Railways are by far the biggest of our public 
undertakings employing a capital of Rs. 3.250 crores along with a work 
force of 13.7 lakhs and, operating a country-wide net-work extending over 
59,000 kilometres of railway. The enormous size of material investment 
and human employment as much as the vital nature of the service provided 
to the community and to the economy highlight the necessity of their 
efficient working. 

3. Our examination of the subject reveals several deficiencies in the 
organisation and methods of work adopted as also certain disquieting fea
tures in the broad financial picture pres.:nted by the Railways. Their 
performance. both as a commercial proposition and as a public utility 
patronised by millions every day. leaves much to be desired and has got 
to be improved. The Railway must find ways and means of better and 
more rational use of their man-power, and of improving their technical 
competence. They need to modernise not only their equipment, but their 
management practices as well. Each operation and each planned invest
ment has to be viewed in the cold light of adequacy of return. either short
term or long-term. Above all. railwaymen must accept that their general 
betterment or their individual prospects have, necessarily. to follow and 
not precede their collective efficiency and their dedication to social obliga
tions. In this report, we have made specific recommendations which would, 
if efficiently implemented, lead to the attainment of these objectives. 

4. Uninterrupted and smooth operation is undoubtedly the most crudal 
factor for achieving better results Strikes and "go slow" tactics should 
have no place in a public enterpris.:. In a Government undmaking. which 
feeds, and in its turn feeds upon. the whole economy and its means of pro
duction, strikes can only be ruinous and self-ddeating. When the means 
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of production are owned by the people, as in public undertakings, strikes. 
must be abjured as a matter of principle. There should, however, be an 
adequate machinery for redress of grievances and adjudication of disputes, 
We have, in this report, supported the steps which the Government has 
already taken in this regard and have also suggested their effective imple· 
mentation. 

5. There should be optimum utilisation of man-power through better 
training, career development, job analysis and placement. A career plan· 
ning cell should be established and management development programmes 
undertaken. Individual performance should be judged more systematically 
through a new system of performance reports. Advancement must be 
related more directly to actual performance and demonstrated merit. The 
promotion quota should be enlarged to 40% of the cadre strength and one 
half of the promotion posts should be filled on the results of ct>mpetitive 
tests, so that tho younger elements can move quickly up the ladder on 
merits. 

6. Dealing witlt the economic aspects of the working of the Railways, 
we have suggested that ways and means should be devised to ease the financial 
strain of unremunerative lines which are maintained in the public interest. 
The multiplicity of gauges presently in use is irrational and wasteful. A 
policy of progressive conversion of narrow and metre gauges into broad 
gauge must be adopted. The ultimate objective should be a single gauges 
(broad) system for the whole country, except in hilly tracts or for special 
operational reasons. Road and rail transport should neither compete with 
each other, nor duplicate each other's facilities. There should be closer co· 
ordination with State Transport Authorities. so as to eliminate any possible 
conflict of interest between different modes of transport. 

7. Project planning and construction work must be made more 
systematic and efficient. Modem accounting procedures and perforntance 
budgeting should be adopted as a measure of control of costs and pro· 
motion of efficiency. Decision m;1king should be made easier and quicker 
by adequate decentr'alij>ation and delegation of powers to Zonal heads 
and to their subordinate Units. 

8. Despite phenomenal growth in the last two decades, modern 
~ngincering techniques, and mechanisation of operations, have touched 
only a fringe of the vast railway net-work. Larger funds should be pro· 
vi<jed for this purpose. Tite Research Organisation is not strong enough, 
nor has it received the importance and encouragement it deserve~. We have 
suggested measures to attract arid retain men whose talents lie in the direc· 
tion of research and to ensure that the management of the Research Organi· 
sation is placed on a sound footing. 

9. Tite continuing canker of corruption must be combated. We have 
proposed the streamlining of the vigilance se~/ up with a view to ensuring 
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its more effective working. In the Zones, the Vigilance Organisation should 
work in close consultation with the General Manager and the heads of 
Departments should be made squarely responsible for checking corruption 
in their charges. At the same time, we have emphasized the ne~d to guard 
against demoralisation of honest employees and to ensure that distinction 
js made between bona fide errors of judgment and mala fide actions. Public 
confidence in the Railway Safety Organisation should be improved by 
making it truly independent. We have recommended that responsibility 
should be fixed and penalties imposed collectively or individually on the 
concerned railway staff for the loss of or damage to goods in transit. Finally. 
we have suggested steps for improving passenger amenities and have urged 
greater responsiveness on the part of the Railway Administration to the 
genuine and reasonable needs of their patrons. For the passenger in transit. 
the supply of cheaper and more wholesome food is called for and is poo;sible. 

10. The Study Team on Railways was headed by Shri Hriday Nath 
Kunzru who has all the time taken abiding interest in the improvem~nt of 
Railway Administration. He. his colleagues and the staff that assisted them 
deserve our appreciation and thanks. 

Shrimati Indira Gandhi. 

Prime Minister of India, 

..New Delhi-1 

Yours sincerely, 

Sd: 

(K. HANUMANTHAIY A) 
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CHAPTER I 

INTRODUCTIOS 

The Railways constitute the nation's largest r.ommercial-mm-industrial 
undertaking with a capital at charge of about Rs. 3250 crores and an 
estimated revenue budget of about Rs. 950 crores. The current rate. of 
dividend on the capital investment payable by the Railways as contribution 
to the General Exchequer, is 6%. The Railways operate daily about ten 
thousand trains to serve 7000 stations distributed throughout the length and 
breadth of the country and carry about 2200 million passengers and :!00 
million tonnes of goods in a year. The total strength of railway staff is 
approximately 13.7 lakhs. making every alternate Central Government 
employee a railway servant. The efficiency of the Railway has. therefore, 
a far reaching effect not only on the general transport facilities proyided ti> 
the community. but also on the general tenor of commercial, industrial 
and social life of the community. The large number of railway employees 
cannot but constitute a determining fa.::tor in the evolution of the pattern 
of employer-employee relationship in Government departments. The 
efficiency of Railway operations is therefore a vital factor in the projection 
of the Government's image both in the country and abroad. In some res
pects it may provide the acid test of the general efficiency of Government's 
commercial undertakings. 

2. Although the Railways are run departmentally by the Government. 
they are public utility of national importance and in that sense can be 
termed as the largest public sector undertaking in the country. The work
ing of the Railway Department is patterned on lines different from those of 
other departments. The adoption of the Board system to some ext~nt 

brings it in line with commercial institutions. In the context of the ~xpand
ing role of that sector, a study of the major aspects of the Railway adminis
tration and an analysis of their strength and weakness would therefore be 
of great value not only to a better administration of the Railways them
seh,es but also to the running of Public Sector Undertakings in general. The 
Railways have also under their .::ontrol three manufacturing units which 
are run departmentally. In view of the fact that a very big slice of the 
public funds has been invested on the Railways. a reasonable return on 
1he investment is expected simultaneously with the fulfilment by the Rail
ways of the social and commercial obligations devol(ng on them as the 
dominant means of transport available in the country. Even though the 
social obligations need not always be in line with the commercial outlook. 
a rational and healthy growth of Railways on sound business principk; 
is a sine qua non of the development of cheap and efficient mode of trans
port in particular and the growth of the economy in general. The Rail
'' ay finances are already showing signs of strain and unless by etficient 
management the administration is placed on a sound footing and the lo~s 

on Railways is turned into profit, the increasing provision of safe and cheap 
1ransport facilities to the public will become more and more difficult. 
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3. The confidence of the public in safe railway travel has been affected: 
somewhat by a number of serious accidents that have occurred in the recent 
past. In most of these cases, the failure of the human element has heen 
reported as the main factor. The need to ensure safety of rdilway travel 
has to be reconciled with the need to develop fast means of transport in 
the. present age of jet and supersonic air travel. This task involves the 
quick adaptation of the staff employed on the railways to mechanical 
speed and sophistication. The problem in the main is that of training, 
morale and mental resilience. In the circumstances, the inculcation of 
dlcctive safety consciousness among the operating staff in the face of several 
disturbing psychological and other factors, some of which may be b~yond 
the control of the management, poses serious and complex problems. As 
the Railways employ almost fifty per cent of the Central Government staff, 
the personnel management problems on the Railways have their. ramifica
tions and repercussions on other Government departments also. 

4. Recognising the special role of the Railways in the transport of 
passengers and goods. and the impact of the Railway administration on em· 
ploycr-employee relationship in Government, and on the management of 
public undertakings, the Administrative Reforms Commission appointed, 
after consulting the Home Minister and the Minister of Railways, a Study 
Team to examine the administrative and financial arrangements for the 
working of the Indian Railways. locate the principal problem areas and 
make recommendations with a view to building an administratively efficient 
and financially sound system that would provide adequate and economical 
transport to the country. The Chairman of the Study Team was Dr. H. N. 
K unzru, to whom the Railway problems were nothing new. His deep study 
of their problems and his grasp of Railway statistics have been very useful. 
The Study Team had as Members the late Shri P. C. Bhattacharya, Shri 
G. Pande. Shri K. B. Mathur and Shri P. L. Tandon, Shri P. C. Mathews, 
Additional Member of the Railway Board, worked as Member-Secretary and 
on his transfer, Shri G. P. Warrier, Additional Member of the Railway Board 
was appointed as Member-Secretary. The Study Team has, under the in
spiration and leadership of Dr. Kunzru, produced a well thoughtout report 
after going into the various problems of the Railways in great detail and 
has made muny valuable recommendations of practical nature. The Com
mission have greatly benefited by them and wish to record their. grateful 
appreciation of the work of the Study Team. We have confined ourselves 
to certain broad and important issues of Railway administration and finance 
leaving to the Railway Board the consideration of the Study Team's recom
mendations of a detailed or technical nature. Ow: recommendations and' 
observations should, therefore, be taken as supplementing those made by 
the Study Team except where we have differed from it. We. therefore •. 
suggest thut our report should be studied along with the report of the Study 
Team. 



CHAPTER II 

ORGANISATIONAL SET-UP 

The Railways in India are a highly elaborate and complex organisation. 
Their working spontaneously recalls to the mind a massive and variegated 
system encompassing anything from a lone employee guarding a railway 
kvel crossing in a forlorn place, dealing with an isolated train passing 
through during the day, to a busy railway terminus where a train is handled 
every few minutes with the assistance of sophisticated instruments handled 
by qualified men. Successful railway operations thus require vertical and 
horizontal coordination of several activities to an extent not generally found 
in any other industry in the country. 

2. The overall assessment of the working of Railways reveals that in 
recent years the optimum results have not been obtained from the inputs 
applied. The facts about the performance of the Railways in certain spheres 
to which the Study Team has drawn our attention reveal scope for improve
ment. In terms of financial results, the optimum utilisation of assets and 
manpower, the efficiency of transportation of goods and passengers. etc., 
the working of the Railways leaves much to be desired. While the capital 
at charg~ has increased to Rs. 3.104 crores, i.e., by 375% by 1968-69 as 
compared to Rs. 827 crores in 1950-51, the gross earnings have increased 
only to about Rs. 902 crores, i.e., 340•;:, by 1968-69 from about Rs. 265 
crores in 1950-5 L The increase in the capital-at-charge has also outpaced 
the growth of traffic during the recent years. The disproportionate increase 
in the growth of capital-at-charge is no doubt largely due to the higher co>t 
of the assets acquired consequent on priee and wage increases while fares 
and freight rates have not kept pace with the rise in the price and wage 
levels. The result has been that far from being a support to general revenues 
:ts they were earlier, the Railwan have had. of late, to lean on gena:1l 
revenues. This is not a satisfactory state of affairs in an undertaking which 
must be self-reliant and profit-earning. Compared with the increase in the 
physical assets the staff input has been in excess. While the number of 
employees has increased from about 9.1 lakhs at the end of 1950-51 to 
about 13.7 Jakhs by 1968-69, it is observed that the route kilometers have 
increased only from about 54,000 at the end of 1950.51 to about 59,0JO 
by the end of 1968-69, the number of stations from about 6.000 at the end 
of 1950-51 to a little over 7,000 in 1968-69, and the rolling stock such 
a. locomotives. coaching vehicles, wagons, etc.. from 2.34,000 units at the 
end of 1950-51 to about 4,23,000 units by the end of 1968-69. Thus there 
has been an increase of about 10 per cent in route kilometers and about 
17'~ increase in the number of stations, but the staff has increased by 
about 50% over the last 18 years. The inventories in the rolling stock have 
also increased by about 85% over this period. The net tonne kilometers 
and the passenger kilometers (in millions) have increased from 44,117 and 
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66.517. respectively, in 1950·51 to 1.25,140 and 1.06,940 respectively. by 
JQ68-69, I.e., 282% and 160·;~ respectively. It is encouraging that there 
appears to have been better utilisation of the staff and the assets. Thus 
the staff input per 1000 traffic units (net tonne kilometers plus passenger 
kilometers per annum) has come down from 8.2 in 1950·51 to 5.6 in 1968-_69. 
The number of wagons required for moving one million net tonne k•lo
meters per day has declined from 1422 in 1950-51 to 1100 in 1968-69 on 
the broad gauge and from 2771 to 2070 on the metre gauge. Similarly. the 
requirements of engines in terms of broad gauge standard steam locos. 
namely. WGs, have come down from 25 in 1950-51 to 19 in 1968-t\9 and 
from 65 YGs on metre gauge in 1950-51 to 40 in 1968-69 for every one 
million net tonne kilometers par day. TI1e overall index of the operat
ing efficiency which had been steadily improving since 196().61, received. 
however, a setback in 1966-67 and has more or less remained stationary 
since then. TI1is is so despite the fact that the management of the Railways 
has been almost exclusively in the hands of experienced railwaym~n who 
nrc highly technically qualified and have worked in various capacities in 
the field and gained intimate knowledge of the working of the Railway 
system, and despite a number of labour saving devices and improwd types 
of equipment having been put into usc. There may be some extenuating 
circumstances, ~.g .. lack of finances and lack of foreign exchange. We are, 
however, convinced that notwithstanding these limi(ations greater attention 
could have been paid to the needs of modernization and to more technical 
im provcments backed by scientific research. and financial and administra· 
tive procedures could have been streamlined to enable the Railways to 
generate adequate resources themselves. Even now these can 'be brought 
about by administrative reorganisation, decentralisation of adminbtrative 
and financial powers and better husbanding of finan.:ial and technical resources 
supported by accelerated and extensive scientific research. 

3. The Railway Board is the apex body in the Railway administration. 
The structure and the constitution of the Railway Board have been evolved 
over a period of time. The Railway Board functions, not only as the Ministry 
o( Railways assisting the Railway Minister in the formulation of policks 
for the Railways and coordinating its policy activities with the Planning 
Commission and other Ministries but also as the top executive body for 
supervising and coordinating the working of the various Zonal Railways 
and implementing the planned policies and programmes of development of 
the Railway system. Thus the secretariat and executive functions are com
bined in the Railway Board. The Board consists of a Chairman and four 
other Members. excluding the Financial Commissioner, nil of whom ure 
of the rank of ex-of]icio Secretary in the Government of India. the Chair
man being the Principal Secretary. Normally, the Board's decisions are 
collective but the Chairman has the right to over-rule his colleagues except 
the Financial Commissioner, who represents the Finance Ministry and has 
a right to place any matter in which he disagrees with the policy of the 
rest of the Board before the Railway Minister and the Finance Minister. 
The Financial Commissioner has full powers of the Finance Ministry of 
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the Government of India in all matters pertaining to the Railways and 
maintains coordination with that Ministry. 

4. The Railways are. at present. run on d~partmental lines. In fact, 
this was the reason why we did not deal with Railways (and Post~ and 
Telegraphs) in our Report on Public Sector Undertakings (vide para S of 
Chapter I of that Report). Attempts have been made in the past to con· 
stitute an independent statutory authority forthe management of the Rail· 
"ays. The first concrete step taken in this direction was the proposal for 
the setting up of a Federal Railway Authority un,kr the Government of 
India Act. 1935. The idea, however, did not eventually materialise. 

5. The question of reorganising the Railways was later consid~red by 
the Kunzru Committee (1947). This Committee recommended the setting 
up of a Statutory Railway Authority, primarily to remove the following 
defects of running the Railways on departm~ntal Jines : 

(i) !Xcisions were often unduly delayed and the steady pursuit of 
any long range policy scheme was rendered wry difiicult for the 
reason that the Railway Board was a part of the secretariat of 
the Government of India. necessitating consultation with other 
Ministries before taking decisions on various matters of common 
interest. 

(ii) The Railways were exposed to undesirable interf~rence in their 
day to day working. 

6. The Estimates Committee, 1955-56 (First Lok Sabha) in their 19th 
Rc·pvrt, considered the Kunzru Committee's recommendation for the setting 
up of a Statutory Railway Authority. While accerting that such an autho· 
nty would assist in overcoming the two defects referred to above, the Esti· 
mates Committee fdt that "with less than three months left to Junch the 
Second Five Year Plan, any radical change in the Central Controling Autho· 
rity of the Railway will have far-reaching repercussions and this would 
aJversely affect the progress of the Second Five Year Plan." The Com
mittee, therefore. did not approve of any radical change of this natur!. The 
question appears to have remained dormant since then. 

7. The Study Team has recommended no change in the present sl rue· 
lure of the Railway Board which, in its opinion, may continue to combine 
both the executil·e and secretariat functions. While r.:commending that the 
Chairman. Railway Board, should be reli.:ved of the responsibility of a 
•recillc department, which has been allotted to his charge, in order that 
he may have more time to devote to higher prohkm< of operations, planning. 
economy and development, the Study Team has made the following cnm· 
ments, among othas. with r.:gard to the present working :-

(i) " ...... the policies, practices anJ procedures in other !Xpartments 
of the Go,·ernment. which may n<'t quite suit a comm.:rcial-cwn
industrial undert;tking like the Raih\3y, should not be allowed 
to infiltrate into the Railway's work ..... .ln a concern where 13.5 
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Jakhs of employees are working and where punctuality and custo· 
mer satisfaction are of paramount importance, a disciplined staff, 
owing loyalty to the Administration is an absolute necessity and this 
can be ensured only if the Railway Ministry has the freedom for 
regulating the conditions of service and in affording incentives to 
its staff. 

"...... the authorities at the higher levels have become too much 
engrossed in details of minor importance, with the result that they 
do not get enough time to attend to major issues. Much of it is 
due to questions raised by Members of Parliament, mostly on per
sonal matters, and the attention that has now to be gi\en to influ
ential parties. Even seat reservations in trains, arrangements for 
retiring rooms for parties, minor contract affairs, etc. are being 
attended to by the Railway Board, not in isolated cases but almost 
regularly. We are also told that the Ministers· in the Railway 
Ministry receive daily a large number of letters from the Mem
bers of Parliament. The bulk of these representations are in 
respect of individual cases involving transfers, promotion, seniority, 
etc. or punishments given to them; fifteen per cent of these repre
sentations deal with the provision of passenger amenities like plat
forms, foot over-bridges, level crossings and in a few cases con
struction of new lines. Only an insignificant number relates to 
some policy issues. All these have to be dealt with at the highest 
level in the Railway Board, the Zonal Railways and the Divisions. 
This results in the decisions taken on minor matters at lower levels 
being questioned and consequently the authorities at the lower 
levels lose initiative and look for guidance from above. A lack 
of confidence entails delay in taking decisions and shirking of res
ponsibility. In our contacts at the various levels of Railway 
administration, we found an unmistakable evidence of the morale 
being at a low ebb and a general feeling of frustration." 

8. With regard to (i) the Study Team has recommended that "the Rail
ways should not be fettered with modifications or circulars issued by other 
Ministries from time to time". In respect of (ii) it has sounded a note 
of warning that "unless the highest sovereign body in the country, namely, 
Parliament, decides to observe a self-denying ordinance in respect of internal 
matters, particularly those concerning routine matters, such as stall promo
tions, transfers, discipline, etc. and the Members of Parliament confine them· 
selves mainly to broad issues of policy emanating from the Ministry, what
ever the improvements we may suggest, they are not likely to prove fruit
ful." 

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

.. A more radical and fundamental method of eliminating political in
fluence in such matters may be to convert the Railway Board into 
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an autonomous statutory corporation as is the case in the United 
Kingdom. It is not, however, within the purview of this Com
mittee to investigate into the pros and cons of this proposal and 
to pronounce on its desirability." 

10. There is thus almost unanimity among these bodies as to the need 
cf avoiding interference in the day-to-day functioning of the Railway~. 
Normally this should be possible if the Railways cease to be a Department 
and acquire a commercial character. The main arguments in favour of the 
setting up of a statutory corporation for the management of the Railways 
are as follows :-

(i) The corporation would be in a position to exercise its own initia 
live in day-to-day management without undesirable pressures from 
different interests being exerted on the management. 

(ii) The corporation would be able to enjoy the maximum practicable 
freedom of operation in its commercial affairs within the frame
work of guidelines which may be prescribed by Parliament for 
its working as respects national economy, social needs, financial 
policy, etc. It would, thus, be enabled to develop an independent 
policy of its dwn, without having to toe the line with other Minis
tries. 

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

(iv) The Ministry of Railways w..ould be relieved of the routine matters 
concerning the day-to-day working of Railways. The Ministry will 
then be able to devote itself fully to problems of policy relating 
to general efficiency, economy, safety, etc. 

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

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

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

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

(ix) The Railways would be able to develop independent personnel 
(including pay) policies, in particular, to suit their O\\D requir~mcnts 

as they would not be rigidly bound by civil service rules and regula· 
lions. 
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(x) The response from the Railway employees would be more favoura
ble if they know that better working results would ensue if the Rail
ways are run on commercial lines and they could participate in 
prosperity like the employees in other public sector undertakings. 

II. We have given this question our serious consideration. Normally 
as our approach to the problems of public sector. undertakings would in
<licate, we arc in full sympathy with the plea for autonomy for commercial 
public undertakings. In the very nature of things, having regard to the 
>calc of investment in the Railways and the varied and extensive operations 
throughout the length and breadth of the country, there has to be maximum 
of autonomy in the functioning of the Zonal Railways, so that the work at 
the level of the Ministry of Railways is confined to policy matters. There 
is thus little scope for interference in the day-to-day conduct of affairs by 
political or other external authorities. Any reorganisation of the pattern 
of the Railway administration should allow for this broad requirement whe
ther it functins as a department or as a statutory corporation. If the con
stitution of the Railways into u statutory corporation in the present c-ontext 
is not considered feasible, we ure of the view that the Railways should be 
enabled to function on sound business and commercial principles within the 
framework of the policy laid down by Parliament and within the confines 
of public accountability, like any other public sector enterprise. Parlia· 
ment will then exercise control over the Railway finances and policy through 
the discussions and voting on the Railway Budget and Railway Demands 
for Grants and ulso through Parlia~1entary Committees like the Public 
Accounts Committee und the Estimates Committee. Discussions on annual 
reports, audit reports, etc .• will provide additional avenues of discussion 
for the Members of Parliament. While the avenue of interpcllations should 
continue, questions regarding duy-to-day management of the Railways will 
h<Jve to be avoided. This approach would be analogous to that prevailing 
in the United Kingdom with regard to the nationalised transport undertak· 
ings. In this connection. Lord Morrison, in the course of the Dorab Tata 
Memorial Lecture in 1961, stated as follows: 

"But when advn.ntnge was taken of this power to question Mini· 
ster on matters of duy-to-day requirements. the Government decided 
that if they answered such questions they would in fact have to run 
the industry which would be contrary to Parliament's intention. They 
therefore, refused to answer any questions dealing with matters of 
of day-to-day administration. This refusal invoked the rule that if 
a Minister refuses to answer a certain category of questions, no fur· 
ther question in that category could be put down. But although Mini
sters could thus prevent questions they could not avoid adjournment 
debates, since they had the power to inform themselves on the circum-
~tances, and to that extent were r.:sponsible to the House ........... .. 
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Later it was ruled that if there was a happening which was of 
suffic-ient and fairly widespread public interest, he would allow a Par
liament question to be put even though it involved day-to-day mana
gement." 

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

Recommendation 1 

We recommend: 

The Railways should be enabled to fWiction on soWld business and 
commercial principles witWn the framework of the policy laid 
down by Parliament and within the confines of public accounta
bility, bot without any interference in ita day-to-day working by 
political or other exlt.'mal authorities. Parliament in the exercise 
of its responsibilities may consider the adoption of the approach 
prevailing in the United Kingdom with regard to the nationalised 
fnlosport undertakinp outlined above. 

12. As regards the relationship between the Minister and the Rail
way BoarJ. we would like to see that between the Minister and the Rail
way Board, the same relationship subsists as, we have recommended in 
our Report on Public Sector' Undertakings, should subsist between the 
Ministry and the Sector Corporation. We envi~ge the Railway Board as 
more or less analogous to the Sector Corporation of Public Undertaking;; 
and the Z·mal Administrations as semi-autonomous bodies und~T the Rail
way Board. With this approach and keeping in view the need for giv
ing the maximum powers possible to a commcrcial organisation like that 
of the Railways, we see no reason why we should depart from the concept 
of rdat1onship between the Ministry and the Sector Corporation of Public 
Undertakings, to any material extent. The Minis.ter should, therefore, in
tervene only where any matters of public policy are involved or in ca<es 
which might affect the Government as a whole or which might affect the 
rclatioml1ip between the Railway Board and other Departments. Any mat
ters affecting the financial Solvency of Railways should obviously be hi> 
concern. If there are differences of opinion in the Boord which cannot 
be rL·,olved by the Chairman or matters in which the Chairman consid~rs 
it necessary to over-rul: hi;; colleagues, th= should also claim the Minis
ter's attention. Similarly. appointments to the Board and no others need 
come to the Minister. If t~e Minister confines himsdf to functions of 
t'Wrall supervision and 'i~ilance, of which the above are a few illustra· 
tions. he will be able to find time to devote himsdf to larger issues involving 
Raill\ays such as improved effici:ncy of the Railway system. mechanised 
operations anJ introduction of new techniques in administration, ameniti~s 
for the puhlic, canons of financial prudence, planning and budgeting. We 

2-1 ARC.'69 
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have no doubt that by devoting himself to these broad aspects of the Rail
way administration, the Minister will be able to make a greater contribu· 
tion to the maintenance of general efficiency of Railways and to the secu· 
ring of public interest involved therein than he would by concerning him
self with too many details of a routine nature. 

Recommendation 2. 

We r«ommend: 

The relntionsbip of the Railway Board vis-a-vis the Minister of 
Railway• lhould In practice be patterned 011 the line~ of the rela
tionship we ltave rec.-..mnendcd in o .. r report on Public Sector 
Undcrtakinp u between a Ministry and a Sector Corporation. The 
Minister should confine hhmelf to matter~ of overall supervi5ion 
and vigilooce, the larger I•~ involving improved efficiency of the 
Railway l)'ltem and plannin& and budgeting. He should be able 
clfectivcly to Intervene whm matlcl"!l of public policy are in,·olved 
or In molten which affect the Government u a whole or rclation
•hip between the lloard and other ~partmeuts. 

13. We have referred to the observation of the Study Team that in
tervention by t11e higher echelons in matters which have to be settled at 
lower levels has become a regular feah1re us a result of receipt of spate 
of representations not only from the affected persons, but also from influen
tial persons including the Members of Parliament. This has resulted in 
a lack of self-confidence among the executive officers. the loss of initiative 
and the shifting of responsibilities on the part of the authorities and the 
low morale among them. The Study Team feels that the Members of 
Parih1ment slwuld confiille themselves to broad issues of policy of the 
Ministry and should ovoid tuking up routine internal matters of admini· 
stration, such os cases of promotions, transf,'TS and discipline, etc., of in· 
dividual members of stuff. We have already indicated earlier our approach 
to tl1is problem. lt will not be out of place to mention that if our sugges
tions for the speedy disposal of public and employees' grievances are im· 
plcmented, the scope for Members of Parliament taking up such issues may 
be considerably reduoed. 

14. In our Report on the Machinery of the Government of India and 
its Procedures of Work, we have suggested the lines on which proper ac
countability to Parliament should be ensured by the Ministries and Depart
ments of the Government of India, how the detailed review by Parliament 
of the working of the administration could be made more effective and 
purposeful and how the Members of Legislatures and Parliament should 
be enabled to discharge their legitimate functions under the Constitution. 
We have recommended in that report that Standing Committees of Parlia
ment may be set up for reviewing the work of Department grouped in 
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five sectors, namely, Social Services, Economic Administration, Defence 
and Foreign Affairs, Food and Rural Development, and Transport, and 
these Standing Committees should function on the lines of the Committee 
on Public Undertakings, but without taking over the functions of the Pub
lic Accounts Committee. The Railways would come within the purview 
of the Standing Committee of Parliament for the Transport Sector. Though 
there are Informal Consuliative Committees functioning for the Railways. 
we are of the view that a Standing Committee of Parliament for the trans
port sector would still be necessary as its scope would be much wider 
and more comprehensive than that of the Consultative Committees. Fur
ther, the Consultative Committees are not comparable to Standing Com
mittees of Parliament because the deliberations of the Consultative Com
mittees would remain informal and no reference to discussions held at 
the meetings thereof could be made in Parliament. We have also in that 
report (Machinery of the Government of India and its Procedures of Works) 
supported the Code of Conduct to regulate the relationship between Mem
bers of Parliament and the State Legislatures and the Administration adopt
ed by the All India Whips' Conference, 1967, and placed before Parliament 
in March, 1967. It prescribed that Members of Legislatures should a'k 
for information only about matters of public interest or national interest 
and should abstain from taking up individual cases concerning recruitment, 
promotions, transfers or disciplinary actions, etc., and that they should not 
seek information which might confer undue advantages on certain indivi
duals against the others. The aforesaid Code has been slightly modified 
by the Seventh All India Whips' Conference held at Madras in Septem
ber, 1969 and has also been placed before Parliament in November, 19o9. 
A copy of the Code is given in Appendix I. We would reiterate these re
commendations in regard to the working of the Railways as well. 

Recommendation 3 

We recoiiUlleOd : 

(I) For ensuring proper and purposeful Parliamentary scrutiny over 
the working of the ~port sector including the Railways, a 
Standing Collllllittee of Parliament may he set up without in 
any way aliecting the functioning of the existing Informal 
Consultative Collllllittetes for the Zooal Railways. 

(2) The Code of Conduct to regulate the relationship between 
Members of Parliament and of State Legislatures and the 
Administration, which contaiM salutary provisions for promot
ing healthy and smooth relations between the Admini•tration 
and the 1\ltlllbers of Parliament and of State Legislatures, and 
which W1lll placed before Parliament in November, 1969, should 
he followed in the ~ of Railways aho. 

15. There should be better coordination between the Railways and the 
State Governments and other agencies in the matter of different modes of 
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transport and the use of the road, rail and inland water transport and coast
al sea transport services. There has been often a demand on the Railways 
for the provision of new lines irrespective of considerations of financial 
returns or trallic justifications. The development of road transport bas 
sometimes been undertaken without adequate coordination with the Rail
ways, generating u!jhealthy competition and adversely a!Tecting Railway 
finances. Policies of road transport and Railway transport, thus sonlc· 
times tend to disturb the complementary relationship between them. The 
Transport Development Council, conqituted und~'l' the Chairmanship of 
the Minister of Shipping and Transport. which includes the Minister of 
Railways. Minister of Tourism and Civil Aviation. Minister of Industrial 
Development, Internal Trade and Company A!Tairs, Member in the Plan
ning Commission iR charge of Transport, Deputy Minister of Shipping and 
Transport and Stale Ministers in charge of Road transport as its Mem
bers, advises on the problems relating to coordination between di!Terent 
forms of transport referred to it by Government. This Council meets 
generally once a ycnr. Full advantage has not be~n taken of this Council 
in evolving a national transport policy keeping in view the long term re
quirements in the field of ull modes of transport which arc to be pressed 
into service in our nntionul economy. We would recommend that this 
Council should function more regularly and systema1ically in order to 
achieve a coordinnted approach to the problems of transport and ensure 
CClmplcmcntary, rather than competitive, operations of the different trans
port systems in the country. This would mean that the di!Tercnt transport 
systems ~hould be motivated to serve the wider public interests rather than 
exclusivdy their own particular interest. 

Recommendation 4 

We recommend: 

Tite TronSJIOrt J:>covclopmcnt Council should function more regu
larly and systcmatirally in order to iiCCure the evolution and imple
m~ntation of a national transport policy keeping in view the long
term requirements in the field of tramport and to obtain a co
ordinated approach to the problems of transport on the part of 
different transport systems in the coiUltry. 

\6. There are forums like the Nutional Railway Users' Consultative 
Council. the Zonal Railway Users' Consultative Committ~es, Regional/Divi
sional Railway Users' Consultative Committees and the Consultative Com
mittees at the station level for the purpose of discussion of railway matters 
nff.:cting the public and the major users. There are also separate Commit
tees for looking into the passenger amenities. catering. book.stull amenities, 
time-table revisions. etc. These Committees include Members of Parlia
ment and State Legislatures, the representatives of State Governments, the 
Chambers of Commerce, the persons nominated under special interests, etc., 
as Members. The National Railway Users' Consultative Council is presid
ed over by the Minister of Railways and includes amongst its members 
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Secretaries of selected Ministries of the Government of India. the Chairman 
and Members of the Railway Board, Members of Parliament, th17 ,rcprescn
tatives of dilTercnt industries and the Chambers of Commerce, etc.; besides 

\ 
the repre;entativcs of Zonal Railway Users' Consultative Committees. Thus, 
the Railways have taken steps to associate public opinion with themselves 
on matters relating to the provision of services and the improv~ment pf the 
efiiciency of such services. The Council and the Committees meet, on an 
average, twice a year. The number of items received for these Committees 
is too large and only a small proportion of them gets included in the agenda 
for the meetings. We would recommend that these forums should be utilis
ed in a more purposeful manner so that the Railways are in a position to 
:~nticipate the public requirem~nts of railway facilities and take expeditious 
action to meet them. · 

Recommendation 5 

We recommend : 

The existing (orwns like the National Railway Usew Con•ultathe 
Cooocil, t11e Zonal Railway Use!Y Consultative Commillces, and 
the Rtogionai/Dh·isional Raitway Users' Consultative Committee!l, 
etc., 'hould he utiliSed in a more purposeful manner so tlult the 
Railwa)·s are io a pooition to autidpate the public requirements 
of railway facilities and take expeditioll8 action to meet them, 
They 5hould meet more frequently to dispose of the large number 
of iMos referred to them. 

17. AI the lop level, the functioning of the Railway Board should bc 
strcamlim·d for a more purposeful and efiident direction of the Railway's 
working. The Railway Board should. in our opinion, be compact and 
small in size and should confine itself mainly to the questions of policy, 
plann;ng, coordination and supervision of the working of the Zonal Railways 
and other field organisations of the Railways, without being burdened witll 
the work of routine nature and the day-to·day administrative details. In 
recent years certain departments have acquired increased importance and 
from the point of view of operational efficiency, modernisation and sophis
tication, they will continue to do so. We would specifically mention Electri
cal Engineering. Signalling and Telecommunication. We also consider that 
Stor~s should not be combined with a consuming department. We would, 
therefore, suggest that the numbcr of Members of the Raih1ay Board ex· 
eluding the Chairn1an and the Financial Commissioner should not normally 

' exceed six and the work may be distribut~d among them somewhat on th" 
following lines: 

Chairman: 

Member: 
(Fmancc:) 

General admini'1.tration (including "'fana~ment Ik--veiC'p
mc:n!), Plannm~. Public Rc:lal~t,m .... Su.;urtly, \':g•:anco 
anJ Resean:h, Dl!sigru and S!andards Organisation . 

• PiMnce. Budget, Effkicncy Bureau. Statistical and ~ 
DQffiiC Cell. 



Member: 
(Enaincerins) 

Member: 
(Mechanical) 

Member: 
(Trnnrportatlon 
and Commercial) 

Me'llber : 
(Electrical ond 
Electronic) 

Member: 
(Stalf) 
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Civil Engineerina 

Mechanical 

Trnn'iportalion, Traffic and Commercial Branches, Rail· 
way Safct). 

Electrical, Si;nallins and Telecommunications. 

Personnel matters, Manpower and Personnel Planning, 
OrganisRtion and Me' hods, recruitment and training of 
GaL.eltcd olliccrs, Stores. 

The Chairman may have the power lo over-rule the other Members of the 
Railway Board but where he docs so. he should bring the matter to the 
notice of the Minister. There ore at prc(Jilt not only full-fledged but also 
Addilional Members in the Board who function more or less independently 
in rcsp~ct of the subjects assigned to them. We do not think that this is 
desirable. TI1e rcsponsibilily of the Members of the Board should be undivid
ed and undiluted. Wilh the redistribution we have suggested, some relief 
would be ufTorded to two Members and the proposed 0ew Member would 
have o load of work which he should be able to manage without difficulty. 
In the circumstances, the Board should not need any Additional Members, 
which designation is in any case a misnomer as these officers have no right 
of vote in the Railway Boord; perhaps the posts have been created on the 
analogy of Additional Secretaries, but the analogy is hardly apposite as the 
Board concept is different from the Secretariat concept. If any Members 
need additional aid or help due to heavy workload, it may he provided 
by having advisers with certain powers of disposal delegated to them. Their 
scale and status may be intermediate between that of Directors and Mem
bers. We would, therefore, suggest that the additional membership may be 
abolished and to the extent Members require help in the discharge of their 
duties, they muy have suflicicnt number of aides or deputies. designated 
as Advisers. who could be invited to attend the meetings of the Board when 
the Member concerned needs their assistance. Nor do we see the need for 
the proliferation of posts currying secretariat status. Even though a depart
mental undertaking there is no reason why the functionig of Railways should 
not be regulated on the pattern of Public undertakings, the Railway Board 
being virtually the Board of Directors. Its Members can acquire the ap
proprime status, on the basis of their standing and pay. So long as the 
Railways are both an executive authority and a Ministry the Chairman may 
be given the ex-officio status of Secretary to Government. The other mem
bers of the Board and specified officers under them need not have secretariat 
status and may in the Rules of Business be given tho necessary authority to 
sign gr authenticate documents, orders etc .• fm; the President. This will be 
in conform with our observations in para 250 of our report on the Machi
nery of the Government of India and its Procedun."S of Work that we do 
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not favour the practice of having a Principal Secretary or Secretary-General 
for purposes of coordination in Ministries having a number of Secretaries. 
The other Members should also have direct access to the Minister. Tho 
Constitution provides that orders etc., made and executed in the name of 
the President of India shall be authenticated in such manner as may be 
specifkd in the rules made by the President and this provision can be 
rcsort••d to for meeting such requirements. We agree with the Study Team 
that the Chairman of the Board should be relieved of his departmental res
pc>nsibilities in order to enable him to devote himself adequately to the task 
of ovcra!I supervision, direction and coordination of the activities of the Rail
way Board. However, we consider that service organisations or agencies such 
as Research and Vigilance should be the specific responsibility of the Chair
man of the Railway Board in addition to his functions as the Chairman. 

Recommendation 6 

We recommend: 

(1) For efficient functioning, the Railway Board should be com
pact in size. The number of Members of the Board, excluding 
the Chairman and the MemlxT-Finance (Finacial Commis
sioner) should not normally exceed 5ix. 

(2) The posts of Additional Members of the Board may be abolish
ed. If the Members of the Board require help in the dis.:harge 
of their dutiH, the requisite number of aides designated as 
Advisen may be appointed. Tht•ir functions and the powen 
of disposal that may be entrusted to them may be provided 
for in the Rules of Business in the Railway Board. 

(3) The Chairman of the Railway Board may be given the ex
officio status or Secretary to the Government of India and 
the other Members and specified officers under thllm may be 
given the necessary authority to authenticate orders de., for 
and on behalf of the President or India. 

I 8. We agree with recommendations of the Study Team that the posts 
of Chairman and the Members should be treated as seleftion posts and 
merit should be the main criterion for the selection. The Chairman of tho 
Railway Board should be selected on merit from among the Members of 
the Board and, similarly, the selection of the Members should be made 
on merit from among the General Managers of the Railways. We are also 
in agreement with the suggestion of the Study Team that for key posts, 
selection should be made from outstanding and promising officers and place
ment procedures should be such that the posts of the Chairman and Members 
of the Board come to be occupied by incumbents for the full period of 
tenure pr~cribed for these posts, avoiding generally the need for the grant 
of an extension. We feel that the O!airman should have a tenure of three 
years at least and the Members should normally have a tenure of 5 years. 
We consider that for one who works as Chairman after having worked as 



16 

a Member of the Railway Board, both the tenures put together may be for 
a period of nt least 7 years. In exceptional circumstances where a person 
superannuates before the completion of tenure, an extension of service may 
be granted, in terms of the existing policy for grant of extension to enable 
a deserving person to complete the tenure. In this connection. we would 
invite a reference to the recommendations made by us in our Report on 
Pcrsonnrl Administration that the selection procedure for entry into senior 
management posts should be based on rigorous standards so that only the 
most competent get in and that there need be no fixed tenure in senior mana
·gcmcnt posts should be based on rigorous standards so that only the most 
competent get in and that there need be no fixed tenure in senior manage
ment posts for purposes of allowing a competent person to occupy such 
posts. 

Recommmdatlon 7 

We ~ttommend: 

(1) The posta ol Cbainnan utd Membtn 1hould be treated as selec
tion po!illl and merit should be the crit~ion for selection. The 
Chairman of the Railway Board ahould be scll'Cted on merit 
from BltlOOII the Mcmben of the Board 1111d the Mcmln•rs of 
the Uoord &hould be &t'lcctcd on merit from nmong the General 
Monogcn. 

(2) TI1e Chairmut llhould ha~e a tenare of at least three years 
811d the Member• 1hould normaUy have a tenlll'e of live years. 
11Jc totnl pc.Tiod of tl'IJUre both as a Chllinnan and as a Mem
ber should be at let!M JiCnn yean. 

19. We would refer to the special position of the Financial Commissioner 
of Railways. The Study Team hus suggested that the Financial Co!!! missioner 
should be dcsig.nntcd ns Member-Finance and that he should continue to 
have his existing powers of vetoing nny new item of expenditure and of 
placing finunciul muliers, in which he Jiias diiTerences of opinion with the 
other Members of the Board, before the Railway Minister and tl1e Finance 
Minister. We agree with.thc sugge-stions of the Study Team. We have 
felt that though the Railways arc a Department of the Government of India, 
in actual operations it should function, more or less, on the lines of a 
public sector. undertaking. The financial management of the Railways 
should al·cordingly be pallerned on the lines, from the Railway Board down
wards to the Divisional and District levels, us recommended by us for the 
Public &ctor Undertukings. We have staled in our report on Public Sector 
Undertakings that the essential role of the Finanl'ial Adviser of a Public 
Sector Undertaking should be that of the principal adviser to the chief 
executive in all financial mailers. The main aim of the finance branch 
should be to : 

(I) feed management with timely information on the utilisation of 
resources: 



17 

(2) make statistical analyses to bring out what the performance data 
truly signify; 

(3) explore and recommend possibilities of reducing costs. with due 
regard to the maintenance of efficiency and quality: and 

(4) generally advise on financial policies to be pursued and in purti· 
cular the economics of new schemes. 

We have recommended in that report that it is of the utmost importance 
that the Financial Adviser of an enterprise should regard himself as an inte
gral part of the management team and should place greater emphasis on 
tl1c management accounting aspects of the working. Accordingly, the !'vkm· 
her-Finance. the Financial Adviser and Chief ~ccounts Officer of the Z<mal 
Railways and the Divisional Accounts Ollicers jn the Divisions should func
tion i;~ a like manner. The Member-Finance should function as a fully 
integrated Member of the Railway Board in respect of financial matters 
affecting the Railways except in cases where the decisions might be in con
flict with the financial policy laid down by the Ministry of Finance or aiTect 
adversely the financial interests of Government as a whole. In such cases 
or where he ditfers with his colleagues on any policy question affecting finan· 
cia! matters, he may refer the case to the Railway Minister who may over
rule him on his own if the matter concerns the Railways exclusively or 
after consulting the Finance Minister if it impinges on the financial policy 
of the Government of India or has repercussions on such policy. 

R«ommmdatioo 8 

We recommend : 

The officers of the Finance Branch of the Railways including the 
MemiH.·r-Finance of the Railway Board should fuoction as fully 
integrated members of the management team at the vario05 )eve~ 
in NIP«t of financial matte1111 affecting the Railway Board. If the 
1\fembew--Finance difh-rs "ith his collcogucs on any policy qut>S
Iion affecting linanci>~l matters, he may rd"r the case to the Railway 
Mitlib1er '\\bo may over-rule him on bis o"n if the maiiL-r conc~rns 
Rail .. ays exclusively or after coruoulting the Finance l\lini.ter if II 
impillg"8 oo the linancinl policy of the Government of India or bas 
repercussions on such policy. 

:!0. We agree \\ith the recommendations of the Study Team rcgarJing 
the bro~d functions of the Railway Board and the dckgation of more finan
cial and administrJtive JXl"ers to the Zonal Rail"ays consistent "ith the 
functions laid down for the Railway Board. We would aho support the 
sufgcstion of the Study Team for introducing an officer-oriented pattern of 
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working in the Railways after a detailed study of the matter by an expert 
study team composed of persons having experience of work in a modern 
commercial organisation. In line with the approach adopted by us in our 
report on the Machinery of Government of India and its Procedures of 
Work, the number of levels of consideration should not generally be more 
than two, and the work should be assigned to each of these two levels on 

. the lines of 'desk officer' system. The suggestions of the Study Team that 
the Railway Board should be manned largely by exper.ienced officers who 
have first-hand knowledge of the working of the Railways in the field and 
that those who do not have such field experience should be given an oppor
tunity to acquire it in the field are in line with the recommendations we have 
made in our reports on Finance, Accounts and Audit and on Personnel 
Administration. In the latter we have observed inter alia that the skills and 
the training of personnel sh~uld be matched to the job-requirements. We 
support the recommendation of the Study Team that the proliferation of the 
posts of Deputy Directors in the Railway Board should be avoided and that 
Railway officers should be drafted to the Board preferably after sufficient 
experience in the field and that proposals from the Zonal Railways should 
be examined at a level not lower than that of Joint Director. 

Recommendation 9 

We recommend : 

The suggestions made by the Study Team with regard to (a) the 
broad functions of thet Railway Board, (b) the delegation of more 
financial and administrative powers to the Zonal Railway~ (c) the 
adoption of an officer-oriented pattem of working on the Railway, 
and (d) the staffing of the Railway Board witb experienced and 
competent officers may be adopteld. 

21. The Study Team bas also made certain recommendations in regard 
to the reduction of .the strength of officers in various Directorates of the 
Railway Board (in Annexure II of their Report). The Railway Board may 
examine those and take necessary action. 

22. In regard to the set-up of the Zonal Railways, the Study Team has 
suggested certain measures to strengthen the position of the General Mana~ 
gers and also certain organisational changes to reduce the burden of routine 
work on them. Following the pattern of the structure of public sector 

, undertakings recommended in our Report on Public Sector Undertakings. 
we feel that the Railway Board should virtually have the same position 
vis-a-vis the Zonal Railways wh~::h the Sector Corporation would have in 
relation to semi-autonomous corporations under it. In accordance with this 
approach. the Zonal Railways should be given wide latitude with adequate 
powers, both administrative and financial, to function as sound commercial 
transport undertakings within the framework of policies laid down in this 
behalf by the Railway Board. We agree with the Study Team that the 
powers of the General Manager should be enhanced, so that he is enabled 
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to dispose of a substantial amount of work at the Zonal level itself. Wo 
also agree with the suggestion that the powers of the General Manager 
should be redelegated to the lower authorities and formations. In regard 
to the position of Financial Adviser and Chief Accounts Officer. we agree 
with the Study Team that in the matters in which he has been over-ruled 
by the General-Manager. a reference to the Board for their orders should 
be made by the General Manager at the instance of the Financial Adviser and 
Chief Accounts Officer.. By way of abundant caution it should, however. be 
made clear that the General Manager should consider himself under an 
obligation to make such a reference when so requested-by the Financial 
Adviser and Chief Accounts Officer and that while doing so, he must incor· 
porate fairly and fully the comments and views of the Financial Adviser 
and Chief Accounts Officer in the said reference. 

Ruommendation 10 

We recom.mend : 
• (1) The delegation of administrative and financial powers by the 

Board to the General Manager should be tbe maximum pos· 
aible; 

(2) The administrative and financial powers thould in tum, be 
redelegated tlo the lower authorities and organisations; and 

(3) The Financial Advfier and Chief Acc~unts Officer should not 
make references direct to the Board oo those matters on which 
he has bef.b over-ruled by the General Manager. Such a refer· 
ence to the Bou-d should be made by the Gmeral Managt.T 
at the iustanc~ of the F~ial Advise~". The Gefteral Manager 
while making such a refereot:e ibould incorponte fairly and 
fully the comments 81ld views of the Financial Adviser and 
Chief Accounts Officer. 

23. The Study Team has recommended that certain .major Heads of 
Departments. like the Chief Engilieer, Chief Mechanical Engineer, etc., may 
be designated as Principal Officers and should report direct to the General 
Manager. while th~ other Heads or Departments, like the Chief Signal and 
Telecommunication Engineer and Otief Electrical Engineer, ~ihould be 
attached to the Principal Officers. This recommendation has been made 
with a view to reducing the number of Departmental Heads reporting direct 
to the General Manager. We are of the view that this is not a sound 
arrangement as it introduces another level between the Heads of Depart· 

· ments and the General Manager. There should be no invidious distinction 
made between one Head of Department and another. The rank and status 
of Heads of Departments should be determined on the basis of duties and 
responsibilities devolving on them. There should. therefore. be no objection 
to all the Heads of Departments reporting direct to the General Manager 
wherever necessary. We also recommend that the existing distinction 
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between major and minor departments should be abolished. The General 
Manager should be in close touch with all the Heads of Departments for 
discharging effectively his functions of general coordination and supervision. 
There should also be adequate delegation of powers to the various Heads 
·of D~partments in order to give relief to the General Manager, and, in their 
turn, the Heads of the Departments should fully utilise these powers. More
over, the post of Senior Deputy General Manager of the Zonal Railway, 
instead of being treated as one providing berth to a not so meritorious officer 
£hould be filled on considerations of merit and should be fully utilised for 
giving relief to the General Manager in respect of matters of comparatively 
minor import. If this is done, the General Manager would get adequate 
relief which will thus enable him to devote more time and attention to his 
important functions and responsibilities of overall supervision and coordina
tion of the working of the different wings of the Zor.al Railways. 

24. The general public comes into close contact with the Railway ad
ministration at the level of thor Divisions. The Divisional Superintendents 
and his ollicers should accordingly be enabled to dispose of the bulk of the 
work at their level. The Divisional Organisation should, therefore. be 
£trengthcned with adequate delegation of administrative and financial powers, 
and, particularly in the matter of settling the claims and dues of the public, 
there should be large discretionary powers left to the Divisional Superin
tendents and other ollicers on the spot so as to avoid needless trouble and 
inconvenience to the general public. 

Re.:o111111ftldatioo 11 

We ~OmiiK'IId: 

(I) The emine diltinctioo ~ftll major and minor Heads of 
Departmmts In the Zonal administration should be aboli~hl'd. 
AU Heads of Departmmts should report direct to tile General 
Manager. 

(2) The post of Smior Deputy General Manager should be ellec:
tively utili.l'd to rclie,·e the General Manager of the burden 
of dealine with maltl'I'S of minor import. 

(J) The DhisiiiiUII Organisation should be strengthened and ade
quate dcll-gatloo of financial and admir.istrnth·e powers should 
be made to the Dh·i.ionaJ Superintendent and hi8 officers in 
onk'l' to enable ~m to dispose of the bulk of their w·ork 
at their leveL 

25. The Study Team has made certain other suggestions (in paragraph 
3.15) for improving the efficiency of Zonal Railway administr.ltion. The 
Study Team has also made certain specific suggestions in regard to indi
vidual Railways in Annexure 111/5. These suggestions may be considered 
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by the Railway Board and appropriate action taken. In considering these 
suggestions, the Railway Board should follow the approach of giving as 
large a measure, as possible, of autonomous working to the Zones and 
sufficient powers should devolve on the Divisions down the line thus in
ducing in them a greater inclination to display initiative and responsibility, 
so vital to the efficiency of a commercial undertaking. 



CHAPTER ill 

PERSONNEL 

On the various aspects of personnel administration applicable to all 
Government organisations, we have already made several recommendations 
in our Report on Personnel Administration. We would suggest that these 
should be applied in the case of the Railway employees including those 
belonging to the Railway Secretariat Service unless exceptional circumstances 
clearly warrant a departure therefrom. Some of the more important items 
are dealt with below. 

2. The Railways are the largest single employer of the Central Govern· 
ment employees in the country. The following table gives at a glance the 
picture about the strength of railway employees since 1961 :-

TABLE 

A"' on Cia" CIMS Cla<S Class Un-classi· Total 
March 31 I II Ill IV tied 

I 2 3 4 5 6 7 

1961 1,567 1,506 4,58,024 6,84,326 1,498 11,46,921 

1962 1,868 1,848 4,72,385 7,02,740 1,126 11,79,967 

1963 2.037 1,975 4,96,240 7,27,405 1,111 18,28,768 

1964 3,513 2,324 5,15,311 7,52,106 7,462 12,80,716 

1965 3,075 3,122 5,33,306 7,75,365 39 13,14,907 

1966 2,992 3,447 5,52,562 7,93,829 13,50,830 

1967 3,003 4,287 5,54,424 7,97,416 13,59,130 

1968 7,532 13,60,078 13,67,610 

1969 7,601 13,51,252 13,58,853 

Sourco : The figures for the yea~ 1961 to 1967 have b<eo taken from the RcJI>rts on 
the Ccn~u.;.e, of Central Government Em{'lloyees brought out by the Director 
G('ncral of Employment and Training. Ministry of Labour. Government of 
lndoa, and those for 1968 and 1969 have b<en taken from the Supplements to 
the Report by the Railway Board for the years 1967·68 and 1968-69.) 

The total nu~tber of employees has registered an increase at the 
rate of about 2·3 per cent per annum during 1961 to 1969. Though the 
rate of increase of staff in Class I and Class II categories appears to tle 
higher, it is mainly due to the fact that the Railways have expanded the 
medical facilities and the medical officers and surgeons aJone number about 
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2250. Fur1her, with the increasing emphasis on modernisation and with 
the introduction of improved technological and scientific improvements in 
the Railway operations, the ratio of increase of higher paid technical and 
operational staff in Oass I and Oass li categories cannot but be high as 
compared to the staff in Oass Ill and Oass IV. The rate of increase in 
the employment of the staff in unskilled and semi-skilled categories, which 
account fot the bulk of the Railways staff in Class Ill and Oass IV cadres, 
will have to taper off as and when modernisation programmes arc put 
through. However, the pace of the modernisation programme of the Rail
ways has to be adjusted because o( the problem of absorption of the un
skilled and semi-skilled staff that may be rendered surplus in the process. 

3. The established Oass I services on the Railways relate to Civil, 
Mechanical. Electrical, Signals and Telecommunications and Stores Engi· 
nccring, and Accounts and Traffic. Recruitment to the above-mentioned 
five Engineering Services is held through a common competitive examination 
conducted by the Union Public Service Commission, while that to the re· 
maining two services, viz~ Accounts and Trallic, is held along with other 
Class I Central Services, through the Union Public Service Commission. A 
~mall number of Special Oass Railway Apprentices is also recruited for the 
Mechanical Engineering l:>l:partment after selection through the Union 
Public Service Commission and training at the Indian Railway Mechanical 
and Electrical Engineering Institute at Jamalpur. The Medical cadre is a 
specialised one and is staffed through direct recruitment to the senior scale. 
The senior positions in the Railway Protection Force are filled in the main 
by deputationists from the Police 5<.-rviccs in the States. The career pros
pects are more or less similar in the Traffic, Transportation and Commercial 
and the Mechanical and Civil Engineering Cadres of the Railways and 
these form the major departments containing the bulk of the otlicers' 
strength. 

4. The present ratio of officers to the staff in the Railways in many 
of the Departments is very low. This cannot but be so. considering the 
fact that against a total strength of about 7.500 otlicers, the strength of the 
staff is about 13·6 lakhs. Even then in some l:>l:partments of the Rail
ways, the proportion of officers to staff is lower than the general average. 
In an executive organisation like the Railways. with units distributed through
out the length and breadth of the country, where the operations are mostly 
repetitive and routinised, the employment of a large proportion of opera
tive staff is unavoidable. With the progress of diesdisation and electrifica
tion programmes and with the introduction of improved signalling sys
tems and modernised methods of operation, the ratio of supervisory staff 
to the operative staff should improve. In any case, the strength of a cate
gory or class of employees must depend qn the workload and norms of 
work per unit considered necessary and promotion or career prospects can 
be provided only by appropriate adjustments, subject to !he requirements 
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of work. Better opportunities can, however, be made available by provid
ing a wider field of promotion to outstanding or able officials and our re
commendations regarding changes in the methods of recruitment or promu
tion are intended to provide this. 

5. Incidentally, we consider that any comparison based on the propor
tion of officers to staff in the various departments, is inappropriate. The 
nature of work performed by an organisation determines the mix of per
sonnel suited to its needs. Moreover, a general comparison on the basis 
of the ratio of the officers to the staff would be misleading or erroneous. 
Naturally the nature of job performed in the lower rungs makes all the 
difference so far as the nature of supervision required at higher levels, is 
concerned. The percentage of Class IV employees on the Railways is 
almost 60. The major share of burden of direct supervision of these Class 
1 V personnel would mostly be distributed among officers in the Class III. 
Class II and Class I categories. The proportion of officers in the Class I 
and Class II categories would naturally be low. There has been considera
ble addition to their strength over a period of time also. Their number 
has gone up from 3.073 in 1960-61 to 7.601 in 1968-69, thus registering an 
increase of about 147 per. cent within a space of eight years. If the pheno
menal increase in the strength of Medical officers, the majority of whom fall 
in Class I and Class II categories is considered, this increase is not excessive. 

6. There is always a way in which a specific job can best be done. So 
also, it is possible to determine what is the best material economically that 
could be used for doing that job. And, it should be easy to determine 
with reasonable precision the kind of personnel and their number which 
are required to handle that job. What is required is a scientific approach 
to thl'SC problems. The present-day management techniques includes a 
whole array of tools like work study, job evaluation techniques, ;,perations 
research, etc. TI10ugh the Railways are making use of these modern tech
niques of administration, only a beginning has been made. What is required 
in the present circumstances is something like a crash programme in this 
direction. In our view, the present Efficiency Bureau and Work Study Units 
or~ wholly inadequate for the job. TI1ey should be stn:,ngthcned conside
rably to include all disciplines. TI1is would, no doubt, mean added cost, 
but. in our view, the savings and streamlining which would result from 
rationalisation would be far greater than the amount spent. Not all the 
branches can be tackled all at once. A schedule of all important railway 
opertions in different branches may be drawn up and then a programme 
worked out for detailed study by the Efficiency Bureau and Work Study 
Units according to the priorities settled, and their recommendations imple
mented. 

7. An exceedingly important item of work to be done in this cor.r.ec
tion would be the dekmlination of norms with reference to which the p~r
fornmnce of employees can be determined as good, average, poor or outstand
ing, and rewarded accordingly. Corrective measures could then easily be 
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taken to improve the efficiency. We understand that work standards have 
been evolved for only a small sector on the Railways and would. there· 
fore, commend for consideration the recommendation in paragraph 22 of 
Chapter X of our Report on Personnel Administration reproduced below:-

"22. We would emphasise here, the urgent need for evolving work 
norms for various posts in Government, especially at the Oass Ill and 
Class IV levels which account for 98% of the Government pcrsonn.:I. 
Work at these levels is largely routine and repetitive and it should be 
easy to evolve suitable work standards and strictly adhere to them. Y .:t, 
this work has not been taken up on an appreciable scale. except for a 
small sector in the Railways and in the Posts & Telegraphs Dcp"rtmcnts. 
Evolving of such norms will result in a good deal of economy besides 
higher overall efficiency in the Departments. We, therefore, recommend 
that a target date for completing this work should be fixed for each 
Department and the resources of all units concerned with this work. 
namely, the O&M Units, the Staff Inspection Unit and the Department 
of Administrative Reforms should be pressed into service." 

Recommeodatioo U 

We recommend : 

(1) A c:nub programme may be launched by tbe Ellidenc:y Burea11 
IUld W~ Study Unita to iotr1oduce modem, ~elentilie manage
meot tecbniq._ to ddermioe tbe m08t effideot metho<l ol 
ac:compldbing tbel variuu. jobe, tbe inpota required and the 
quality md qllllllhml ol JM'WI wbo lbould handle them to 
achieve tbe bee remlm. If n-ry, the Efficiency Burea11 
and Wort.: Study Unita may be ~~reogtbeoed lor tbe purpose. 

(l) Tbe ac:tua1 perfonJW~Ce of employee~ Mould, • far .., pos
sible, be Jud&ed with rek1tac:e to the nomw which emerge • 
a result of tbe ltudy relerTed to above. 

8. Then there is the necessity to rationalise the personnel structures in 
the different Departments of the Railways and to bring about not only 
comparability in career prospects of the officials of the different Depart
ments of the Railways but also between the Railways and other Govern
ment Departments where the nature of work is comparable. 1l1e Study 
Team has recommended certain measures to attract and retain competent 
and talented persons in the Railway services and to reduce the disparities 
in the prospects of officers between the Railways and other. Central Govern· 
ment Departments. One of the recommendations is that the starting salary 
of officers in the senior scale on the Railways should be Rs. 900 for officers 
with service of 6 years or under. The Study Team has suggested, inter 
alia, the revision of pay scales of the Divisional Superintendents, Heads of 
Departments and other senior officers of Railways, the upgradation of the 

S--1 ARCi69 
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posts of all Directors in the Railway Board to the grade of Joint Srcretarics. 
the maintenance of parity in the scales of pay for the posts of General 
Managers and Chairman of the Railway Board with those obtaining in the 
Pub!ic Sector Undertakings on the basis of a comparison of duties and 
responsibilities etc. In this connection, we would invite attention to our 
recommendation in our Report on Personnel Administration (R.xommenda· 
tion No. 8) where we have stressed the need for the rationalisation of pay 
structures of posts in different departments of Government on an evaluation 
of the duties and responsibilities and of the qualifications required for hold
ing the posts. Such an evaluation and classification into grades of posts 
taking into account the distinct levels of work and responsibility and the 
matching of appropriate pay scales would even out the disparities in the pay 
scales in the different departments and disciplines. We, therefore, agree 
with the Study Team that Government should consider this question of 
reducing. as far as possible, the disparities of pay scales for comparable 
posts in the Railways and other Departments on the basis of an evaluation 
of duties, responsibilities, and qualification requirements provided the con
ditions of service nrc not materially different. We agree with the Study 
Team that all Directors in the Railway Board should be p1aced in the 
same grade to avoid irksome anomalies. 

Rccnmmoodutioo 13 

We, thct'CfOI'C, recommend: 

(I) Govcmml,lt lil10uld con&ider the question of reducing the dis
parities of pny scales for complll'llble posts in the Railways 
and other Departments oo the basis of an evaluation of dutiu, 
rl.'!iponsibilitK'S and qualification reqo~iremeots, in the light of 
the recommet~dations made by us in our Report on P~rsonnel 
Administmtim11 vide Recommendations Nos. 8 ancl c; therein; 
and 

(2) All Directors in the Railway Board should be placed in the 
same grade. 

9. The Study Team has also suggested the upgradation of certain JXJ>ts 
in the division to junior administrative grade in view of the pres.:nt low 
percentage of higher grade posts in the Railways and the increasing res
ponsibilities devolving on the divisions with the increased delegation of 
powers. 

(i) One Divisional Mechanical Engineer's post to be upgraded to the 
Junior Administrative grade. 

(ii) One Divisional Engineer's post to be upgraded to the Junior Ad
ministrative grade. 

(iii) One Divisional Operating Superintendent's post to be upgraded to 
the 1unior Administrative grade. 
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(iv) In addition, the Works Managers of all the Workshops, employing 
more than 2000 men, should be upgraded to the Junior Adminis· 
trative cadre. 

(v) Track Supply Officers at the H~adquartcrs of major Railways should 
also be in the Junior Administrative grade. 

These recommendations may be considered by the Railway Board. 

10. The Study Team has recommended that the work of selection of 
officers to the Junior Administrative Grade in the Zonal Railways should 
devolve on the Zonal Railways themselves. To avoid undue disparities of 
promotion prospects between one Zonal Railway and the other, the Study 
Team has suggested that cadre adjustments may be made by the Board by 
inter-railway transfer of officers at the early senior scale stage. We agree 
with this recommendation provided that a senior officer of the Railway 
Board is associated with the Selection Board constituted to make the recom· 
mendations for promotion to this grade. 

Recommendation 14 

We recommend: 

(1) The task of selecting officers and making rec:ommeodalious for 
promotion to the Jwlior Administrative Grade io each Zonal 
Railway should devolve on the Zonal Railways. 

(2) Recommendations for promotion of officers to the Junior 
Administrative Grade may be made by a Selection Committee 
con>tituted by the Zonal Railways but a senior officer of the 
Railway Board should be as90Ciatcd with this Selection Com. 
mittee. 

(3) Cadre adjustments may be made by the Railway Board by 
inter-milway transfers of officers at tile early senior scale~ ~tage. 

II. We have outlined in our Report on Personnel Administration the 
principles which should govern the selection for higher appointments. The 
senior appointments in the Railways may broadly be classified into tY.O 
categories : (i) appointments where specialised or technical functions have 
to be performed: for example, jobs involving research. design and develop· 
ment work as in the Research. Designs and Standards Organisations or jobs 
in the field relating to civil, electrical, mechanical, signalling and other spe· 
cialised work, e.g., stores, costing. y.ork studies, operational research, train
ing programmes, labour relations, legal work relating to claims etc. and (ii) 
appointments, which in addition to requiring a background of experience 
and training in some specialised or technical function mentioned above, in
volve planning, organising and coordinating the work of several persons 
of different disciplines and achieving the results aimed at. and which arc 
thus mainly managerial in nature. Examples of the first category ol 
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appointments in the Zonal Railways are Senior Mechanical Engineer, Dis· 
trict Electrical Engineer, Senior Commercial Officer, Senior Civil Engineer, 
Senior Transportation Officer, the Heads and Deputy Heads of Departments 
like the Chief Engineer, Chief Mechanical Engineer. Chief Signalling and 
Telecommunication Engineer, Chief Commercial Superintendent, Chief, 
Operating Superintendent, etc., and Member (Engineering), Directors, Joint 
Directors, Deputy Directors, in charge of specific functions etc. in tho: Rail
way Board. Examples of the second category are posts of Divisional Super· 
intendents, Deputy Divisional Superintendents, etc. in the Division, the 
General Manager, Deputy General Manager. Chief Personnel Officer. etc., 
in the Zonal Railways and the Chairman and Members, Railway Board, the 
Secretary to the Railway Board, Director, ltailway Planning, etc., in the 
Railway Board. Though the subject matter knowledge remains essential 
for holding the posts of the first category, the managerial nature of the 
duties increases progressively at each successive higher level of the hierarchy, 
requiring a varying mixture of managerial and specialised skills. 

12. The appointments faUing under the two categories should be iden· 
tified. The qualifications, the training, and the job experience required for 
holding these posts should be laid down. While the posts in the first cate
gory should be manned by the respective cadres having the requisite subject 
mutter knowledge or after they have been given the necessary training in 
tho relevant subject, selections for the appointments to posts in the second 
category should be made from among the members of various Railway 
cadres, possessing intimate knowledge and experience of railway working. 
a high standard of ability in their respective disciplines, a sound knowledge 
of modern management techniques and qualities of leadership etc. 

13. It is desirable that there should not be very frequent transfers in 
key management posts of General Managers, Heads of Departments, Divi· 
sional Superintendents, etc. In these posts a minimum period of stay of 
three to five years for an incumbent is essential so that the latter could 
be in a position to make effective contribution to the administration. The 
officers who have completed eight years of service should be watched more 
alosely and the outstanding ones should be chosen at an early stage of 
their career through a method prescribed for this purpose, for being ex
posed to a variety of experience and training on a programmed basis in 
order to develop their management potential. For this purpose, manage
ment courses of varying duration may be arranged at the Railway Staff 
College. The officers may also be deputed with advantage to courses of 
training in the management training institutions like the Administrative 
Stuff College, Hyderabad, and the Institute of Management in Calcutta and 
Ahmedabad. Foreign training according to the requirements may also be 
arranged for some of these officers. The trained personnel should be de· 
ployed in various management positions on a planned basis. For this pur
pose. the Railways should have a management development programme 
and should organise a career planning cell. In the Railway Board, the 
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Chairman should pay special attention to Management Dev~lopment Pro
gramme and career planning whereas in the Zonal Railways, the General 
Manager should be charged with a similar responsibility. 

Recommendation 15 

Wei, therefore, recommend : 

(1) Posts i" the Railways primarily calling for subject matt~ specl
aUzation and thoae mainly managerial in character should be 
identified. 

(2) The qualifications, training and job nperience required for 
manning the po&ts in the two catCJ:Ories should be prest:ribcd 
by the Railway Board. 

(3) A career planning cell should be established and a manage· 
ment development programme be developed ; the gent'l'lll res
ponsibility for implementation of thi1 programme s!lould 
devolve on the1 Chairman, Railway Boord, at the Board level 
and on the Gmeml Managers at the Zonal level. 

(4) Officers who have completed eight years of service should he 
watched more closely and the outstanding OOCI should he 
selected at an ttuly stage and exp06ed to a varidy of work 
experience and training pwgrammes in ord~'T to fit them to hnld 
positions of management. 

14. The Study Team has recommended that the form and procedure 
adopted in the British Railways for appraisal of performance of ollidals 
may be followed with suitable modifications. In our Report on Personnd 
Administration we have suggested a detailed procedure for wrilmg tho 
Annual Report on the performance of an ollicial. Our suggestion is cal
culated to ensure that an objective assessment of the performance of the 
official is obtained and at the same time the official reported upon is given 
an opportunity to have a say in the writing of the report. We would recom
mend that our recommendation in the Report on personnel Administration 
in this re~pect may be adopted by the Railways also (ride Annexure II). 

Recommendation 16 

We recommend : 

The procedure sugg~ed by IB in our Report on Penonnel Admi
nistration regarding the writing of annual confidential repol1s may 
be adopted by the Railways, 

IS. We have in our Report on Personnel Administration sug~:csteJ that 
Departmental Promotion Committees may be formed for appraising the 
merits of the persons concerned for promotion at all levels, when:•·cr su~h 
committees arc not constituted. This method may be adopted by the Rail· 
ways for the prepar.1tion of panels for promotions made to the posts on 
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th" basis of merit. The composition of the Departmental Promotion Com· 
mittecs would vary depending upon the posts for which panels are to be 
prepared. 

Recommendation 17 

We recommend: 

The Departmental Promotion Committees may be fonned on the 
Jines suggested by lll'l in our Report on Personnel Administration, 
wherever such commiffecs do not exist at present. 

16. Regarding the improvement in the avenues of promotion available 
to Class II and Class III staff, we recommend that the promotion quota 
may be· increased to a maximum of forty per cent where it is now less than 
that percentage. We also recommend that, in order to provide an incentiv~ 
to those who are comparatively junior but are exceptionally talented, fifty 
per cent of the vacancies reserved for promotion from the lower grades, 
may be filled on the basis of an examination. The number of chances for 
Inking the examination may be limited to two. The Railway Board may 
prc<cribe the rules and regulations in regard to eligibility, age and other 
qualifications of candidates at the said examination. Wherever the staff, 
particularly in Class IV, improve their educational and other qualitications. 
they should be permitted to take part in the trade tests prescribed for pro
motion to higher grades by relaxing other restrictions and conditions, if any, 
regarding age, etc. 

Rt<eommendotion 18 

We recommend: 

(I) The quota of vacancies avnilable to Class II nod Cia~ III 
stall by promotion may be increased upto a maximum of 40 
per cent where the existing quota falls short of that pen:ent· 
age; 

(2) Of the quota of vacancies in the higher grad~'S wl•ich are 
reserved for promotion from the lower grades, fifty per cent 
should be fiUed by the method of examination, where no exa
minations are held at pre.ent. The number of ch:mces for 
taking the examination may be limited to two ; 

(3) Where the stall, particularly Class IV staff, improve their 
educational and othor qualifications, they should be permitted 
to take the pmcribed tests for promotion by relaxing restric
tions and conditions as to age, etc. 

17. The Study Team has observed that there is a general feeling of 
fmstration amongst all the cadres of officers and supervisory staff, which 
is gradually undermining their morale. This has been ascribed to several 
factors. One of the factors has already been referred to, namely, the constant 
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questioning of the decisions of the offic~rs in field at higher levels in a 
dcm~atic set up, through Members of Parliament and other influential 
p~rsons. The other major contributing factors are the difficulties in enforc· 
ing discipline in the face of certain undesirable activities of some stall unions 
and other influential pressure groups, the vulnerability of the railway pro
perty and rolling stock to attack in any agitation or critical situation by 
sections of the community, the dissatisfaction with the pay structur~s which 
arc considered to be not on a par with those of their counterparts in other 
Government Departments. career prospects and other working conditions, 
and a general feeling that favouritism prevails over fair play in r~gard to 
promotions and even postings. We have sugg~sted guiddines for a h~althy 
and purposeful direction and scrutiny by Parliament of the working of the 
Railways. which will, we trust, have a salutary cfkct on administr~tion 

and the officers' morale. We would now deal with other specific aspects 
of personnel management and would discuss elsewhere the questi,m regard· 
ing discipline and other conditions of service. 

18. The important training institutions for the Oass I and Clas' 11 
olncers and probationers are : 

(a) the Railway Staff College, Baroda; 
(b) Indian Railway School of Advanced Permanent Way Engmc~ring. 

Poona; 

(c) Indian Railway School of Signalling, Engineering and Telccommu· 
nication, Secundarabad ; and 

(d) Indian Railway School of Mechanical and Electrical Engineering, 
Jamal pur. 

There are several other training institutions disp~rscd throughout the coun· 
try under each Zonal Railway for the various trades and di\Ciplincs for 
Class III and Oass IV staff. The training facilities in these institutions have 
to be considerably expanded, considering the strength of officers and stall 
and the diversity of the trades and skills in which training is to be imparted. 
Mostly the training courses cater to the needs of post-entry training on 
recruitment to the diffaent services. Rdresher courses and mid·care~r train
ing to equip the officials for taking up higher responsibilities and for per
forming more difficult and skilled tasks have yet to be ad~quatdy provided 
for in these institutions. There should be special training courses arranged 
for the Railway staff for training in railway safety. The Railway lloard 
and the Zonal Railways should review the e.<i,ting tmining arrangements 
for. meeting these requirements. rationalise the training facilities and s~t up 
additional institutions, where nec~ssary, for this purpose. 

Recommendation 19 

We recommend : 

The Railway Board and the Zonal Railways should review the 
exifiting training aJTilllgemenr. in the light of requirements and 
ratiOIIIllUe the training facilitift where oec:essary. 
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19. While recruitment of aa·ss IV staff is made by the divisions, that 
of Class Ill categories is done by the Railway Service Commissions. There 
are four Service Commissi0115 to cover the requirements of all the zones 
except the N. F. Railway. Even in pre-independence days, the move was 
initiated to take away the recruitment of Class III staff out of the hands 
of the Zonal Railways and a beginning was made on the then North Western 
Railway. for which it was decided to have a separate Service Commission 
manned by retired railway officers directly under the Railway Board, so 
as to create an impression in the public mind that there need be no sus
picion about the fairness of recruitment and that the interests of the mino
rity communities would be protected. The Indian Railway Enquiry Com
mittee (1947) was in favour of this process. The Railway Corruptioc. 
Enquiry Committee '(1954) mad~:~ a recommendation that the Chairman 
should not be a retired Government officer. This was not accepted by the 
Government, who welt a flexible policy was desirable. Some chairmen and 
members have been outsiders while others were retired Government/railway 
officials. 

20. The working of the Railway Service Commissions has not been 
free from shortcomings. There have sometimes been complaints about 
serious irregularities in the offices of the Service Commissions. The Service 
Commissions have not always been successful in making the recruitment in 
full to certain categories, e.g .. doctors, nurses and teachers. This is by no 
means peculiar to the Railways. Even recruitment to the general categories 
of clerks has at times not been prompt. In respect of the )'lorth-East fron
tier Railway it has been found necessary to ask the Railway itsdf to recruit 
all class III categories. Besides, there are at times pressures on tho! Service 
Commissions from the State Governments to confine recruitment on linguistic 
basis to certain regions. We recommend that the recruitment to Class Ill 
posts may be made in the Zonal Railways by an independent Recruitn1ent 
Board consisting of an eminent non-Railway man as Chairman and a senior 
officer from the Zonal Railway concerned as a Member. The Recruitment 
Board may coopt an olker of the concerned discipline when any ad hoc 
Deed rises. The Olairman of the Recruitment Board may be appointed 
by the Railway Board. Such a Recruitment Board may be set up in a 
zone where the volume of work clearly warrants the need for it. In other 
cases. the work of recruitment relating to two o~ more zones may be com
bined and dealt with by a single Recruitment Board on which the Zonal 
Railways concerned may be given a representation. 

Recommeodatioa 20 

(1) 'l1le reauitmtbt to 1111 CM W po1t1 Ia tbe Zoalll Rail"ay1 
llbould be ll*le by • .. ....,....... Recnlia.-t Board coll6ist· 
iDI ol • -Raihra,-- M a.um.. Md • Mlior olllcer ol 
tile ZOII8I Rahray • • 'Jer fw e8dt Zoul R.ailny. 11te 
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OJairman of the Recruitmeat B.-d may be appointed by the 
Railway Board. 

(2) The work of recruitment relatinc to two or more zone~ may 
be dealt with by a llingle 1'6cruitmmt board ooless the 
q111111tom of work clearly wammta the need for a separote 
recruitment board for a particular Zonal Railway. 

21. There has been a demand that preference in the matter of employ
ment in the Railways to the children of Railway employees, which had been 
the practice in the past and had been abolished. should now be rrstored to 
at least in the lower categories of drivers, guards, clerks, pem~anent way
men, etc., to a certain percentage of the vacancies. Such a step would. it 
has been urged, earn the loyalty of the staff and help boost morale. We 
do not think this practicable as it is likely to constitute a discriminatory 
practice for which there would be no warrant under the Constitution. It 
is not unlikely that the sons and daughters of railway officials develop a 
special aptitude for work in the railways owing to their environmrnt and 
general familiarity with railway matters; if so. there should be no difficulty 
in their securing an adequate share of the employment opportunities in the 
Railways on merits in the normal way. 

22. An atmosphere of general indiscipline and scant respect lor autho
rity prevalent in the country and the noisy, often violent, dcrnvmtrations 
indulged in by several sections of the people have their impact on tile Rail
way workers in their approach to their daily work. Laxity, indifference 
and defiance of authority are steadily growing. The Railways being a 
public utility service and the majority of its staff being workers governed 
by the Industrial Disputes Act. the staff have formed Unions registered 
under the Trade Unions Act. The agitational approach to problems by the 
Unions has made the task of enforcing discipline extremely difficult. 1he 
Railway employees form almost 50% of the Central Government staiT und 
almost 99% of them are in the Class III and Oass IV categories. The em
ployee-employer relationship in the Railways constitutes, therefore, an impor
tant factor to be reckoned with in the general policy for Government ;t:•IT 
unions. 

23. The existence of a multiplicity of Unions under the Presidentship 
{)f a Member of Parliament or some other important person. even if they 
are not recognised, makes for inter-union rivalries and disrupts tre smooth 
working of administration, the Unions acting as pressure groups. Repre
sentations are made by them on individual cases and often to the higher 
authorities, Members of Parliament and the Minister. Often these represen
tations find support from Members of Parliament and other inftuential per
sons. These activities of the Unions do not make for proper enforcement 
{){ discipline and defeat the purp<l6ive worting of the Unions for the com
mon good of the largest numbers and the improvements of efficiency of 
administration. We stress the paramount need for the maintenance of dis
cipline amons the Railway staff, and of the authority of the immediate 



34 

supervisor without which all attempts at improving the efficiency of the rail
way working and the safety of the railway travel will be rendered incflc.:tive. 
The reports of the Study Team and the Railway Accidents Enquiry Com
mittee have pointed to the adverse eficcts on discipline and the loss of 
morale due to interference in individual cases, during their p~ndcncy. by 
the higher departmental authorities as a result of extraneous pressures. We 
arc not in agreement with the suggestion of the Study Team that the Rail
way stafi concerned with the running of the trains should be excluded from 
the purview of Article 311 of the Constitution. If proper. conditions are 
ensured for the enforcement of the authority of the immediate supervisor, 
it will be possible to maintain eficctive discipline in accordance with the 
present procedures. 

24. The slow and steady erosion of discipline in Government offices and 
the disregard of authority culminated in the strike of the Central 
Government employees in September 1968 and the Central Gov~rnmcnt had 
to bring an Essential Services Maintenance Ordinance, 1968 (later passed 
into an Act of Parliament) to prohibit strikes in essential services and to 
maintain uninterrupted the functioning of these services. A Dill is under 
formulation f,,r giving a statutory basis to the Joint Consultative Machinery, 
on which the staff arc represented through the rcce>gnized Unions. We 
have recommended in our Report on Personnel Administration that the 
employees' representatives in the Joint Consultative Bodies at the lowest 
levels . .,,·gional or departmental, as the case may be. should be directly 
elected by the employees, and, for the bodies at the higher levels, repre
sentatives should be chosen through indirect election. We have proposed 
this so that the tendency to sWlc issues outside the Joint Consultative Body 
through pressure groups and unhealthy practices may disappear. We have 
ulso recommended therein that no person who is not serving under Govern
ment or who is not an honourably retired employee of Government should 
be eligible for c'ection to the Joint Consultative Bodies. Th:se suggestions 
will help promote harmonious relations and secure the greatest n'casure of 
cooperation between the Government and the general body of its employees 
in matters of common concern. 

Recommendation 21 

We rccomntt'ttd: 

(l) 1lte employct'S' representatives in the Joint Consultative llodies 
at the regional and tk>partmentol levels should be din.oclly elect
l<d by the employees, while at the higher levels, represc.ttath·cs 
should be chosen through indin.'Ct elections; and 

(2) No penon who ill not serving undl'l' Gon'fnment or who i~ no& 
an honourably retired emplo)·ee of Gon•rnment 'hould be 
eligible for ell>ctioo to Joint Co115ultati~·e BO<til'S, provided, 
however, that Government may permit an ex-employee to seek 
eltdioo to lbe Joint Coosultative Bodies. 
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25. The Study Team has suggested the adoption of the "Brown System 

of Discipline" (vide Annexure III) on the Indian Railways. Under the sys
tem. which is in operation in the Canadian Pacific Railways. merit marks 
and demerit marks arc awarded for. specific acts of omission and commis
sion such as assistance in clearance of obstructions from track, discov~ry of 
defects and their rectification, disregard of instructions, failure to make brake 
tests as per regulations, reckless running, careless handling, etc., and if the 
employee has accumulated a prescribed number of demerit marks after 
allowing for deduction on account of merit marks. he is liable to be dis
missed. We recommend the adoption, with suitable modification, of this 
suggestion cf the Study Team, so far as the running stafT on the Indian 
Railways are concerned. The prescribed disciplinary proccdur~s should. 
however, continue to be observed. 

Recommendation 22 

We recommend : 

The "Brown System of Discipline" prevailing in the Canadian Pad· 
fie Railways may be adopted by the Railways with ~uitable 

modifications, in the light of conditions in India and subject 
to the obst'r\'ance of the prescribed procedures reganling disci
plinary cases. 

26. We have already outlined measures for streamlining the procedures 
for taking disciplinary action, and the setting up of Civil Service 1 ribunals 
for hearing appeals in our Report on Personnel Administration. Thc~e re· 
commendations may b~ adopted by the Railways also in resp~ct of their 
employees. 

Recommendation 23 

We recommend : 

The measures suggested by us in our Report on Personnel Admini~
tration for streamlining the procedures for laking disciplinary atlion 
and the setting up of Civil Service Tribunals for hearing appeals 
may be adopted by the Railwa)'s also. 

27. The Welfare organisation working under the Divi"onal Personnel 
Oflk~r attends to the settlement of grievances of employees. The practice 
is to allot specific sections to each Wclf:tre Inspector, who;.; main function 
is to contact the staff. ascertain the nature of the grievances, place the 
grievances before the officers concerned and get the cases looked into. Thcro: 
has been dissatisfaction expressed with the working of this machinery. While 
the matters regarding delays in payment of wages, allowances, sanction of 
leave, increment. passes, etc., and grievances o( the staff relating thereto 
are attended to by this organisation, it is not used as a feed-back to improve 
the m:thods of personnel administration in these matters so as to impro\e the 
welfare of the employees. We feel that the pro:sent welfare org<misation 
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should continue to function under the Department of Personnel and should 
attend to the settlement of the grievances of the staff. It should be manned 
by selected persons with special training. These persons should not be 
frequently changed so as to ensure that they become familiar with the pro
blems of the stall in a particular District or Division. 

Recommeudatioo 24 

We recommend: 

The weUare orpn.illlatioo llhould continue to fwctioo und~r the 
Department of Penoonel and continue to attend to the settlement 
of Jrie~ of employeee. It should be IIJlUllled by iele&:ted 
Jlft'SOII8 with special training, These penons should not be fre
quently cb.an&ed eo u to emare that tkey become familiar with 
the problems of tke &tall in a perticuler District or Division. 

28. A Vigilance Organisation has been functioning in the Railways 
5incc 1955 in pursuance of the recommendation of the Railway Corruption 
Enquiry Committee (Kripalani Committee). As a result of the recommenda
tions made by the Santhanam Committee, the Vigilance Department of the 
Railways was strengthened in 1964. The Study Team has felt that the 
Vigilance Organisation in the present form is top heavy and that it should 
be converted into a Directorate with a Director-in-Charge in the Railway 
Board and a corresponding reduction in size effected. The elliciency of 
tho organisation will not, the Study Team feels, suffer thereby. We feel 
that the Vigilance Organisation should work under the overall supervision 
of the Chairman of the Railway Board. There is, therefore, no need for 
a separate Member to be in charge of Vigilance at the Board lewl. Instead 
it would suffice if the Director General (Vigilance) is given the rank above 
a Director but below a Member. He should function under. th.:: overall 
·direction of the Chairman. The person selected should, however, be such 
that he would normally not look for rewards or further promotion in the 
organisation or for re-employment after retirement and thus would be able 
to discharge his duties effectively and impartially. The Vigilance organisa· 
tion in the Zonal Railways should similarly work in close consultation with 
the General Manager. There can be no objection to its having direct deal· 
ings with the Director General of Vigilance in the Board, provided the 
General Manager is kept duly infom1ed of all such matters. 

.Recommendation 15 

We recollllDftld: 

(1) The Director GaHnl or V~ Orpniatioa at the Board 
level -y wortt directly UDder the Chainnaa of tile Railway 
Boanl •d report to llim. 

(l) Ia tile Zoa.l Railwayt, Che Vi&illace Orpnisatioa &honltl 
wortt Ia de. c-.lllidoa wida tile Geaeaill M-aer of tile 
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ZooaJ Railway. There is DO objection, however, to lli9 having 
direct tleslinp with the Director-General of Vigilance in the 
Railway ~d, ptorided the General Manager is kept duly 
informed of aD IIIICb matten. 

29. There is need for close liaisen between the Heads of Departments 
and the special vigilance set-up for the prevention of corruption. The res
ponsibility for checking corruption should be laid on the Heads o! Depart· 
ments and the Vigilance Organisation should keep the Heads of Departments 
informed of matters connected with vigilance. The practice of taking the 
Head of the Department into confidence while initiating enquiries into cases 
of corruption, which was recommended by the Kripalani Committee, should 
be restored. In· cases of difference of opinion between the Chief Vigilance 
Officer and the Head of the Department, the matter. could be referred to 
the General Manager or the Chairman as the case may be. 

Recommendation 26 

We recommend: 

The responsibility for checkinl comrptioo should vat in the Head• 
of Departmmtl. The Vigillll.oce Orpoisatioo should work in close 
c«MWUUtation witJI tlld Head! of DepartmenUI and keep them inform
ed from time to time of JDAtten coooected with ticilaace, in their 
cMrp& 

30. The mechanical working of the Vigilance Organisation without 
making any distinction between bona fide actions, unintentional lapses or 
errors of judgment arising out of discretionary powers and deliberately 
malafide actions has inhibited the initiative of the supervisory staff and 
exercise ol discretionary powers vested in them, and has generated " tendency 
of referring matters for decision to the higher authorities. Thus decisions 
are postponed leading to delays and uneconomical and inefficient working. 
Cases of aUeged misuse of discretionary powers should, therefore, be left 
to be handled by the concerned executive authority and only w"en it is 
satisfied that there has been a deliberate misuse of powers, the ;:ases should 
be handed over to the Vigilance Organisation. 

31. Unless the Vigilance machinery moves quickly, its effectiveness and 
deterrent character are greatly reduced. During the pendency of the enquiry, 
the employees concerned are debarred from promotion, if due, and if about 
to retire, they are not aUowed the retiring benefits. If they are fully exone
rated, the loss of promotion and of other benefits which would have accrued 
to them during the intervening period rankles in their mind, generates frmtra
tion and gives rise to endless representations. and even litigation. In order, 
therefore, to introduce a sense of urgency in dealing with these ca~es. there 
should be a time limit prescribed for completion of investigation of vigilance 
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ca~~cs by the Special Police Establishment and the Central Bureau of lnvcsti· 
.gation. The cases pending for more than three months should be scrutinised 
to ensure that there arc no avoidable delays. The Heads of Departments 
should review every six months all such cases in consultation with the in· 
vestigating authority .and cases of inordinate delay should he bwught to 
the notice of the Railway Board for. necessary remedial action. 

Rccommc:odatioo 27 

We rNommcnd : 

(I) A time limit should be pr'l'&Cribed for the eompktion of invc•li· 
gation of vigilance eao;ea by the Sp«ial Police Establi~luucnt 
and the Central Bureau of loveatigatioo, 

(1) The Heads of Deputmenls should review, every six months, 
in consultation with the concerned invettigating authority, all 
1uch ea-. In the eoune of this review, where the dispmal 
of a ca8C hu ~ ddayed beyond three months, the reasons 
for such delay should be II)ICCi6cally looked into 1111d deci~ious 

should be taken u to the bCI\t nwthod of accelcroting l!ispmal, 



CHAPTER IV 

RAILWAY OPERATIONS 

If the Railways are to fulfil their various public service obligations ami 
to work at a prolit, the elliciency with which they are run is a major l.kter· 
mining factor in achieving the objectives. The operational elliciency of the 
Railways should be brought to a level where adequat.: revenues arc earned 
to meet the working expenses, to cover the obligations for devdopment 
and renewal of the railway assets and to yidd a reasonable profit. The ba,ic 
steps for achieving these are (a) running the railways with busin~s>lil.e 

elliciency, (b) scientific planning, (c) eliecting all practicable economks, (d) 
improving passenger. appeal. (e) scientific approQ;Lh to p~rsonnel prob~.:ms, 

(0 rationalisation of rates and fares to maximise earnings, (g) managing th~ 
railways as far as possible on commercial and business principles and not 
utilising them as a means of subsidising certain programmes and 1ctivities on 
the ground of public interest. 

2. Operational facilities of the Railways have of late been considerably 
enlarged, such as doubling of lines, provision of additional crossing sta· 
lions, modernisation of yards, introduction of route relay interlocking and 
cenlralised trallic control, automatic signalling, electrilicatioo of lines, con
version of metre gauge into broad gauge, addition to rolling stock, phased 
replacement of four wheelers by bogie stock, etc. But these improvements 
barely touch the fringe of the vast coverage of Railways and by and large 
in many areas modern latest technologies have yet to be adopted. The 
pace of modernization has been tardy and sporadic; it has remained confined 
to a small sector and has not in all cases succeeded in ensuring efficiency 
and economy and reducing over-all costs in any significant measure. The 
p.:rformance of the Railways in terms of op~rational cllicicncy is, thcrdore, 
not at the optimum level. The index of wagon kilometers p.:r \\:II!On day 
lB. G) has d~clined to 72·7 in 1%8-69 against 76·9 in 1960-61. lnc.lividually 
the best performance shown by the Western Railway of 126·3 in 1961-63 
came down to 89·7 in 1968·69. 

3. The Study Team has suggested in detail several measures for the 
belter utilisation of the wagon stock for goods traffic. We recommend that 
they may be considered by the Railway Board and action taken early. We 
would observe that the inventories of wagon stock should be drastically cut 
down as excessive stocks lead to slackness in utilisation and ooor out-turn. 
Unreasonable detention of wagons by customers should be discouraged 
through appropriate administrative measures, marshalling arrangements for 
freight tratlic should be streamlined. the number of intermediate points for 
examining, checking and other handling operations of through I:O<lds trains 
should be rationalised. reducing them to the unavoidable minimum, and 
important yards should be mechanised depending on the traffic. 

39 
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4. The ligures of net tonn kilometers per wagon day also show a notice
able deterioration in performance. Action for stepping up the net tonne 
kilometers per wagon day should, inter alia, be taken up by having larger 
and heavier goods trains. Attempts should also be made to reduce empty 
haulages. 

S. The Study Team has made several recommendations regarding the 
interests in the output of engine kilometers per engine day on lines. These 
recommendations should be examined by the Railway Board and action 
taken accordingly. The rational use of diesel and electric locomotives must 
result in better output and it should be the policy of the Railways to make 
the most of the existing steam engines. It would be more profitable if some 
of the steam engines were taken off and stabled for future use in emergen
cies. In order to get the optimum tonne kilometers per engine day and 
engine turn·round in respect of freight traffic, it is necessary to reduce inter
mediate shunting and load adjustments en route. The allocation of engines 
accordinl! to their hauling caP'dcities and the regulation of the wagons 
should be judiciously made keeping in view the traffic requirements, the 
hauling power of the engines, gradient of the route, etc. 

6. The Study Team has suggested several steps for increasing the speed 
of ·goods trains. The Railway Board should examine them and take neces
sary action. Unless the Railways speed up the movement of goods train, it 
will not be posiible to regain the traffic in competition with the road trans
port. It is also a waste of potential if the maximum permissible speed is 
not attained with the bighpowered diesel and electric engines. 

7. Unremunerative investments are made and heavy revenue expenditure 
is incurred by the Railways in several instances liko-

(a) New lines are laid for opening up new areas not serv.:d by the 
Railway• hitherto. These lines do not develop sufficient traffic and 
remain unremunerative for a number of years. 

(b) Unremunerative branch lines arc continued to be run often at the 
instance of State Governments even though adequate alternative road 
transport services exist in these areas. 

(c) Cost of provision of over /under bridges in replacement of level 
crossings arc partly borne by the Railways casting an increasing 
burden as the requests for provision of such bridges are going up 
every year. 

(d) Heavy expenditure is incurred on security patrolling of the tracks 
in certain vulnerable areas on the advice of the State Governments. 

Ways and means should be devised to case the financial strain on the Rail
ways due to the running of the unremunerative lines. The question of 
closure of sucb unremunerative lines should be reviewed, wherever alter• 
native modes of cheaper transport have adequately developed and where 
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such closure will not adversely afl~ct the public interest. Certain lines may 
have lo continue for operational or technical reasons, such a~. hilly terrain. 
rcquircm~nls of strategic areas. elc. Certain lines serve to promote indus
trial and mining activities. Lines which show promise of becoming r~mune· 
rali\e, in due course, need not be closed. There is no reason why the co>t 
of running railways on lines which are not juslilied on commercial conside
ration' rn t~m1s of actual r~sults or polentialities should f~ll on lhe Railways 
which ar~ a cornmacial undertaking. Where the running of 'uch lines is 
con,idcrcd unavoidable in the public interest, the appropriale cour~e could 
be 10 meet the los.,es out of public revenues. This could be ~l[~ctcd hy rc· 
uuclion, to the extent required, in the contribution to the general revenue 
on lhe prescribed basis. In ca~cs where State Governments insist on the con
tinuan.:e of such facilities. suitable arrangemenls 'hould be made with the 
S!alc Governments concerned to share the expendiure or the los-~es. as the 
cas.! may be. The representatives of the Slate Governments and the Railway 
aulhorili~s should have high-level discussion to seltle such issues. Conslruc
tion of over/under bridges in replacement of level crossings in cities and on 
roods having heavy traffic should be met out of a special fund and the 
expenditure on this account should be taken into account in respect of the 
commitment of the Railways to contribute to the general exchequer. Such 
construction of over/under bridges helps reduce not only the congestion of 
road traffic. but also facilitates the speedy. safe and economical operation 
of rail traffic in the long run. 

Recommendation 28 

We recommmd: 

(I) The questioo of continuing unremunerative )ina~ should be 
constantly reviewed by tbe Railway Board 10 as to ensure that 
as far as practicable, Railway finances are atili~~ed for lhe mn· 
oing of ~ommerciaUy ~U:CCptable or potentially profitable lines. 

(2) ~ a firtt lltcp, tbe Railway Board should consider lbe closure 
of unn.'lllunerative lina~ wheft adequate alternative mocJe. of 
~heaper transport em and where IRICb closure wiU out adver
r~ely ailed public: lntlftllf, including any bnportant economic 
activity of the area, IIICb as indtJitrial or mining IICfi~lly. 

(3) 'fben should be high level di«U!I9ioo• betweeo tbe re~t~ 
lives of tt.e State Government• and the Railway aott.oritles to 
!Iettie the qUIWlion of cootinued runnioa: of uneconomic lines, 
80 as to ensure that local, consideratiOM are duly laktoa Into 
accouot ill clecidinc the q.-tioa of clolare. 

(4) \\'here running of 1111«onomic li- Is c:ootinued In the public 
inllftSt, the~ may be met out of public rnmuH, Stale or 
Cealftl. 

4-1 ARC'69 
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(S) The expenditwe oo the c0116tructioo of over/under bridges in 
replacement of level ci'O!ISillgll which may be oodcrtaken in the 
interest of smooth running of rail and road traffic should be 
met out of a 1pecial food to which contributions should be 
made not ooly from the Railway finances but from the Central 
and State finance8, for example,. the Road Fund. 

8. The Study Team has referred to the increasing strain on the Rail
ways thrown up by the sub-urban traffic in metropolitan areas and the highly 
unremunerative nature of such sub-urban rail traffic. On account of the 
disproportionately high level of expenditure in relation to earnings, invol\'ed 
in short distance rail traffic the railways suffer heavy losses. Further due to 
the congestion at the metropolitan terminals caused by the hea\'y pressure 
of sub-urban traffic, the provision of adequate facilities for long distanc~ 
passenger traffic is hampered. It is, therefore, necessary that alternative 
scheme& for dealing with the sub-urban traffic like the construction of under
ground and/or elevated railways be considered. The diversion of the sub
urban traffic to the road services in metropolitan areas is also difficult 
because the road services are already heavily congested. Laying of new 
'!.racks or roads in metropolitan areas is not easy in view of the usually 
prohihiti\'e cost of the acquisition of land for this purpose. The operation 
of underground and/or elevated railways for the sub-urban tr,Jfiic should 
preferably be entrusted to a separate transport authority to !Je specifically 
created for this purpose. 

Recommendation 29 

We r«ommend: 

The questioo of developing underground and/or elevated Railways 
for dealing with the Alb-urban traffic may be considllred. A sepa
rate tra11sport authority specifically created for this purpose may be 
entrusted with this work. 

9. The co-ordination of the rail traffic with the road transport should 
be attempted to tackle not only the problem of short distance traffic but 
also the problem of rail road competition. With a view to dealing with 
short distance traOic economically, a rationalisation of the train schedules 
5hould be undertaken by the Railways in consultation with ihe road 
transport authorities. The repercussions of the rail-road competition on the 
economic running of the existing railway Jines may suitably be impressed 
on the State Governments. While giving permits or Jicenoes for road trans
port, or while introducing new routes for the operation of State road trans
port services. which would affect adversely the remunerativeness of the exist
Ing railway routes. the State Governments should be requested to keep the 
overall national interests in view and to avoid any possible conflict of 
interests between the dilferent...modes of transport. For this purpose. a repre
!.Cntative of the Railways may be associated by the State Government with' 
the State Transport Authority or other bodies which are in charge of the 
grant of licences or perntits for the operation of road transport services. 
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Recommendation 30 

We recommend: 

(I) With a view to dealing with the short-distance traffic econo
mically, rationalisation of train schedules may be m•derlaken 
in coll&ullation with the State Transport Authorities. 

(2) The State Government may be requested to regulate the grant 
of licences and permits for the operation of road transport 
sCTvices or the introduction of new road services so as to elimi
nate any possible conOict of interest between different modes 
of transport. 

(3) A representative of the Railways may be associated with the 
State Transport Authority or other bodies which are in charge 
of the grant of licences or permits for operation of road trans
port services. 

10. On the question of conversion of metre gauge into broad gauge. we 
would commen<L the suggestions of the Study Team for consideration. A 
single gauge makes for economy and efficiency and broad gauge runnin~ is 
distinctly more economical than metre gauge running. The rationalisation 
of the gauge system has to be taken up on a planned basis. However, the 
actual process of conversion must proceed cautiously so that .1ll the pros and 
cons of the conversion in each case are properly studied. In some cases, 
e.g .• hilly regions, mining areas. etc .. such conversion may be detrimental 
to the economy of the particular area or may not be conducive to puf>lic 
welfare. In other cases, some practical difficulties may be involved e.g .. the 
existing transhipment facilities. Also the process of conver,ion must be 
regulated in accordance with a scheme carefully prepared and properly phas
ed. As a first step, the question of closing the metre gauge sections which 
connect two broad-gauge lines or which run paralld to broad !!auge sections 
may be considered. Wherever the traffic justifies it, an additional broad 
gauge line may be laid in place of the existing parallel metre gauge line. 
A similar procedure may be adopted in re>pect of the narrow gauge line,. 
We need hardly emphasise that whether in this respect or others. where 
the losses can be demonstrably avoided or economy improv~d there should 
be neithe-r hesitation. nor delay, and the Railway Board should act on strict 
commercial considerations. 

Recommendation 31 

We recolllJIHIId: 

(I) Early attention should be given to the question or achie'inll 
single gauge system, as far 11111 practicable, throughout the 
country. 

(2) A. a first step, the Railway Board ahould tnke in hond the 
ronvenion into broad puge tbe metre-gauge or narrow gauce 
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sectioM which cover comparatively short distances and which 
connect two broad gauge sections or which run parallel to broad 
gauge sections. 

(3) Before taking a decision on the conversion of a particular 
metre gauge line into broad gauge, the Board should take into 
coRSidcration and explore all possibilities of making the exist
ing metre gauge line more economical and efficient by improv
ed techniques of operation and modernisation. 

(4) From the 11ehemes of cooversioo areas for which metre or 
narrow gauges are more suitable, such as hilly regions, strategic 
areas, 11hould he excluded. 

(5) In the light of these considerations, a phased programme of 
convel'llion should be drawn up with due regard to the funds 
available and the economies of conversion, and implemented 
with the object of completing the process as early as possible. 

II. An increasing trend is observed in fuel consumption, both in respect 
of coal and diesel oil per thousand gross tonne kilometers. There are various 
factors affecting the consumption of fuel, such as low calorific value of coal, 
varying train loads. waiting periods during crossings, variations in shunting 
engine hours, poor maintenance. etc. But it appears that considerable loss 
is also caused by thefts and the pilferage of fuel. A regular analysis of 
fuel consumption is essential to ascertain the possibilities of effecting economy 
in this regard. Some ad hoc studies made in the past by Railways revealed 
great scope for improvement, but no follow-up action appears to have been 
taken. The existing arrangements for watching fuel consumption are weak. 
The officers in the Mechanical Engineering Branch are far too busy in 
various operating and maintenance duties with the result that no proper 
attention is paid to this important work. It is, therefore, necessary that 
Railways should take adequate administrative measures to study the pattern 
of consumption of fuel and to ensure economical and proper utilisation. 
Similar action should also be taken separately in regard to lubricating oii 
consumption. 

Recommendation Jl 

We recommend : 

Tite Railways should lake adequate administrative measures !() 
ltady the pattem of consumption of fuel and to ensure economicar 
and proper utilisation. 

12. By the strengthening of the track and better standards of track main
tenance and by introduction of mechanisation. automatic signalling, route re
lay interlocking and centralised traffic control, etc .• a better utilisation of the 
existing track could be made and the need for laying double tracks which 
calls lor heavy investments on track as far as possible would be avoided, and 
at the same time, better railway operations could be ensured. In fact, the 
inwstments on Railway tracks alone account for about 60% of the total assets 
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of the Railways. The Study Team has made several recom111endations for 
tile Improvement or tile efficiency of the Civil Engineering Department on 
the Railways. These recommendations are salutary and may be considered 
by the Railway Board. 

13. The repair and maintenance of the rolling stock constitute one of the 
important duties of the Railways. The Railways have developed many major 
and minor mechanical workshop facilities for the repair and overhaul of the 
tolling stock all over the country. The probem of workshop reorganisation 
to reduce the multiplication of repair arrangements, the multiplicity of cc~tly 
equipment and the stocking of spare parts, materials, etc., therefore. assum~s 
great significant. The Study Team has referred to the recommendations 
made in the report of Mr. Michael Dchm. Directcr of Produ.:ti\ ity. German 
Federal Railways, who was commissioned by the Railway Board ic 1958 to 
examine the functioning of the repair workshops of the Railways and to sub
mit his recommendations. It has urged that the report of Mr. D..:hm should 
be quickly re·examined and implemented to the extent found kasiblc. Men
tion in this connection may be made of the Parel Loco Workshop which can 
specialise in overhaul of electric and diesel locomotives. This do~s ·not mean 
that the Zonal Railways should depend only on the centralised principal re
pair workshops fOr their routine overhaul and maintenance. The other cxi,t
ing workshops which do not come under the category of principal repair 
workshops should be uilised for the minor repairs. While each Zonal Railway 
may try to achieve self sufficiency in respect of minor repairs ao;d overhaul~. 
major repairs and large-scale overhauls should be carried out in the spedal 
workshops having the necessary facilities. The attempt to make each zonal 
Railway self-sufficient in respect of all types of repairs and overhauls may. 
as far as possible. be avoided. after considering the needs for operational 
convenience and economy. The recommendations made by the Study Team 
in this regard are worthy of careful consideration by the Railway Board. 
The Railway Accidents Enquiry Committee (1968) has also made many de
tailed recommendations in this regard which may be considered by the 
Ministry. There should be healthy competition among the workshops doing 
the same type of repair work, so that the unit cost of repairs is reduced 
to the minimum. We agree with the recommendations of the Study Team 
for improving the methods of maintenance of electric locomotives and elec
trical components of the diesel locomotives by the centralisation in the Zone 
of all work under one authority who may be designated as the Chief Trac
tion Engineer and who may be either a mechanical or an electrical engineer. 
This authority will have senior mechanical and electrical engineers to assi't 
him and in due course a cadre of well-qualified and trained traction en· 
gineers would no doubt b~ built up. 

Recommendation 33 

We recommend: 

(1) TI1e major repair work.shoJ15 of inter-Zonal importance, e.g., 
Kharagpur, Kanchrapara wor~ops, siMluld be placed under 
centralised control. 
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(:Z) The workshop fadlitiee in respect of major repairs and over
hauls should, as far as possible, be so distributed among Zonal 
Railways that each workshop specjalisee in particular fields 
avoiding duplication. 

14. Modern methods of working, mechanised aids, computerisation. 
automation and the latest technological and scientific advances in Railway 
engineering and operations should all be pressed into service by the Rail
\\ay administration wherever possible and the staff rendered surplus should 

. be usefully employed after training them afresh in new skills and trades 
which will emerge as a consequence of adoption of these new methods 
and innovations. Adjustments of surplus staff should also be made against 
vacancies accruing on account of retrenchments, promotions, etc. A pro
gramme of mechanisation should be carefully drawn up and implemented 
so that no dislocation of work is caused in the process of change-over to 
the new methods. 

Recommendation 34 

We recommend: 

The Railways should develop and implement a phased programml'l 
for introdul'lion of the latest tecluliques in Railway engineering and 
operaliool5. 

15. Our Study Team, and recently the Railway Accidents Enquiry 
Committee ( 1968) have made many suggestions in regard to improvements 
in signalling and telecommunication departments. These recommendations 
should be carefully considered and implemented by the Railway Ministry. 
Modernisation of the signalling and communication arrangements. non
dependence on foreign sources and self-sufficiency in the requisite equipment 
for this purpose should be the aim of the Railways and all steps should be 
directed towards achieving these objectives with speed and efficiency. These 
arc essential not only for the safe operation of the Railways. but also for 
bringing about economies in the Railway operations. 

Recommendation 35 

We rt<·ommend: 

The Railways should aim at modemisatioo of signaUing and com
munication systems. Steps should be taken by them to progres
sively 11chievc self-sufficiency in the .-equisite equipment for this 
purpose, cutting down imports from foreign countries. 

16. In regard to the Stores Organisation, the Study Team has pointed out 
the serious shortcomings in the procedures adopted for proc•uing Railway 
stores valued at over Rs. 320 crores per annum. The uncertainty of supplies 
and the present antiquated system of inventory control have also come 
in for serious criticism. We agree that radical changes are necessary in 
the procedures for procurement of stores by the Railways. The Railways 
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should be allowed to purchase the stores special to them without the inter
vention of the Directorate General of Supplies & Disposals. There should 
be decentralisation of the work of purchase in favour if the Zonal Railways 
in mattC!S of local purchase of stores in respect of which an all-India proce
dure of supplies would not be advantageous. Powers of local purch<tse should 
be enlarged so as to give more latitude to fulfil urgent needs and. where 
necessary, monetary limits should be increased. Modern techniques of in
ventory control should be introduced. The Railway Accidents Enquiry 
Committee has also come to similar conclusions. 

Recommendation 36 

We recommend: 

(1) lbere should be greater decentralisation of the work of pur
chase of stores in favour of the Zonal Railways. 

(2) The Railways should be pernitted to procure the atores special 
to them through their own organisations. 

(3) Modem techniques of inventory control should be introduced. 

17. Thefts of copper wires and railway coal from loco-sheds and stores. 
of material from workshops and godowns and of railway fittings. etc, and 
the pilferage of goods entrusted for transportation have caused huge losses 
to the Railways. These persist despite the existence of a sizeable Railway 
Protection Force, costing the Railways about Rs. 10 crores annually and the 
creation of an elaborate vigilance set-up. The Study Team has suggested 
the need for close cooperation between the Railway Protection Force and 
the officers and staff of the operating and commercial ollicers of the Rail· 
ways and for the Chief Security Officer being placed under the effective con
trol of the General Manager for functional working. They have further re· 
commended that the appeals against the orders of the Chief Security Ollicer 
should be dealt with by th~ General Manager. We hav~ given very careful 
consideration to these suggestions of the Study Team. We notice that under 
the exbting provisions of the statute, the Chief Security Ollicer is required 
to di>~hHrge his functions under the general supervision of the General 
Manager of the Railways. The existing provisions of the law about the gene
ral supervision over the Chief Security Ollicer would. therefore. seem to be 
adequate. Moreover, since the Railway Protection Force is a statutory 
armed force, it is axiomatic that any quality of control would unJcrmine the 
disciplin ~ of the Force and would, therefore. be detrimental to its efTcctivc· 
ness and efficiency. The appeals against the orders of the Chief Security 
Officer i.e., at present, with the Inspector General, Railway Protection Force. 
who is the final authority in administrative and disciplinary matters and this. 
in our opinion, is rightly so. Incidentally. we notice that another committee. 
namely. the High-Powered Committee on Security and Policing on the 
Railways which has gone into this matter. has also taken a similar view 
and recommended that appeals against the orders of the Chief Security 
Officer should continue to lie, as at present. with the Inspector General. 
Railway Protection Force. 
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Recommendatioo 37 

We recommend: 

The Chief Security Officer, Railway Protection Force, should, as 
provided in the Statute, discharge his functions under the general 
supervision of the General Manager of the Railways. However, 
the appeal against his ordcn should lie, as. at present, with the 
Inspector Gmeral, Railway Protection Force, who ~hould be the 
final authority in all administrative and disciplinary matters. 

18. There is need for a clear-cut demarcation of the areas of operation 
between the Railway Protection Force and the Government Railway Police 
ln the matter of prevention, investigation and prosecution of crimes in the 
Railways. Besides the general powers of arrest and search. the Railway 
l>rotcction Force is at present autl'oriscd to investigate into and initiate pro
secution of the offences under the Railway Property (Unlawful Possession) 
Act, 1966, only. The Government Railway Police, which is an integral part 
of the State Police, is responsible for investigation and prosecution in res: 
peel of the offences under the Indian Railways Act as also the offences under 
the criminal law of the land committed on, or within the premises of, the 
Railways. The jurisdiction of the Railway Protection Force in relation to 
ofTcnlc~ against the railway property is, in our view, unduly constricted. In 
the circumstances. it will be in the public interest if the existing jurisdiction 
of the Railway Protection Force for investigation and prosecution in respect 
of the r.ffences against the Railway property be enlarged so as to cover the 
other offences against the Railway property, e.g., theft, receiving or habi
tually dealing in or cheating in respect of Railway property, and not only 
the unlawful possession of such property. After this is done, the Govern
m~nt Railway Police will be responsible for the investigation and prosecu
tion of tho offences under the Indian Railways Act (except those specifically 
coming within the jurisdiction of the Railway Protection Force. and all other 
offences under the criminal law of the land. 

19. Since the scope of the functions and responsibilities of the Rail
way Protection Force will be enlarged and the nature of their 
duties will undergo transformation in ,certain respects it is essential 
that the Force should be streamlined with a view to enabling them to dis
charge their duties moro efficiently. Besides the duties for the protection 
and security of the railway property, they will have powers and duties in 
the matter of investigation of offences against the Railway property and 
thus their jurisdiction and functions will extend over a wider sphere. It is 
desimble, therefore, that those of the Force who perform merely the watch 
and ward duties should be separated from those deployed on the investiga
tion and prosecution of offences. This separation should be more or less 
on the lines already operating in the Government Railway Police and on 
the analogy of tho latter, this system should be introduced in the Railway 
Protection Force also. 
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20. The Railways bear at present a sizeable proportion of the expendi
ture on the Governme~t Railway Police. The IaUer is divided into two 
wings, namely, the 'Crime Wing' and the 'Order Wing'. The Crime Wing is 
concerned with the detection and investigation of the offences cognizable by 
the Raiiway Police and the arrest. search and prosecution. etc., in all such 
cases and the Order Wing is deployed on the control of passengers, vehicular 
traffic etc. within the Railway premises and on the maintenance of law and 
order in standing passenger trains. The entire expenditure of the Crime 
Wing is met by the State Governments, whereas the Railways have to bear 
the entire cost of the Order Wing, besides meeting 25% of the cost of the 
supervisory staff of the Railway Police. The present arrangement of sharing 
the expenditure leads to considerable difficulties and engenders controversy 
between the Railways and the State Governments whenever the question of 
apportionment of the expenditure on account of any new item or new 
service arises. It should be conducive to all-round convenience and will 
obviate many a controversy if the apportionment of the cost between Rail
ways and the State Governments be done on a basis to be determined in 
consultation with the State Governments. 

Recommendation 38 
We recommend : 

(1) The powers of the Railway Protection Force for investigation 
and prosecution should be enlarged to cover oftmces of thcit 
etc., in respect of the Railway property, and not merely those 
relating to the unlawful possetiSion of such property. Their 
jurisdiction should be clmrly demarcated. 

(2) The Govemment Railway Police should be responsible for 
investigation, search and pt"O!iecution of all other oftences under 
the Indian Railways Act and nlso the offences under the 
criminal law of the land. 

(3) Within the Railway Protection Force, the stall employed on 
watch and ward dutif5 should be IICparatcd from the stall 
employed on the investigation and prosecution of offences. 

21. While everything possible has to be done to ensure that the c,,sts 
of operauon of Railways are kept to the lowest. efforts have to be simul
taneously made to increase the revenues. In the matter of far~ and freight 
structures, Railways are, no doubt. bound by public policy and economic 

considerations and there are limits beyond which revenues on that score 
cannot go. The obligations of the Railways as a common carrier of goods 
restrict to a certain extent the commercial freedom of the Railways in the 
determination of the freight rates. The Railways arc also required to give 
concessions in fares and freight rates for certain purposes in the larger pub
lic interests. There is, however, in limit to exploring the avenu.:s of attrac
ting fr~ight on such sectors where the intensity of traffic is below optimum 
and these should be fully explored. The problem of the increa~ing pilr~rage 
or goods entrusted to the Railway has to be adequately tackled and res
ponsibility for the loss of goods enroute must be fixed. 
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Recommendation 39 

We recommend: 

The Railway Adminimation should be held responsible for loss or 
or damage to goods en route. Where Railway Adiminstration is 
held responsible for Joss of, or damage to, goods, it should evolve 
a system under which rcspoosibility can be fixed on the Railway 
ltall concerned collectively or individually and approtniate penal
ties imposed for the loss suffered. 

22. It should also be possible to explore or intensify gains from other 
uvenucs. The Railways should consider the possibility of running road 
services in combination with train services both for passengers and goods 
where such service do not exist. Such services may be operated between 
the railway stations and important centres within a city or outlying satellite· 
towns around metropolitan cities and State capitals or between the railway 
stations and outstations not connected by Railways. The Railways should. 
take st~~ to enhance their revenues from advertising. In fact, surveys could 
be carried out in the matter. in order that this source should be tapped more 
fruitfully. As an example, we may mention the dtisplay of advertisements 
on the trains carrying passengers, which is quite common in some foreign 
countries. 

Recommtlldation 40 

We recommend : 

(1) The Railways should, in consultation with the State Govern
ment authorities concerned. explore the po!O<!ibilities of running 
road services in combination with the train services for convey
ance of passengers, between the railway stations and important 
centres within a dty, or ontlying satellite towns :uound impor
tant cuies and State capitals, or between railway stations and 
outstations not connected by rail, where such services do not 
exist. 

(l) The Railways should take steps to augment their revenues 
from advertisements on the Railwayll, surveys being undertaken~ 
wheftver necCSSIII)'. 

23. Better utilisation of assets and increase in productivity are called 
for to offset the increase in the working expenses and to step uo the earnings. 
Intensive market research and traffic surveys sho)l!d also be undertaken. 
The R<~ilways have several channels of communication with their customers 
to a!OCertain their views and requirements. institutional, administrative and 
informal. These have to be strengthened and made effective. The image 
of the Commercial Department should be refurbished and due importance 
should be given to it. It is the Commercial Department which kas to 
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un<krtake the market research work. The question of constituting a. separate· 
cadre for the Commercial Department and giving intensive training to those· 
manning it should be considered. 

Recommendation 41 

We recommend: 

(1) Intensive market research and traffic surveys should be under·· 
taken by the Commercial Departmmt in order tu ascertain 
the views and requirements of the railway users. 

(2) The question of constituting a separate cadre for the Commer
cial DepartmMt and giving intensive training to those manning 
it should be considered. 

24. The Railways handle about 80~~ of the total goods traffic but of 
late there has been a shift in the type of goods handled towards lower-rated 
commodities, the high-rated commodities being handled by the road trans
port operators. The Railways should make efforts to win back the high-rated 
goods traffic by ensuring better service, exp.:ditious and prompt settlement 
of claims, quicker movement of goods and prevention of J'ilferage. The 
complaints regarding the wrong routing of wagons and the wagons going 
astray on account of the loss of labels are particularly bringing 'the Railways 
into disrepute. The Railways should pay particular attention to these com
plaints as these have a vigilance aspect also, sometimes misdcspatch is re
sorted to wilfully by the unscrupulous staff in collusion with undesirable 
operators. The Railways should extend the programme of door-to-door 
delivery and adopt the system of advising the consignee9 about the arrival 
of goods in advance. The container service which has been introduced 
is a step in the right direction and should be progressively extended all over 
the country. 

Recommendation 42 

We recommend : 

(1) The Railways should make efforts to win back the high-rated 
goods traffic by ensuring better services. 

(2) The Railways should pay particular attention to complaint• 
regarding the misrouting of wagons and the wagons going 
astray. 

(3) The Railways ahould extend the programme of door-to-door 
delivery and adopt the system of advising the consignee about 
the arrival of goods in advance. 

(4) The container service should be pt'ogrl."'iiiively extended all over 
the Railway sylltem. 
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25. Catering arrangements in the Railways are provided both depart
mentally and through licensed contractors. Out of about 7000 railway 
stations. catering facilities are available at nearly 2900 stations. D.!partmen
tal catering obtains in about 100 stations and 25 pairs of trains. Uptil 1965-
66. departmental catering resulted in a loss except during the year 1963-64. 
During the period from 1955-56 to 1965-66 the total loss amounted to about 
Rs. 86 lakhs. During the years 1966-67 and 1967-68 departmental catering 
yielded a profit of Rs. 1.19 lakhs and Rs. 5.85 lakhs resp~ctive1y. A profit of 
nearly R ~- 15 lakhs was estimated for the year 1968-69. Thus the departmen
tal catering has now begun to yield profit. It must, however, be stated that the 
dcpanmenta1 catering has not been able to set a standard of quality of service. 
The number of complaints receiwd against departmental catering is still 
large. There has also been a trend towards and upward revision of the 
tariii without a corresponding improvement in service. Steps are urgently 
needed to improve the quality of s~rvice, the standard of cleanliness and 
sanitati,)n in eating places, particularly on the vegetarian side. The bulk of 
catering service is still in the hands of licensed contractors. There is need 
for tirlttcning up the arrangements for inspection of the catering establish
ments nm by the contractors, through more effective supervision and fre
quent surprise inspections by the concerned officers of the Railways. With 
a view to meeting the needs of the travelling public, and wherever feasible, 
departmental catering should be introduced at a large number of stations 
and on long distance running traing. The Railways should effect economies 
in the running of departmental catering, increase their profit and provide 
better service to the public at economic rates. 

Rl-commendation 43 

We rec:ommend: 

(I) Steps should be taken to improve the quality and stamiard of 
cleanliness of the catering secvice in the Railways, parlicu
larly on the vegetarian side. 

(2) With a view to meeting the needs of the travelling public, and 
wherever feasible, the departmental catering service should be 
introduced at a larger number of stations and on long distance 
rwming trai1111. 

(3) By effecting economies in the rm~niug of the departmental enter
ing, the Railways should endeavour to provide ~ervice to the 
public at economic rates. 



CHAPTER V 

RAILWAY SAFETY AND RESEARCH 

In regard to railway safety. the r~cent Railway Accidents En4uiry Com
mittee Report (1968) and the Study Team have come. more or kss. to the 
same ctmclusions and have made several i<hentical recommendations. We 
recommend a cardul and expeditious consideration of these r,·commcnda
tions by the Railway Board with a view to an early impkmentation. 

2. We would suggest an intensive training to be imparted to the Rail
way staff in the matter of railway safety and railway maintenanc.:. Sp,:cial 
courses should be devised and the staff deputed to attend thes~ courses 
periorlically. This would help create proper psychology and climate among 
the operating staff. will generate adequate sense of duty and sclf-conlid~nce 
among them to be alert and vigilant in regard to their duties and will pay 
ample dividends to the administration. 

Recommendation 44 

We recommend : 

Intensive training should be imparted periodically to the railway 
stall in the matter of railway safety and railway m•inlenance. 
Special courses should be devised for the purpose. 

3. We have already commented on the need of ensuring the maximum 
degree of safety in the railway operations. The need for this has been 
brought to the fore in recent times by a series of unfortunate accid~nls 

which have resulted in substantial loss of life or grievous hurt to a large 
number of passengers. It is a sound policy, therefore that the railway 
accidents should be subjected to investigation or inquiry by an independent 
authority i.e., the Commission of Railway Safety and that such a body 
should advise the Railway Board on preventive measures as also on the 
introduction of other measures connected with the safety of railway opera· 
tions. The genesis of this organisation may be traced to the Government 
Inspectorate of Railways which was statutorily recognised as the authority 
for this purpose in 1883 and which in 1903 was placed under the Railway 
Board. The need for separation of the Inspectorate from the administrative 
control of the Railway Board was, however, recognised by the Government 
of India Act 1935 and by the Pacific Locomotive Committee in 1939 and 
the principle was also endorsed by the Central Legislature in 1940. Accor· 
dingly in May 1941, the Inspectorate was separated from the Railway Board 
and was placed under the administrative control of the Department of Com
munications. This Inspectorate was designated as the Commission of Rail
way Safety in 1966 and is at present under the administrative control or 
the Ministry of Tourism and Civil Aviation. 

53 
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4. The functions of the organisation are at present discharged by a 
small cadre of officers consisting of the Commissioner of Railway Safety and 
five circles officers known as the Additional Commissioners of Railway 
Safety who are assisted by the necessary supporting staff. 

5. The present duties and functions of the Commission of Railway 
Safety, which are spelt out both in the statute and in the various rules and 
regulations of the Railway Board. are. in our view, as they should be. It 
has to be recognised. hOIWever. that in order to be really effective and to 
inspire public confidence in its independence and impartiality, the Commis
sion should have the necessary authority and standing. Under the statute 
the Railway Board is the Safety Controlling Authority; while there could 
be no oifTerence of opinion on this point, the Commission's role as an in
dependent authority for purposes of investigation into Railwo.y accidents, 
etc .. and as the principal technical adviser on safety measures must be 
both effective and purposeful. It is, therefore, axiomatic that any lack of 
respect for its authority or any apathy or indifference to its findings and 
suggestions on safety measures. etc., should not be allowed to undermine 
the efTect;veness of its functions: nor the uninhibited public confidence in 
its independece. In other words. due consideration and full weight should 
be given and suitable follow-up action taken on the conclusions of the Com
mission. 

6. The Commissioner of Railway Safety enjoys at present the same 
status and rank as that of General Manager. It is important, l>owever. that 
the head of the organisation and its officers should have sufficient standing 
and status vis-a-vis the top level officers of the Railway Board. In this con
nection we notice that the Railway Accidents Enquiry Committee 1968 
(known as the Wanchoo Committee) has recently expressed the view that 
the Commissioner should have the proper secretariat status, which in this 
case would be that of an Additional Secretary to the Central Government. 
l11e Committee has also commented on the fact while the salary of the 
General Managers was raised in 1965. no corresponding rise was allowed 
at the same time to the Commissioner. l11ese points of detail would no 
doubt receive the attention of Government. While we do not propose to 
make any comments on these points of detail. we would only wish to observe 
that. in our considered view, it is of importance that the Commissioner of 
Railway Safety should enjoy a status adequate for the due and effective 
discharge of his. duties and responsibilities. 

7. It is also necessary to ensure the independence of not only the Com
missioner. but of the officers thereof. At present both the Commissioner 
and the Additional Commissioner of Railway Safety are recruited from the 
Railway administration. l11is may continue to be so, but it is necessary 
that it must be made clear to the entrants to the cadre of the Commission 
Uwt once they opt for the service of the Commission, they would not nor
mally revert to their parent department, nor should they look forward to 
any preferment or promotion in their original cadre. For this purpose also, 
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it is essential that the recruitment and subsequent promotion in this organisa
tion should be so arranged that there is no temptation to return to the R;~il
way administration nor any sense of grievance or frustration on any loss of 
promotion prospects while continuing in this organisation. It also follows, as 
a logical corollary, that once a Railway Officer has been selected for the 
Commission, the Railway Board should not be allowed to have any say 
in the matter of subsequent promotion or his fitness for any higher grade 
in the Commission and that this Point musi be the eJtclusive concern of 
the Commissioner or of the administrative Ministry concerned. as the c•"e 
may be. The officers of the organisation may also be recruited from the 
Research, Designs and Standards Organisation. In order to avoid any 
grievance or frustration on the score of lack of promotion r,rosJ><.'Cts, by 
opting for this organisation, it may also be provid~d that special ad hoc 
status or ranking not higher than that of Member of the Railway Board 
or General Manager may be given on merits to the CommissioneriAdditional 
Commissioner. respectively, in circumstances where such a status or rank
ing has been given to his erstwhile juniors in the parent cadre. There should 
be close coordination between the Commission of Railway Safety and the 
Research. Designs and Standards Organisation. The di!Ter~nces bclw~cn 

the Commission of Railway Safety and the Railways should be resolved by 
a conference between the Commissioner of Railway Safety anJ the Chair
man. Railway Board. If the differences cannot even then be resolved, an 
endeavour may be made to settle the matter through the intervention of the 
Cabinet Secretary who should hear the Chairman and the Con11ni"ioncr 
and then submit his views to the Ministers concerned for consideration and 
reference. if necessary. to the Cabinet. 

Recommendation 45 

We reconunend : 

(1) The Commission of Railway Safety should continue to fnnc· 
tion as au independent body as at present. 

(2) Some! of the posts in the Commission of Railway ~fety Ylould 
be filled from amoog the officers of the Research, DcYign~ and 
Standards Organisation. 

(3) Aft~ initial appointment in the CornmisMion of Ra:Jway Saflly, 
the officers taken from the Railways should not look for promo
tion in their parent cadns. 

(4) There should be dose coordinatioo betweeo the Commi'ISioo 
of Railway Safety and the Ra.earch, &igns and Standard• 
Organi~tion. 

8. We have already commented in the earlier part of our report that 
the drawbacks from which the Railways suffer can be cured only by aJ
ministrative reorganisation. deccntrali,.,tion of admini,tration and financial 
powers and proper hu,banding of financial and technical resources, supported 
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by accelerated and enlarged scientific research. We have also indicated that 
the failure of railway administration to rise to the needs of the country 
has been due to inadequate attention having been paid to the needs of 
modernisation and to the field for technical improvements backed by scientific 
research. These observations of ours would highlight the importance we 
attach to the development of scientific research in the Railways. The Study 
Team has rightly pointed out that phenomenal advances have been made 
in foreign countries in various fields of railway operation, design of rolling 
stock and maintenance techniques, which have resulted in economy and 
increased safety and, we would like to add, improved efficiency. The Study 
Team has also pointed out •that it is the research organisations of these 
Railways which have made these improvements possible through basic 
research and by developing new techniques. Keeping this in view, there 
can be no gainsaying the fact that the Research, Designs and Standards 
Orgaisation of the Indian Railways will have to play a leading role not 
only in t~ e process of modernisation of Railways witd attendant advantages. 
but also in improving its economy and efficiency. In the context of this, it 
is very dillicult for us to appreciate the slow progress of research and the 
position the Organisation occupies in the hierarchy of Railway administra
tion. 

9. The Commtttee on Organisation of Scientific Research with the late 
Dr. H. J. Bhabha as Chairman took up a few individual scientific/technical 
institutions for study. Its report on the research and designs laboratories 
of Civil Aviation and the radio construction and development unit of the 
Directorate General of Civil Aviation, New Delhi, containing, inter alia,. 
certain recommendations on the organisational pattern of research bodies 
have been accepted by Government. One of the main recommendations. 
of this Committee is that a research and development organisation should 
have a governing council with full administrative and financial powers to 
operate the organisation within the sanctioned budg~t and broadly approved 
programme of work. The budget estimates would be drawn up by the 
organisation to enable it to execute its programme of work generally in 
accordance with •the recommendations of its governing council and these 
would then be put up to the administrative Mini~try and the Ministry of 
Finance for approval. We feel that Research, Designs and Standards Orga
nisation of the Railways should follow a similar pattern. Apart from this. 
tho problems of research must be dealt with at the high level that they 
demand and a research organisation of this importance should occupy the 
place in the Railway administration which is its due. The Study Team 
has given details of the Research, Designs and Standards Organisation and 
has also suggested certain aspects to which the attention of the RDSO should 
be directed. We are in agreement generally with the comments that the 
Study 1 earn has made both on the performance of the Organisation and 
the future lines of development. It is partly because of its importance and 
partly because of its high level character that we have suggested that the 
Chairman of the Railway Board should be in charge of research. We con
sider also that the Head of the Organisation should enjoy a position and 
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status commensurate with the importance of the functions of this Organisa
tion. The Organisation is of the nature of an inter-departmental s~rvi~o 
and consequently, the question of status of the Organisation and its head 
is one which should be specially recognised by the Railway Board. Whilst, 
therefore, we agree generally with the recommendations of the Study Team 
and endorse the suggestion that adequate funds should be placed at i~~ 

disposal, we feel that its set-up should be patterned on the lines of other 
scientific instilluions of similar type. The overall supervision of the Chair
man of the Railway Board and the link with the Railway Board through 
him should be maintained; at the same time, the Organisation should receive 
guidane<: from a Governing Council consisting of the Chairman of the Rail
way Board, Members of the Railway Board and the rcprcs~ntativcs (][ 
national laboratories with which this Organisation may be concerned. Some 
means ~hould be found also to keep a close and active liaison with these 
research laboratories. We understand that there are delays in getting r~s
ponse from these laboratories and there is not adequate exchange of informa
tion about developments of value to the research organisation. Whilst the 
programme of work for. the year should be reviewed by the Governing 
Council and finally approved by the Railway Board, the implementation of 
various programmes and projects should be subjected to quarterly reviews 
at a meeting between the Chairman and Members of the Railway Board and 
the Director General. Research, Designs and Standards Organisation. At 
these discussions, any difficulties that may be experiene<:d with other 
national laboratories may also be highlighted so that the Chairman of the 
Railway Board may take the maller up with the appropriate departments/ 
heads of laboratories, as the case may be. With the constitution of the 
Governing Council, there will be no justification for continuing the Central 
Board of Railway Research. The functions of the Central Board will be 
taken over by the Governing Council and consequently the former may be 
abolished. 

10. We would also commend the suggestion which the Study Team 
has made about recruiting qualified personnd from outside into the Organisa
tion. Though the experience of the working of Railways and the actual 
handling of railway pr~bkms would be a very d~sirabl~ <JUalification, it 
cannot be the sole criterion in selecting suitable personnel for the rcs.:arch 
organization. Aptitude for research and devotion to it are as much required 
as experience of the railway systems and the selection of suitable officers 
from the railway administration must take these factors into account. In 
addition, we have no doubt that there is need for recruiting highly qualified 
scientists and research workers from the relevant basic and fundamental 
scientific disciplines, who should be given suitable experience or insight 
into the working of the Railways. This type of personnd can also make its 
own contribution to the solution of research problems of Railways. We 
would not like to lay down any hard and fast rule about the proportions 
of different elements that would constitute this service in RDSO, but there 
should be adequate mixture of the two elements based on an objective 

5-·IARC/fi9 
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assessment of the requirments of the Organisation. The Study Team has 
suggested that a watch should be kept on the work of the research staff 
from the start and those found unsuitable should not be retained in the 
organisation. Also a periodical review, say, once in three years should 
be undertaken of the performance of every research worker with a view to 
assessing whether the standard of his work has been of a high order and 
whether he has kept up the standard. We agree with these suggestions of 
the Study Team. 

II. We would also endorse the views of the Study Team with regard 
to the need of the Research, Designs and Standards Organisation keeping 
intimate contact with inter·national research organisations and of building 
up its own assets of documentation and publication. In view of the objective 
attitudes which the personnel of this Organisation are likely to develop to· 
wards the problems of Railways, we have already suggested that the officers 
of the Research, Designs and Standards Organisation should be eligible for 
recruitment to the Commission of Railway Safety. Apart from contributing 
towards a solution of the problems of railway safety, these officers would 
bring to bear on these problems the expertise acquired in the Research, 
Designs and Standards Organisation. 

Recommendation : 

We l"«1l1tltllend: 

(1) The Research, Designs and Standards Organisation should 
fUJJcliou as an autonomous body with a Governing C::uncil at 

the top to guide it. The ChairmWl of the Railway Board 
should be the ChainnWl of the Governing CoUildl, and the 
Head of the Research, Dc5igns 110d Standards Orgauisatiom- its 
Vice-ChairrDWl. On the constitution of the Governing Council 
for the Research, DeSigns and StWidards Organisation, the func
tions of the Central Bom~d of Railway Research may be taken 
ov~ by the Council and the Central Board may be abolished. 

(2) With 11 view to ensuring better coordination between the Re· 
search, Dllligns and Standards Organisation and the fundamen
tal I'C8Cllrch iMtitutions, laboratories and institutes of techno· 
logy, there should be at least quarterly meetings between the 
Head of the Research, Designs and Standards Organis:tlion and 
the Heads of such institutions. 

(3) Tbe Research, Dllligns and SIWldards Organisation should be 
stalled with perso1111 endowed with innovative ideas, who ha,·e 
attained high proficiency in their particular field and who have 
an aptitnde for both basic and applied research. 

(4) A watch should be kept on the work of the research stall from 
"the start and those found unsuitable should not be retained 
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In the organizatioo. A review should also be made of the pn
formance of each research worker periodically, say, every three 
years, with a view to IWil'!iSing whether be bas kept up the 
standard of work which should be of a high order. 

(5) The recruitment to the RDSO should be based on rigorous 
standards and from mixed 110ure-. greater proportion from 
the Railways and the rest from outside sourro~ including other 
Govemmeot organizatioos. 

(6) The prospects of the officers in the RDSO should be made 
attractive and should not, in any case, be I~ than those of 
their counterparts in operational and executive organizations ol 
the Railways. 



CHAPTER VI 

FINANCE AND ACCOUNTS 

The Railway Finances were separated in 1924 from the General Fin
ances by a resolution of the Central Legislative Assembly to secure stability 
for civil estimates by providing for an assured contribution from Railway 
revenues and also to introduce flexibility in the administration of Railway 
finances. The table at page 105 gives the picture of the financial position 
of the Railways during the last five years. The disquieting feature is that 
after meeting the obligations of the dividend to the General Revenues. the 
Railways' surplus has sharply dwindled and for the past three years the Rail· 
ways are consistently working at a loss though in the current year (1969-70) 
u surplus of Rs. 2 crores is anticipated. 

2. There are four major funds created by the Railways, (i) the Develop
ment Fund, (ii) the Depreciation Reserve Fund, (iii) the Revenue Reserve 
Fund and (iv) the Railway Pension Fund. The Development Fund is built 
out of the surpluses after payment of the 'dividend' to the General revenues. 
The expenditure on unremunerative works like staff quarters, passenger 
nmeniti~s. etc., is met from this Fund. The Development Fund opened with 
a balance of about Rs. 30 crores on 31-3-1966 and no amount could be 
credited to the Fund for want of surplus during the year 1966·67, 1967-68 
und 1968-69. 

On the other band, loans of Rs. 18.96 crores and Rs. 20.24 crores bad to 
be taken from the General Revenues in the years 1967-68 and 1968-69, 
r~spcctivcly. to meet the liabilities. The Fund opened with a nil balance 
on 31-3-1969 and a loan of Rs. 18.69 crores from the General Revenues for 
financing the anticipated expenditure during 1969-70 is proposed to be taken. 
Replacement works are financed from the Depreciation Reserve Fund built 
out of the contributions made yearly from the Railway revenues. The Fund 
opened with a balance of about Rs. 80 crores on 31-3-1968. A sum of Rs. 95 
crorc~ was appropriated from Revenue in 1968-69 and approximately an 
equivalent sum was estimated to be withdrawn from the Fund during that 
year. The Revenue Reserve Fund is meant for maintaining the agreed pay
ments to General Revenues and for meeting deficits, if any, in the working 
of the Railways. There has been no appropriation to the Revenue Reserve 
Fund since 1956-57 and the only accretion to the Fund is the interest on the 
balance. The balance in the Fund stood at about Rs. 12 crores on 31-3-1968. 
The annual interest accruing to the Revenue Reserve Fund is utilised for 
amortisation of unproductive capital in the Railways commencing from the 
year 1966-67. The Railway Pension Fund has been created with effect 
from 1st April, 1964 for meeting the pension liability for the Railway stall. 
The balance in the Fund on 31-3-1968 was about Rs. 52 crores. 
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Re••enue Receipts & Expenditure of Indian Govto Railways 

Capitaloat-charge 

Gross Traffic Receipts 

Total working expenses 

Net Trallic Receipts 

Mi...celtaneous Transactions-Expcn-
duurc , 

Net Revenue 0 

Payment to General Revenues o 

Profit (+)or Loss (-) 

Operating Ratio (percentage or total 
wllrkmg expenses to gross tratlic 
rc.xipts). 

Ratio or net revenue to Capital-at-
charac 

Actuals 
1963°64 

1 

2,160 

632 

472 

160 

15 

145 

96 

49 

74"7% 

6·7~{, 

Actuals 
1964-65 

2 

2,435 

661 

528 

133 

IS 

118 

lOS 

13 

79.9% 

4•9% 

Atcuals 
1965-66 

3 

2,680 

734 

583 

lSI 

16 

135 

116 

19 

79.5% 

s·o% 

tSJilC.:~: E<pl.l1>t~ry ~bn>ruJutn on the Railway BuJget 1969-70) 

Atcuals 
1966°67 

4 

2,842 

769 

639 

130 

16 

114 

132 

(-)18 

83.2% 

4.0% 

Atcuals 
196H>i! 

2,978 

818 

693 

12S 

IS 

110 

142 

(-)32 

84.74% 

3.7% 

[figures in crores (round)] 

Budget 
Esti11ates 

196'b-6J 

6 

3,135 

893 

724 

169 

16 

IS3 

1S2 

I 

81.1% 

4.9% 

Revised 
Estimates 

1968°69 

7 

3,116 

902 

745 

IS7 

16 

141 

lSi 

(-)10 

82.6% 

4.S% 

Budget 
Estimates 

1969-70 

8 

3,248 

947 

771 

176 

IS 

161 

1S9 

2 

81.4% 

S.O% 

"" -
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3. With an operating ratio fluctuating between approximately 75% and 
85?>. the Railways have not been able to generate adequate surplus to 
amortise the capital·at·charge and to feed the various funds, namely, the 
Development Fund. the Depreciation Reserve Fund and the Revenue Re
serve Fund. The steadily increasing costs of the new assets as a result of 
the increase on the prices of raw materials and of equipment, and the 
wage increases requiro that the contribution to the Depreciation Reserve 
Fund should be stepped up from year to year to cover adequately the cost 
of replac~ment of worn out assets. Actually the average contribution at 
Rs. 130 crores during the period 1966-70 proposed by the Railway Conven· 
lion Committee could not be kept up in view of the deteriorating financial 
po~ition and correspondingly the withdrawals from the Fund have also to 
be reduced. On account of the increased costs, the effective replacements 
have been on a much reduced scale instead of the level justified. 

4. The above picture depicts an unsatisfactory position, of Railway fin· 
anccs. That the country needs an accelerated development of Railway faci· 
liti~s is beyond question: it is equally undeniable that Railways should pay 
increasing attention to the carriage of freight and the improvement of deli· 
vcrr system and cultivate the freight market more effectively and efficiently. 
We have already referred earlier to the need of their modernisation and 
sophistication. Their electrification must expand, signalling and tele-commu
nication systems modernised and marshalling yards revamped. Simultane
ously. smooth running of trains should be facilitated by the provision of 
over or under bridges at level crossings: metre gauge and narrow gauge sys
tems must gradually be converted into broad gauge systems except where 
their retention be unavoidable, e.g., in hilly regions, border areas, etc: road· 
rail coordination must be improved: the scientific and research base of the 
Railways must be strengthened: and passenger amenities made more broad· 
based. All this would inevitably involve the provision of more. and not 
less, funds than in the past: this would also mean that their reserve funds 
nnd depreciation funds must be built up rapidly and their efficiency and 
profitai:Jility improved. It would also be imperative that the Railway finan
ces shed irksome or unnecessary burdens, ruthlessly eliminate wastes and 
achieve economy without sacrificing efficiency. 

5. In our view this picture demands a proper husbanding of resources. 
~ reor!!nnisation of finances as well as the working of the Railways, a close 
nllcntion to avenues for economy and a reorientation of the attitude to un· 
economic and unremunerative lines and to relationship between Railway 
and General Revenues. There are obvious avenues of economies in storage. 
in purchases, in administration and in costs of operation. These must be 
effected by the Railway Board as soon as possible and we would suggest 
that a sub-committee of the Board assisted by Finance and Work Study 
Units should take up this question with the least possible delay. The ques
tion of linremuncrative and uneconomic lines which place a burden of Rs. 7 
crores (approximately) on Railway finance also deserves early attention. A 
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beginning could be made by closing down unremunerative lines wherever 
alternative cheap mode of transport exists; where despite the existence of 
su~h transport or for other reasons, it is considered that the unremunerative 
lines should continue, the loss should be borne by General Revenues either 
by a direct subsidy or by reduction of contribution to general revenues. 
~imilarly the provisions of overbridges or under-bridges at Railway cross
ings should be facilitated by the establishment of a joint fund between the 
Railways and Central and State Governments, by contribution. if necessary. 
from the Road Fund. 

6. These are, however. at best palliatives; the needs of the Railways are 
xnuch brger than can be met either by economics or by adjustments of 
the type suggested above. Two major steps will have to be taken to reha
bilitate the Railway finances. One is an enquiry into losses due to needless 
and avoidable competition with road transport; through more cfiicient and 
purposeful coordination, these losses should be reduced and, where practi· 
cable. eliminated. We have suggested a machinery for such ;oordination and 
would urge that that machinery should urgently take up this question and 
the States and the Central Government should expeditiously impiemcnt 
proposals calculated to streamline the inter-relationship betY<"I!cn road and 
rail in common fields of competition and rivalry. 

7. The main problem of providing required funds for the development 
of Railways would still remain to a substantial extent. That can be met 
only by building up its reserves. The Study Team has, in the face of the 
financial picture of the Railways. suggested the curtailment of various pro• 
visions, e.g., contribution to Depreciation Fund, the funds for amenities of 
passenger~ and expenditure out of the Development Fund. We are unable 
to accept this approach as it would contract the expansion of Railway service~. 
retard development and slow down the provision of passenger .1m~nities which 
are, as it is, not satisfactory. Instead we would suggest that Government 
sh<lU'd devise ways and means of placing Railways in sufiicient funds for 
meeting their needs. The provision of amounts for Depreciation and other 
Reserve Funds up to agreed limits should be a prior charge on the Railway 
revenues and the rate of dividend should be adjusted according to the 
availability of surplus funds thereafter. One of the methods suggested by 
the Study Team is that the dividend liability on works in progress like doubl· 
ings. conversion of gauges, etc., should be reduced and that ~uch works in· 
eluding major remodelling~. lines cap-deity works etc., which cost more than 
Rs. I crore individually and which have lnng gestation periods, should 
be treat~d on par with new lines and that there should be a moratorium 
on p3yment of dividend for such works for a period of 5 yean. We would 
commen(! these suggestions for the consideration of Government. 

Recommendation 47 

We recolll.IDeod : 
(1) The Go\·emmeot abould devise way1 and meana of profiding 

Railway• with IUfficient funds for their denlopment. One of 
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the mcthodll by which this could be feasible is to make the 
amoiDIIs required for depredation and other I'I!SCrve funds of 
tbe Railway• upto an agreed limit, a prior charge on Railway 
reveniiC8 ; the rate of wvidend could vary according to the 
balance available. 

(2) Works such as major remodellings, rail capacity works, etc., 
which c06l more than Rs. 1 crore individually and which have 
long gcstotioo period!! should be treated on par with new iinell 
and there should be a moratorium on payment of dhidcnds 
for such works for a period of S years. 

~. We have already referred to the special position of the Financial 
Comrr.J.sioner :md the Financial Adviser and Chief Accounts Offic~r and 
the changes required for a constructive exercise of the powers of financial 
control by them. The Study Team has suggested. and we agreed with il. 
that the role of officers of the Finance and Accounts Departments of the 
Railways shnuld be one of assistance to the executive officers acting in the 
interest of a common enterprise rather than as critics whose sole object is 
to find f:mlts. The Finance and Accounts Officers should direct their efforts 
to achieving modern methods of budgeting and accounting procedures, in
troduction of performance budgeting, the evolution of norms and standards 
for different operations and for assessing efficiency and the comparative cost 
·of different types of operations, the achievement of effective economy and 
overall efficiency, the detailed examination of major schemes, and the pro
vision of eiTective tools to the management for better financial control. With 
the in~tallation of computers and modern data processing machines, the 
procedures for the collection of data and accounting should be reoriented 
and substantial changes brought about in the accounting and management 
techniques. The Internal Financial Adviser that we contemplate will assist 
and advise the Secretary in the exercise of the financial powers of the Minis
try and will organise financial management and control in the Ministry. 
The Chairman of the Railway Board or the General Manager will attach 
the high~st importance and give the most careful consideration to the views 
expressed by the Financial Commissioner/Financial Adviser, as the case 
may be. The relationship between them should be that of senior partners in 
11 common enterprise. The observations made by us in our Repurt 
on Finance, Accounts and Audit with regard to the functions and duties 
of the Internal Financial Adviser in relation to a Ministry will mlllalis 
mlllandis apply to the F&CAOs appointed in the Railway Zones also. Fur
th~r. the Study Team has suggested the setting up of a Committee of ex
pert Railway officers to review the various provisions of the Accounts, Gene
ral and Engineering Codes and other standing instructions and to modify 
them to suit the changed conditions of working now necessary when the size 
of Ruilway operations has increased enormously and the costs have 
gone up. We agree with these suggestions of the Study Team. These are 
in line with the observations contained in our report on Finance, Accounts 
and Audit. 
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Recommendation 48 : 

We recommend: 

The Finance and AccoiB!ts Deparlmllnls should be respo116ihle (or 
the financial management and cootrol in all matters within the field 
of responsibility of the coocemed organization (i.e., the Railway 
Board or the Zonal railway authorities, as the case may be). l"he 
relationship between the Financial Commissionct/Financial Adviser 
and the administrative head should be that of senior partners in a 
common enterprise. 

9. The Audit organisation for the Railways working under the tomp
troller and Auditor General of India consists of an Additional Deputy Com
ptroller and Auditor Gen~'Tal (Railways) with Chief Auditors at each Rail
way headquarters and Divisional Audit OITicers in the Divisions. The bulk 
of their work consists in a scrutiny, generally after a lapse of time, of tmns
actions which have already taken place. TI1e general feeling is that as the 
circumstances and the background in which certain decisions have been wkcn 
cannot be reproduced at the time of audit. the tendency of audit is generally 
to emphasise the individual lapses or irregularities which are viewed in 
isolation from the relevant factors prevailing at the time the decision was 
taken. Such an attiude acts as a damper on the morale and initiative of the 
executive. The "higher audit" takes quite often, it is felt, un unrealistic 
character by questioning the normal exercise of discretio11ary powers by the 
executive, thereby inhibiting its initiative and decision-taking. Sometimes 
decisions have to be taken in certain circumstant'CS for the waiver of whar
fage and demurrage charges, the object of levying which is not necessarily 
the accrual of extra revenue but the imposition of punitive levy on an intra
ctable customer for holding up the wagons or floor space in a goods shed. 
The exc:cutive has to exercise its judgment on the merits of each case, keep
ing in view several factors such as the need for good customer relations. the 
unexpected contingency of the handling labour going on strike, etc. Such 
exercise of discretion is questioned by the audit on grounds of avoidable 
leakagt' of revenues. etc. the re-invitations of tenders for some bona fide 
reasons have been sometimes construed as wrong by Audit on the ground 
that the rates had gone up in the meantime. Increases in expenditure due 
to unavoidable reasons like increase in the excise and customs duties are 
sometimes brought under audit objection. The lapses and irregularities 
presented in the Audit Report get publicity, giving an impression that the 
working of the organisation has generally boen unsatisfactory. Thus. a balan
ced picture of the working does not adequately get reflected in the audit 
reports. 

10. In this connection. we would refer to our recommendation in our 
report on Finance. Accounts and Audit that Audit should inl<'r alia endea
vour to consider and present its comments against the background of the 
relevant circumstances existing at the time of the decisions and the overall 
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objectives and achievements of the related programmes and activities. Par
ticularly, in the case of commercial departments like the Railways where 
satisfactory customer relationship is to be built up and where profitable 
working of the Department has to be evolved, the attitudes and procedures 
which would tend to curb the initiative and the exercise of discretion of the 
administrative officers should be scrupulously avoided unless there are suffi
ci~nt grounds to suspect the bonafides of action taken. In our report 
on Public Sector Undertakings. we have observed that in running industrial 
and commercial organisations, on-the-spot decisions will have to be taken 
by the persons running them and the possibility of some of them going wrong 
is una..,oidable. The foUowing excerpt, from that report are relevant in this 
connection and will be as much applicable to the audit of the Railways 
as that of the public sector undertakings:! 

"We would however like to emphasise that the audit should take 
an overall rather than a narrow detailed view of performance. It 
should not miss the wood for the trees. Its aim should not be to hunt 
out for faults for the sake of fault-finding, but look upon the undertak
ing's performance for the year as an achievement to be reviewed. It 
could, of course, say, if the circumstances warrant it, that more could 
havr been achieved at the same or less expense. We are convinced that 
audit by adopting this role can render valuable assistance to the manage
ment and come to be welcomed and respected instead of being feared 
nnd avoided." 

Recommendation 49 : 

We recommend: 

As ob!K!rved in our rcpom on Finance, Accounts and Audit and 
on Public Sector Undertakings. we would emphasize that the Audit 
Departmmt should make its comments on the performance of the 
Railways against the background of relevant circumstances existing 
at the time of the decisions and of the overall objectives and achieve
ments of the related programmes and activities. 



CHAPTER VII 

SUMMARY OF RECOMMENDATIONS 

CHAPTER 11-QRGANISA TIONAL SET-UP 

1. The Railways should be enabled to fooction on S(.Und business 
and commercial principles within the framcowork of the policy 
laid down by Parliament and within the confines of public 
accountability, but without any interference in its day-to-day 
working by political or other external authorities, Parliament 
in the exercise of its responsibilities may con.~ider the aduption 
of the approach prevailing in the United Kingdom with regard 
to the nationalised transport undertakings outlined above. 

The relationship of the Railway Board vis-a-vis the Minister 
of Railways should in practice be patterned on the lines of 
of the relationship we have recommended in our report on 
Public Sector Undertaking~~ as between a Ministry and a S<'C• 
tor Corporation. The Minister should confine himself to mutters 
of overall supervision and vigilance, the lurgcr iM~U<"~ involv· 
ing improved efficiency, of the Railway system and planning 
and budgeting. He should be able effectively to intervene 
when matters of pubtic policy are involved or In matters which 
affect the Government as a whole or relationship between the 
Board and other Departments. 

3. (1) For ensuring proper and purposeful Parliamentary scrutiny 
over the working of the transport ~eetor including the Rail
ways, a Standing Committee of . Parliament may be set up 
without in any way affecting the functioning of the existing 
Informal Consultative Committees for the Zonal Railway•. 

(2) The Code of Conduct to regulate the relationship between 
Mcmben of Parliament and of State Legislatures and the 
Administration, which contains salutary provisions for promot
ing healthy and smooth relati0118 between the Administration 
and the Mtmben of Parliament and of State Legil'ilature!l, and 
which was pl&:ed before Parliament in November 1969 •hould 
be followed in the case of Railways also. 

4. The Transport Development Council should fooction mo~ 
regularly and systematically in order to s<"Cure the evolution 
and implementation of a national transport policy keeping In 
view the long-term requiremenll in the field of trunsport and 
to obtain a coordinated approach to the problem of transport 
on the part of different transport ll)'stemll in the country. 
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5. The existing forwtl8 like the National Railway Users' Consulta
tive Council, the Zonal Railway Users' Consultative Commit
tees, and the Regional/Divisional Railway Users' Consultative 
Committees, etc., llhould be utilised in a more purposeful 
manner so that the Railways are in a position to anticipate 
the public requirements of railwa~ facilities and take expedi· 
tious action to meet them. They should meet more frequently 
(II di6pose of the large number of items referred to them. 

6. (1) For efficient functioning, the Railway Board should be compact 
in size. The number of Members of the Board, excluding the 
Chairman and the Mt!mber·Finance (Financial Commissioner) 
should not normally exceed six. 

(2) The posts of Additional Members of the Board may be 
abolished. If the Members of the Board require help in the 
discharge of their duties, the requisite number of aides desig· 
nated as Adisen may be appointed. Their functions and the 
powl!l'll of disposal that may be entrusted to them may be 
provided for in the Rules of Businer.s in the Railway Board. 

(3) The Chairman of the Railway Board may be given the ex
officio status of Secretary to the Government of India and the 
other Membm and specified officers under them may be given 
the necl'fililll)' authority to authenticate orden etc., for and on 
behalf of the Presidoot of India. 

1. (1) 1be posts of Chairman and Members should be treated as 
selection posts and merit should be the criterion l'or selection. 
The Chairman of the Railway Board should be selected on 
merit from among the Memben of the Board and the Members 
of the Board should be selected on merit from among the 
General Managers. 

(2) The Chairman should have a tenure of at least three yean and 
the Members should normally have a tenure of five yean. The 
total period of tenure both as a Chairman and D~ a Member 
should be at lellllt seven years. 

8. The officers of the Finance Branch of the Railways including 
the Member-Finance of the Railway Board should function as 
fully integrated members of the management team at the 
vario1111 levels in respect of financial matters affecting the Rail· 
way Board. If tlte Member-Finance differs with his colleagues 
on any policy question affecting financial matters, he may refer 
the case to the Railway Minister who may over-rule him on 
his own if the matter concerns the Railways e-xclusively or 
after C0115ulting the Finance Minister if it impinges on the 
financial policy of the Government of India or has repercus
sions on such policy. 
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9. The mggestioos made by the Study Team witb regard to (a) 
the broad functions of the Railway Board, (b) the delegation 
of more financial and adminim"ative powers to the Zonnl Rail· 
ways, (c) the adoption of an officer-oriented pattern of working 
on the Railway and (d) thll stalling of the Railway Board wilh 
experienced and competent officers may be adopted. 

I 0. (1) The delegation of administrative and financial powers by the 
Board to the General Mannger should be the ma:dmum plll
sible. 

(2) The administrative and financial powers should, in turn, be 
redclegated to the lower authorities and oq:anisations. 

(3) The Financial Adviser and Chief Accounts Ollicer should not 
make reference!! direct to the Board on those matters on which 
be has been over-ruled by the General Manager. Such a refer· 
ence to the Board should be made by the General Manager at 
the instance of the Financial Adviser. The General Manager 
while making sucb a refel't'llce should incorporate fairly and 
fully the comments and views of the Financial Adviser and 
Chief Accounts Ollicer. 

11. (I) The existing distinction between major and minor Heads of 
Departments in the Zonal Administration should be abolished. 
AU Heads of Departments should rt•porl direct to the General 
Manager. 

(2) The post of Senior Deputy General Manager should be eHcc· 
tively utilised to relieve the General Manager of the burden 
of dealing with matttn of minor import. 

(3) The Divisional Oq:anisation should be strengthened and ade· 
quate delegation of financial and adminiserative powers •hould 
be made to the Divisional Superintendent and his ollicen. in 
ordt:r to enable them to dispose of the bulk of the work at 
their level. 
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CHAPTER III-PERSONNEL 

U. (1) A crash programme may be latDlched by the Efficiency Bureau 
and Work Study Units to introduce modem, IICicutific manage
ment techniques to determine the JD05t efficient method of 
accomplishing the various jobs, the inputs required and the 
quality and quantWD of personnel who should handle them to 
achieve the best results. If necessary, the Efficiency Bureau 
and Work Study Units may be strengthened for the purpo~e. 

(2) The actual performance of employees should, as far as possible, 
be judged with l'llfCftnce to the n01'1118 which emerge as a 
result of the lltudy referred to above. 

13. (1) Government should coosider the question of reducing the dis· 
parities of pay ~~Cales for comparable posts in the Railways 
and other Departments on the basis of an evaluation of duties, 
lre5ponsibilitiee and qualificatioo requirements, in the light of 
the recommeodatiOIW made by 11111 in our report on Personnel 
Administration, vide RecommendatiOIW Nos, 8 lUld ll therein. 

(2) AU Directmw in the Railway Board should be placed in the 
IIUDe £lllde. 

14. (1) ~ task of selecting officers and making recommendations for 
promotion to the Junior Administrative Grade in each Zonal 
Railway should devolve on the Zooal Railways. 

(2) Recommendations for promotioo of officen to the Junior Admi
nistrative Grade may be made by a selection committee l."on~ti
tuted by the Zonal Railways but a senior offil."er of the Rail
way Board should be associated with this selection committee. 

(J) Cadre adjustments may be made by the Railway Board by 
inter-railway transfers of officers at the early senior 5cale stage. 

IS. (1) Posts in the Railways primarily calling for subject matter 
specialisatioo and those mainly managerial in character should 
be identified. 

(2) The qualifications, training and job experience required [or 
manning the posts in the two categories should be prescribed 
by the Railway Board. 

(3) A calftr planning cell should be established and a management 
development programme be developed; the general responsibi
lity for irnplemeotatioo of this programme should devolve on 
the Chairman, Railway Board, at the Board level and oo the 
General Managen at the Zonal level. 
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(4) Officer~ who bave completed eight years of &ervice should be 
watched more cl~~~~ely and the outstanding ones should be 
selected at an early stage and exposed to a variety of work 
experience and training programmes in order to fit them to 
hold positi0118 of management. 

16. The procedure suggested by 18 in our Report on Personnel 
Administration regardine the writine of annual confidential 
repor1s may be adopted by the Railways. 

17. The Departmental Promotion Committees may be formed on 
the linea suggested by us in our Report on Personnel Adminis· 
tratioo, wherever such commHtees do not exist at present. 

18. (1) The quota of vacancies available to Clul II and Clu! Ill 
stall by promotion may be increased upto a maximum of 40 
per cent where the existing quota falls short of th~t percentage. 

(2) Of the quota of vacancies in higher gradea which are ~rved 
fOI' promotion from the lower grades, fifty per cent should be 
filled by the method of examination, where no examinations 
are held at present. The number of chances for takina the 
examination may be limited to two. 

(3) Where the stall, particularly CIIIM IV stall, improve their edu
cational and other qualificatiOOB, they should be pemlilted to 
take the prescribed tests for promotion by relaxing restrictions 
and conditions as to age, etc. 

Ill. The Railway Board and the Zonal Railways should review the 
existing training arrangements in the light of rt!quircmcnts and 
rationalise the training facilities where necessary. 

20. (1) The recruitment to all CIIIS!I Ill posts in Zonal Raihv&ys should 
be made by an independent Recruitment Board con~isting of a 
non-Railway-mao as Chairman and a senior officer of the Zon11l 
Railway as a Member for each Zonal Railway. The ('h.airma.l 
of the Recruitment Board may be appointed by the Railway 
Board. 

(2) The work of recruitment relating to two or more zon~ may 
be dealt with by a single recruitment board unl<'SI the quantum 
of work clearly warrants the n<<ed for a separate recruitment 
board for a particular Zonal Railway. 

21. (1) The employees' representatives in the Joint Comultath·e Bodies 
at the regional and departmental Ieveii should be directly 
electlld by the employees, while at the higher levels, represen
tatives should be ch011e0 through Indirect elections. 
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(2) No person wbo ia not llCl"Ving UDder Govemmeot or who is 
not an honoW11bly retired employee of Government should be 
eligible for election to Joint Coosultative Bodies, provided, 
however, that Govemmmt may permit an ex-employee to seek 
election to the Joint Conllllltative Bodies. 

22. The "Browo System of DiscipUoe" prevailing in the Canadian 
Pacific Railways may be adopted by the Railways with suit· 
able modifications, in the light of conditions in India and 
subjact to the obscrvaoce of the prescribed procedures regard· 
ing discipUoary cases. 

23. The measures suggested by ll!i in our Report on Personnel 
Administration for streamlining the procedures for taking disci· 
plinary action aod the SL"tting up of Civil Service Tribunals for 
hearing appeals may be adopted by the Railway also. 

24. The welfare organ8atioo should continue to fWJCtion Wtder the 
Department of Personnel and continul! to attend to the settle
ment of grievances of employees. It should be manned by 
selected persons with special training. These persons should 
not be frequently changed so as to ensure that they become 
familiar with the problems of the stall in a particular District 
or Division. 

25. (1) Thet Director General of Vigilance Organisation at the Board 
level may work directly under the Chairman of the Railway 
Board and report to him. 

(2) In the Zonal Raih~11ys, the Vigilance Organisation should 
work in close consultation with the General Manager of the 
Zonal Railway. There is no objection, however, to his having 
direct dealings with the Director-Geneml of Vigilance in the 
Railway Board, provided the General Manager is kept duly 
informed of all such matters. 

26. The respoosbility for checking corruption should vest in the 
Heads of Departments. The Vigilance Organisation should 
work in close consultation with the Heads of Departments and 
keep them informed from time to time of matters connected 
with Vigilaocet in their charges. 

27. (1) A time limit should be prescribed for the completion of investi-
gation or vigilance cases by the Special Police F~tablishment 
and the Central Bureau of Investigation. 

(2) The Heads of Departments should ~ew, every six months, 
in coamltatioo with the concerned Investigating authority, all 
such cases. In the course of this review, where the disposal 
of a case has been delayed, beyond three months, the reasons 
for sucb delay should be specifically looked into and decisions 
should be taken as to the best method of aecelemting disposal. 
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CHAPTER IV-RAILWAY OPERATIONS 

28. (1) The question of continuing UDMDuneratin lines should be 
constantly reviewed by the Railway Board so 115 to ensure that 
as far as practicable, Railway finances are utilised for the 
rwtning of commercially acceptable or potentially profitable 
liues. 

(2) As a first filep, the Railway Board should coosidor the closure 
of unremunerative lines where adequate alternative modes of 
cheaper transport exist and where such closure will not adver
sely alf~t public interest, including any important e.:onomic 
activity of the area, such as industrial or mining a.:th·ity. 

(3) There should be high level discussions between the representa
tives of the State Governments and the Railway authmities to 
settle the question of continued rwtning of uneconomic lines, 
so 115 to ensure that local considerations are duly taken into 
account in deciding the question of clOSUJ't!. 

(4) Where nmning of Wteconomic liues il continued in the public 
interest, the lO!I!IeS may be met out of public revenues, State 
or Cmtral. 

(5) The expenditure ou the construction of over/under bridges in 
repi~U:emmt of level crossings which may be undertall.en In 
the interest of BIUOOth running of rail and road traffic should 
be met out of a special fWld to which rontributi0011 should 
be made not ooly from the Railway ~ but from the_ 
Centra) and State finances, for example, the Road Fund. 

29. The question of developing IDldergrouud and/or elevated Rail· 
way1 for dealing witb the suburban traffic may be considered. 
A separate transport authority specifically created for this 
Plll'p08e may be enl:nBted with lhil wort. 

30. (1) With a view to dealing with the sbort-ddtance traffic econo
mically, rationalisation of train ~ebedulel may be undertall.ell 
in consultation with the State Transport Authoritie~. 

(2) The State Government may be reqoe«ed to regub&te- the grant 
of Iiceoces and permits for the operation of road transport 
lervices or the introduction of new road ~~enices 10 as to 
eliminate any possible coo8ict of interest between dillere~t 
modes of transport. 

(3) A representative of the Railway1 may btl M90Ciated with the 
State Tnm~ Aotbority or other bodies whicll are In charge 
of the IJWll of liceocea or penniltl for operatioa of road trau
port *' 'ita. 
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31. (1) Early atteotioo should be KiYftl to the questioo of achieving 
single gauge system, u far u practicable, throughout the 
couotry. 

(2) Aa a first step, tbe Railway Bl*'d ibould take in band the 
c:onvenioo into broad gaa«e the metre gauge or narrow gauge 
~~eetio01 which c:over c:ompai'Mtively 1bort distances and which 
c:oonect two broad gauge aect'iona or which run parallel to 
broad gauge sections. 

(3) Before taking a declsioo oo the c:onversion of a particular 
metre gauge line into broad llaage, the Board should take into 
c:onsideration and explore all pos~ibilities of making the exist
ing metre gauge line more economical and efficient by improv
ed techniques of operationlllld modemisatioo. 

(4) From the 1ehemea of c:ooversioo, areas for which metre or 
narrow puges are more suitable, 111eb as hilly regioos, strategic 
areu, should be excluded. 

(S) In the light of these c:onsidentioos, a phased programme of 
c:oovenioo should be drawo ap with due reprd to the funds 
available and the economiea of c:oonrsioo, and implemmted 
with the object of c:ompletinl! tile procelil'l as early as possible. 

32. 1be Railwaya lihould take adequate administrative measures to 
study the pattern of c:ons~~mptioo of fuel and to ensure econo
mical and proper utilisation. 

33. (1) The major repair workshops of inter-Zonal importanc:e, e.g., 
Kharagpur, Kachraplll'6 w~ops, should be placed Ullder 
centralilied c:ontrol. 

(2) The workshop facilitiea in respect of major repairs and over
hauls should, as far as possible, be 110 distributed among Zonal 
Railways that each workshop specialises ill particular fields 
avoiding duplicatioo. 

34. The Railways should develop and implement a phased pro
gramme for introductioo of the latest techniquea in Railway 
engineering and operatioos. 

35. The Railways should aim at llliOdcmisation of lignalling and 
c:ommunication systems. Steps should be taken by them to 
p~vely achieve self-nfficiellcy in the ·requisite equip
ment for this purpose, c:utting down imports from foreign 
c:ountriell. 
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36. (1) 1bere should be greater decmtralisatiou of the work of pur-
chase of llfons in favo• of the Zonal Railways. 

(l) The Railways should be permitted to procure the stores, special 
to them, through their OWD orpni•tion& 

(3) Modem techniquea of inveotory cootrol should be introduced. 

37. 1be Chief Security Officer, Railway Protection Force, should, 
as provided in the statute, diM:brge hit functions under the 
gen«aa supervision of the General Manager of the Railways. 
However, the appeal against his orders should lie, as at present, 
with the lru;pector General,. Railway Protection Force, who 
should be tbe final authority in all administrative and discipU
uary matters. 

38. (1) The powers of the Railway Protectiou Force for investigation 
and prosecution should be enlarged to cover offences of theft 
etc., in respect of the' Railway property, and not merely those 
relating to the nnlawful posaessiou of IUCh property. Their 
jurisdictioo should be clearly demarcated. 

(2) The Govenuneot Railway PoUce libould be responsible for 
investigatioo, ~~earcll and prosecutiou ol aU other oiiences under 
the Jndim Railways Act md al6o the offences under the crimi
nal law of the land. 

(3) Witkin the Railway Protectiou Force, the stall employed on 
watch and ward dutie8 should be separated lro111 the stalf 
employed ou the investigation and prosecution of ollences • 

.39. The Railway Administratiou should be held re5ponsible for 
loss ol or damage to goods en route. Where Railway Admini5-
tratiou ia lleld responsible for loss of, or damage to, goods, 
it should evolve a system under which responsibility can be 
fixed 011 the Railway sta.ll concerned collectively or individually 
and appropriate penalties imposed for the losa sullered. 

-40. (1) The Railway• should. in con5ullatiou witb the State Govern-
ment authoritiea concerned, explore the possibilitiea of run
ning road services in combination with the train een·ices for 
conveyance of pusengers, between the railway stations and 
important centres within a city, or outlying IJBtellite towu. 
aro1111d important cities and State capirals, or between railwaJ 
statious and outstation~ not connected by rail. where 1uc• 
service& do not exist. 

(2) 1be Railway• should take llteps to augment the:r revenues 
from adverti8t'meots on the Railway1, IDI"Veys being UDdertakeu, 
wllerever aec )• 
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41. (1) Intensive market reloeiii'Ch 110d traffic survey• lhould be under· 
takeo by tbe commercial departmeut m order to useertain the 
views and requirements of the railway users. 

(2) The questioo o( coostituting a ~~eparate cadre for the commer
cial department and giving intensive training to those manning 
it should be considered. 

42. (1) The Railways should make efforts to win back the high-rated 
goods traffic by ensuring better services. 

(2) Tl)e Railway. should pay particular attention to complaints 
regarding the misrouting of wagons and the wagont going 
astray. 

(3) The Railways should exteod the programme of door-to-door 
delivery and adopt the system of advising the consignee about 
the arrival of goods in advance. 

(4) The container lervice sh~uld he progressively extended all 
over the Railway system. 

43. (1) Stcptl should be taken to improve the quality and standard of 
cleanliness of tbe catering service in the Railways, particularly 
011 the vegetariaa lllide. 

(2) With a view to meeting the needs of the travlllling public, and 
wherever wasible the departmental catering service should be 
mtroduced at a larger number of stations and on long distance 
running train& 

(3) By effecting economies m the running of ·the departmental 
catering, the Railways should endeavour to provide service to 
the public at economic rates. 

CHAPTER V-RAILWAY SAFETY AND RESEARCH 

44. Intensive training should be imparted periodically to the rail
way stall m the matter of railway safety and railway mainten
ance. Special courst~ should be devised for the purpose. 

45. (1) The CommiBoo of Railway Safety should continue to function 
• an lndependmt body as at presftlt. 

(2) Some of the posta in tbe COIIHDissioo of Railway Safety should 
be fiUed frotn IUIIOII& the officers of the Research, Designs and 
Standards OrganisatiOJL 

(3) After initial appointment in the C'Aimmissioo of Railway 
Safety, the officen takeo from the Railway• llhould not look 
for promotioo in their pareot cHres. 
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(4) There lihoold be close coordination between the Commi55ion 
of Railway Safety and the R-.rch, Designs lind Standards 
Organisation. 

46. (I) Tbe Research, Daign8 and StMdards Organisation should 
function as an autonomo1111 body with a Governing Council 
at the top to guide it. Tbe Chairman of the Railway Board 
&hould be the Cbainnan of the Governing Council, and the 
Head of the RDSO Its Vi-au.irman. On the constitution 
of the Governing Council, for the RDSO, the functions of the 
Central Board of Railway Research may be taken over by the 
Council and the Centntl Board may be abolished. 

(2) With a view to ensuring better coordination between the RDSO 
and the fundamental research institutions, laboratori~ and 
in&titutea of technology, there llbould be at least quarterly 
metetings between the Head of the RDSO and the Heads of such 
institutions. 

(3) Tbe Reaearcb, I>esignll and Slandardl Organisation should be 
lltalfed with persons endowed with innovative ideas, who have 
attained high ptoficiency in their particular field and who have 
an aptitude for both basic and applied reaearch. 

(4) A watch should lie kept on tbe work of the research staR from 
the start and tho5e found unsuitable should not be retained 
in the organisation. A review should also be made of the 
performance of each research worker periodically, IBy, every 
three yean, with a view to aso;essing whether he has kept up 
the standard of work which should be of a high order. 

(5) Tbe recruitment to the RDSO should be based on ricoro .. 
81andardl 1111d from mixed sources a greater proportion from 
the Railways and the rest from outside sourcea including othtr 
Government organisations. 

(6) Tbe prospects of the officen in the RDSO should be made 
attractive and lihould not, in any cue, be IHII than those of 
their counterparts in operational and executive orxanisatiooa 
o( the Railways. 

CHAPTER VI-FINANCE AND ACCOUNTS 

47. (I) Tbe Government should deviee waya and means of provldin1 
Railway• with aullicient lunda for their development. One of 
the methodl "by wbicb Ibis could be feasible is to make the 
amouoll required for depreciation and other rewerve lunda c.f 
tbe Railway• opto .., agreed limit, a prior cbal'Je Oil Raii"•Y 
reveo.s ; the rate of dividend could vary ae~:ording to tbe 
balance available. 
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(2) Workl 111Ch liS major remodeUinp, rail capacity works, etc., 
which cllllt more thao Rs. 1 crore iodividuaUy and which have 
long ge8tation periodl 1hould be treated oo par with new lines 
and there should be a moratorium on payment of dividends 
for IUCh works for a period of 5 year1. 

48. 1be Finance and Accoooll Departmenll should be responsible 
for the financial management and control in all matten within 
the ficld of IC!Sponsibility of the concerned organisation (i.e .. 
the Railway Board or the Zonal Railway authorities, as the 
case may be). The reiatioMhip between the Financial Com· 
missioner/Financial Adviser and the Administrative head 
1bould be that of senior partners in a common enterprise. 

49. A1 obllerved in o ... Reporll on F~ Aecoooll and Audit 
and on the Public Sector Undertakings, we would emphasize 
that tbe Audit Department should make ill commeoll on the 
perfonnance of the Railways against the background of rete. 
vant circumstances existing at tbe time of the ckcisions and 
of the overall objectives and achievements of the related 
programmes and activities. 

Sd/· 

(N. S. Pandey) 

Joint Secretary 

New Delhi, 

Dated 30th January, 1970 

Sd/· 

(K, Hanumantkaiya) 

Cbainnan 

Sd/· 
(H. V. Kamath) 

Member 

Sd/· 
(T, N. Singh) 

Member 

Sd/· 

(Debabrata Mookerjce) 

Member 

Sd/· 
(V. Shankar) 

Member 



ANNEXURE I 

(Chaplet' II, Para 14) 

Code to regulate the relationship beiween Members of Parliament and of 
Star.e Legislatures and the Administration as adopted by the Seventh All-India 
Whtps Conference held at Madras. 

Introduction 

Me~bers of Parliament and Members of State Legislatures occupy in our 
democratic set-up a very important place as accredited representatives of tho 
people. They have important functions to perform under the Constitution and 
they may occasionally find it necessary to obtain information from or address 
suggestions to the Ministries of the Government or to the State Governments 
or seek interviews with officers in connection with their parliamentary and allied 
public duties, ·otherwise than through putting questions or participating in debates 
in the Legislatures. In this connection, certain well recognised principles and 
conventions to govern the relations between Members of Legislatures and Gov
ernment servants have already been laid down at tho Centre and in most of 
the Stares. However, on a review of the position, It has been found nece.sary 
to reiterate, and to spell out in some detail, the principles and practices that 
should govern the mutual relations of Members of Legislatures and Government 
servants. 

Code for the Government tlei'VBDill 

2. The two basic principle, to be borne in mind are (i) that Government 
servants should show courtesy and consideration to Members of Legislatures 
and (ii) tllat while they should consider carefully or listen patiently to what the 
Members of Legislatures may have to say, they should always act accordina 
to their own best judgment. 

3. It should be tho endeavour of every officer to help Members of Legida
tures to the extent possible in the discharge of their important functions under 
the Constitution. In cases, however. when an ol!icer is unable to accede to 
the request or suggestion of a member. the reasons for the otlicer's inability 
to do so should be courteously uplained to them. 

4. It is realised that the district and sub-divisional officers have very heavy 
public duties and responsibilities and if they are to function ellcdivcly they 
should be permirred to plan out their day's work with some care and adhere 
to the plan. An officer should feel free to set apart some hour "hen he 
can refuse to meet visitors without being considered guilty of discourte<y, lack 
of consideration and the like. But he should set apart two to three t.ours every 
day when anybody can see him, and within these hours, and also during other 
otlice hours in which be is to meet visitors, he must 11ive priority to Members 
of Legislatures except when a visitor has come by previous appointment and a 
Member of Legislature has come without an appointment. In such a case ho 
should see the Member of Le11islature immediately after ho ha, mel the visitor 
who had come by previous appointment. Any deviation from an appointment 
made with a Member of a Lcaislatur&-<~r indeed with any other person must 
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promptly be explained to the Member concerned so that the least possible in
convenience is caused to him and a fresh appointment should be fixed in con
sultation with him. 

S. When a Member of Legislature comes to see him, an officer should rise 
in his seat to receive the Member and to see him off. Small gestures have sym
bolic value and officers should, therefore, be meticulously correct and courteous 
in their dealings with Members of Legislatures. 

6. Similarly, seatina arrangements at public functions should receive very 
careful attention at all times and no room should be given for any misunder
standing on this score. Th~ position of Members of Parliament has been clearly 
brought out in the Warrant of Precedence approved by the President. MPs 
appear at Article 30 above officers of the rank of full General or eGuivalent, 
Secretaries to the Government of India. etc. The instructions appended to the 
Warrant of Precedence also lay down that when Members of Parliament are 
invited en bloc to major State functions, the enclosure reserved for them should 
be next to the Governors, Chief Justice, Speaker of the Lok Sabba, Ambassadors, 
etc. A further provision in the instructions is that the Members of State Legis
latures, who owing to their presence in Delhi, happen to be invited to Stale 
functions, should be assigned rank just after Members of Parliament. To avoid 
inconvenience to M.Ps. and M.L.As. who might come late, the block of seats 
meant for them should be kept reserved till the end of the function and should 
not be occupied by other persons, even though they may be vacant. The seats 
provided for them should be at least as comfortable and as prominently placed 
as those for officials. At State functions arranged by the Slate Government, 
the seating arrangements for M.Ps. and M.L.As. and Members of Metropolitan 
Council should be made in accordance with the position assigned to them in 
the Warrant of Precedence approved by the Governor and the President. 

7. Letters received from Members of Legislatures should be acknowledged 
promptly. All such letters should receive careful consideration and should be 
responded to at an appropriate level and expeditiously. Officers should furnish 
to Members of Legislatures, when asked for, such information or statistics 
relating to matters of local importance as are readily available and are not 
~onfidential. In doubtful cases, instructions should be taken from a higher 
authority before refusina the request. 

8. It is desirable that a letter addressed to a Minister should be replied to 
by the Minister himself. Where, however, this is not convenient or practicable 
or the reply called for is of a routine nature, it may issue under the signature 
of a senior officer of the Ministry /Department, preferably the Secretary. 

SA. Whenever a Minister goes on tour, it is expected of him to give timely 
information to the representative(s) of that Constituency and seek his/their co
operation in the solution of the problems relating to that Constituency. 

9. While the official dealings of Government servants with Members of 
Legislatures have to be regulated as stated in the previous paragraphs it is neces
sary to invite the attention of Government servants to what is expected of them 
in their individual capacity, in respect of their own grievances in the matter of 
conditions of service. The Government servants are not expected to bring 
any political or outside influence to bear upon any superior authority to further 
the interests of individual Government servants. Therefore a Government 
servant is not expected to approach a Member of Legislatur!' for sponsoring his 
individual case except where the grievance though apparently individual con
stitutes a breach of accepted Government policy or of class and caste distinc
tion or of palpable anomaly. 
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<Code for Members of Lecislatures 

10 .. It is. equaliy necessary for Members of Legislatures to foliow certain 
·~onventtons m thetr communications to Ministers and Officers of Government 
m connection with their parliamentary duties. At the Centre the following 
·CO~venhons should be brought to the notice of Members of Parliament by the 
Mmtster for Parliamentary Affairs :-

(i) Members would ask for information only about matters of public or 
national interest in which they get themselves interested in the discharge 
of their public duties as Members of Parliament. 

(ii) Members shall not bring any outside political influen"e to bear upon 
any superior authority to further the interest of individual Government 
Servants. The Government Servants shall not approach a Member of 
Legislature to sponsor their individual case except as provided in para 9 
of this Code. 

(iii) In ali matters of routine nature, written requests may be addressed to 
the Secretary of the Ministry/Department concerned irrespective of 
whether information was required on the subject dealt with in the 
Ministry /Department or in any of its attached or subordinate offices. 
In no case should letters be addressed by name or designation to any 
other officers of the Ministry /Department or its attached or subordinate 
offices. 

(iv) For more important matters, Members may address the Minister or 
the Deputy Minister concerned. In regard to matters pertaining to 
fraud, corruption, bribery, mal-administration, nepotism, etc., in ad
ministration, letters should be addressed only to the Ministers or Deputy 
Ministers and copies endorsed to the Minister for Parliamentary Affairs. 

I I. It is obviously not desirable that' requests should be made for inter\·en
·tion of officers in investigation of criminal cases, for issue of fire arms licences 
and for grant of permits and licences to particular individuals. Nor should 
requests be made regarding recruitment of a particular person, or promotion 
or transfer of individual Government servants. A number of public isc.ues or 
grievances do, however, arise in the Departments and Members of Ltgislature~ 
are undoubtedly entitled to take interest in administration and to see that there 
is no mal-administration or abuse of power or discretion. But in such c.-es. 
they should normally approach the Minister concerned rather than the local 
officers. Or at the most they may bring cases of injustice and the like in in
dividual cases to the notice of the district officer or other similar officers with 
the request that they should look into the matter. They ought not to )ue;s 
or even ask for a particular decision. In such cases, the officer should listen 
to ali points of view with patience, but he must obviously take decision a<c.uding 
to his own best judgment. And when he does so, it would not be fair to 
·accuse him of partisanship or even of insensitivity to the views of an accredited 
representative of the people. 

12. Members of Legislatures may like to bear in mind the conventions and 
principles outlined above in the course of their dealings with the administration 
both at the Centre and in the States so that a healthy and useful rdationship 
between the Government and the Members of Legislatures may be built up. 

13. The Members of Metropolitan Council should be given preferential trea~ 
men! by the Lt. Gove~or in the_ matter _of gra~ting . interview for. discu.-io_n 
i>n matters of public mterest falhng wllhm hts JUnsdtctton as Chtef Admt· 
nistrator. 



ANNEXURE D 

(Chapter m, Para 14) 

Extracts from Administrative Reforms Commission's Report on Personnel 
Administration (Chapter VUI, Para 4). 
Pufonnance Recorda 

4. Confidential reports, in the manner and spirit in which they are being 
written, tend to emphasise more the man and his qualities than the job and its 
performance. In assessing the merit of candidates for promotion, the confiden
tial reports play a decisive role. The Second Pay Commission had noted that 
one of the criticisms against the method of writing confidential reports was 
that they were laconic and vague and there was no positive assessment of intel
ligence and other qualities. Despite periodic instructions issued on the manner 
of writing confidential reports, there is dissatisfaction among the Government 
employees on this account. We would suggest the following steps to improve 
the existmg system of preparing and using confidential reports. 

(a) At the end of each year the official reported upon should submit a 
brief resume, not exceeding three hundred words, of the work done 
by him, bringing out any special achievement of his. The resume 
should be submitted to the reporting officer and should form a P!lrt 
of the confidential record. In giving his own assessment, the reporting 
officer should take due note of the resume and after making his own 
comments and assessment submit the entire record to the next higher 
otficer, namely, the reviewing officer. The reviewing officer should add 
his own comments, if any, and also do the grading. 

(b) The Second Pay Commission limited the field of choice for promotion 
to those who were 'outstanding', 'very good' and 'good', thus excluding 
those who were assessed as 'fair' and 'poor'. Government have recently 
revised the instructions regarding these gradations to a few categories. 
According to the latest Government instructions, only three gradations, 
namely, 'tit for promotion', 'not yet tit for promotion', and 'unfit for 
promotion' are to be made when writing the confidential reports of 
Secretariat officers of the level of Under Secretary and above. Further, 
it has to be indicated whether the officer reported upon has any out
standing qualities which entitle him for promotion out of turn. In 
effect, therefore, the number of gradings have been reduced to four 
from the earlier five. We are glad to find that Government have taken 
action on these lines which appears to be, more or less, in consonance 
with the recommendations made by our Study Team(N) which bad 
recommended that the system of five gradings should be replaced by 
only three gradings, namely, (i) fit for promotion out of turn; (ii) fit 
for promotion; and (iii) bot yet fit for promotion. lbe grading 'unfit 
for promotion' is likely to carry the impression that the officer con
cerned is unsuitable for promotion for all times. We feel that no one 
should be left with the feeling that he had permanently been branded 
as unfit for promotion. The grading 'not yet fit for promotion' will 
take care of cases who are unsuitable for promotion on the basis of 
their performance during the year under review. We, therefore recom
mend that adoption of the three gradings proposed by the Study Team 
(N), viz •• (i) fit for promotion out of turn; (ii) fit for promotion; and 
(iii) not yet fit for promotion. 
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{c) In the new system of grading, it is only those who are graded in the 
first two categories, viz., 'fit for promotion out of turn' and 'fit for pro
motion' that will have to be considered for promotion. The percentage 
of personnel in any group of civil servants working at the same level 
who are really outstanding and deserve out of turn rromotion cannot 
but be small. We have a feeling at present 'outstanding' gradings· are 
being given too liberally and not unoften undeservedly. We would 
suggest that as a rough guideline only five to ten percent of ollicials 
engaged in work of a similar nature and at the same level in any office 
or organization should be graded 'fit for promotion out of turn'. {There 
would, of course, have to ·be exceptions to this in special circum
stances). The grading 'fit for promotion out of turn' should be sup
ported by specific mention of outstanding work that has been done. 

{d) Good work done during the year should receive prompt appreciation 
either on a file or in a tour of inspection note. Tho concerned olllcial 
should be allowed to quote these in his resume. 

{e) The suggestions made above will ensure that an individual's own esti
mate of his performance will get a place in his confidential reports. 
It is equally important that his superior officers' assessment made frankly 
and faithfully is also available in it. There bas been, however, a notice· 
able disinclination on the part of the reporting ofticers to record ad· 
verse remarks against those working under them, because such remarks 
are required to be communicated to the individual concerned and on 
his representation they are called upon to justify them. Moreover, the 
communication of adverse remarks quite often become a source of 
grievance against the reporting officer. To avoid this unpleasant con· 
tingency, tlie reporting officer quite often fails to record adverso remarks 
even when they are justified. This appears to he partkularly true of 
headquarters offices than of field offices. This defect needs to be re· 
medied in the larger interest of the efficiency of the Civil Service. 

We feel that when an opportunity is afforded as suggested by us 
to the official himself to write out an account of his performance and 
provision is made for a prompt review of the adverse remarks by a 
reviewing officer, it should not be necessary to communicate the adverso 
remarks. The reviewing officer will have to go through the adverso 
remarks and after discussing them with the reporting t'tlicer as well as, 
if necessary the officer reported upon, either confirm the remarks or 
suitably modify them, as the case may be. To our mind, this proce
dure will ensure that both favourable and unfavourable remarks about 
a Government servant are available at the time of assessment of his 
performance and subsequently when his performance over the years is 
assessed for purposes of promotion. It should also eliminate chances 
of any unfair or prejudiced treatment of the Government servant by 
the reporting officer-a circumstance against which the Government 
servant bas a right to be safeguarded. 

{0 In view of our new approach to tho annual reports as a document 
spotlighting the performance of an official during the course of the year, 
we recommend that this report should be called 'Performance Report• 
instead of 'Confidential Report'. 

{g) While considering the suitability of an officer for promotion. a realistic 
view needs to be taken of tho adverso remarks recorded in his conli· 
dential reports. An adverso remark bearing on deficiencies in character-
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or moral turpitude would certainly render an officer unfit for promo
tion. So would a series of remarks indicating inefficiency, indolence, 
etc. But if the records of an official are otherwise so good as to 
merit promotion, a stray adverse remark other than one bearing on 
character and moral turpitude should not be made a ground for super
session. Needless to say, where merit is equal, seniority will be decisive 
for promotion. 

Recommendadon 41 

We recommend that : 

(1) At the end of each year the official reported upon should submit 
a brief resume, not exceeding three hundred words, of the work 
dooe by him, brlngina out any apecial achievement of his. Tbe 
resume should be wbmitted. to the reporting ofticer aod should 
form a part of the confidendal record. In giving his own assess
ment, the repordn& officer should duly take note of the resume aod 
after makina his own commenta aod assessment, submit the entire 
record to the oext higher officer, namely, the reviewing ofticer. 
The revlewln11 officer abooid add his own comments, If any, and 
also do the 1radin1. 

(l) The ~r&dinp In the Cooficfeodal Report 1honld be reduced to three
(i) fit for promodon out of turn; (il) fit for promodon; and (iii) 
not yet fit for promodon. There need be no such category as 'unfit 
for promodon'. 

(3) Only five to ten pel' cent of officials engaged In work of a similar 
nature and at tbe 111me level In any office or organization should 
normally be ~r&ded 'fit for promodon out of turn'. This grading 
should be wpported by a specific mendon of the outstanding "·ork. 

(4) There Is no need to communicate adverse remarks to an official. 
In the event of any adverse remarkl havin11 been recorded, the re
vlewinll officer should after discussln11 them with the reporting cfticer 
and, If necessary, the officer reported upon, either confirm the re
marb or suitably modify them, 11111 the case may be. 

(5) The annual report may be caUed "Performance Report" instead of 
"Confidcndal Report''. 



ANNEXURE m 

(Chapter m, Para 25) 

"Brown" System of DisdpliDe 

I. With the object of securing maximum efficiency from employees with 
the minimum amount of hardship, the "Brown" system of discipline was placed 
in effect on Western Lines on February ht, 1908, after having been adopted on 
Eastern Lines on J~nuary 1st of that year. 

2. It is a. method of assessing discipline by recording of demerit n1arks 
rather than by suspensions or fines. It also provides for the recognition of 
any exceptional service rendered by crediting the employee's r<cord with mcnt 
marks. · 

3. This discipline record (which is kept on the reverse •ide of a large staff 
card) is maintained on the basis of a ledger account. On the debit side appear 
the demerit marks and on tbe credit side such merit marks as may be awarded. 

4. Ul)der this system, while an employee continues to be subject to dismi"al 
for certain offences, (such as insubordination, drunltenness on or off duty, the 
use of inioxicating liquor while on duty, frequenting places of low repute. in
competency, dishonesty, failing to carry out train orders or rules respecting train 
movemenls)-deRlerit marks are placed against his record for lesser oflences, 
and a net accumulation of 60 demerit marks automatically indicates dismissal. 

5. For each repetition of an offence, regardless of the lapse of time, or 
the employee's record, the number of demerit marlts should be doubled. (This 
provision is sometimes waived where, in the judgment of the supervisory oflker, 
it is politic to do 10.) 

6. The "Brown" system provides an opportunity for the employee to work 
off any demerit marks he may accumulate by cancelling 20 demerit rnarks for 
each twelve consecutive months' service free from discipline. If the number 
of demerit marks outstanding is Jess than 20, only such lesser number, of cour<e. 
are cancelled. If more than 20 demerit marks are outstanding after a penod 
of one year free from discipline merit marks from the credit side of the account 
may be used to the number available and required to clear the account. Merit 
marks would not be used unless there were more than tho 20 demerit marlts out
standing. If merit marks are used to clear or help to clear a record, they 
nnnot again be used for such a purpose. 

7. Should an employee accumulate 60 demerit marks, but have a number of 
merit marlts on bis credit, thi5 saves bim from dismissal for the time being. 

8. Soon after this system was put into effect, it was found neceuary, for 
the sake of uniformity, to issue a list showina the number of merit or demerit 
marks for each particular service or offence. A copy of the list revised to date 
is attached. 
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SCHEDULE OF DEMERIT MARKS TO BE PLACED AGAINST EMPLOYEES' 
RECORDS FOR COMMON BREACHES OF DISCIPLINE 

Offence Number of demerit 
marks 

Disregard of yard limit rules 
Failure to send out flag'tlan when train stopped running 
Ca~rying passengers on engine without proper authority 
Reckless running and failure to use conductor's valve • • 
Using track Jacks between rails without proper protection 

Neglect to keep frogs and switches in proper order, but not unsafe 
Rough handling of passenger trains 
Failure to set brakes or block wheels of cars on sidings • 
Failure to whistle for station 

• 

• 

Violation of rule 210-chectdng orders repeated by other operations; failure 
to sian order 

Du'tlping ftrc when not necessary. 
Subjecting himself or other employees to risk of personal injury 
Exceeding authorized speed (slow orders) and special rule "K" 

• • 

Leaving cadoul of lead, delaying trains . • • 
Smoking on duty (violation rule "H") • • • • • 
Failure to pr('lmptly change out ties or rails which are worn out or broken; 

delaying tn.in•through poor handling of this work; failure to protect 
Failure to n.ake brtol~ tests, as per regulations 
*Subjecting Company to aa~alshee proceedings 
Failure to carry time tables and rule books 
Not responding promptly to call for duty 
Careless handling of cars on road, or in yard 
Habitually delaying correspondence 
Neglecting to mark up bulletin board 
Failure to keep switches clear of snow 
Standing on wrong side of track of switch • • 
Failure to observe Rule 2-A, watch inspection comparison station svce 
Failure to wire from 1409 promptly 
Carelessness in connection with perishable contents . 
Careless checking, delaying cars 
Failure to properly inspect cars at terminals 
Having station in untidy shape 
Improper usc of hand carr . . . . 
Failure to provide track walker with propr equipment . . 
Failure to obscure headlight on engines when waiting on siding 
Absence from office avoidable when train passed . . • 
Not booking engine repaires correctly 
Failure to cut off engine when taking water 
Failure of operators to observe rule 91 
Running over open switches . 
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Offe nee Numbtr of d<merll 
mark I 

Not reporting for dut) on time S 
Failure to call out names of stations S 
NegJectinsto promptly report personal injury to self S 
Notleav'ng proper address for call boy I· S 
Failure to use flanse oiler in prescribed territory S 
Overcarryins shipment . S 
*Issuing unstamped tickets S 
Carelessness in making repairs to engine and cars 5 
Failure to test steem heat in cars; drain pipes; Ieavins hearing system in 

unsafe condition S 
Failure to set out car at destination 3 
*Failure to carry watch inspection card 3 
Failure to present watch for inspection 3 
Neglecting mark up clock rating card 3 
Delaying foreign cars • 2 
Failure to have engine bell ringing when procoeding over crossing 2 
*Err!Jr in billing . 2 
Failure to seal car doors 2 
Leading shipment in wrons car 2 
Allowing empty car to go as lead 2 
Failure to report switch or signal lamp not burning 2 
*Failure to punch time clock • 2 
Failure to sub'llit promptly any telegraph reports also not sivins full in· 

formation in such reports • 2 
Delaying weekly report of earnings, etc. • 2 

*Not to be doubled for subsequent offence 



MERIT MARKS WHICH MAY BE AWARDED FOR MOST 
COMMON CASES 

Assisting to extinguish fire-equipment or pre'llises . 
Assisting repair disabled equipment so that it may be worked to terminal 
Bringing disabled eqipment in to termina! 
Discovering cracked wheel under car in train . 
Discovering broken arch bar under car in train 
Discovering broken flanges on wheel 
Detecting wrong stencilling on car 
Discovering , broken rail 
Assisting to clear obstruction from track (rock, trees, slide) etc. 
Tc'llporary repairs to telegraph wires 
Delivering telegrams after regular hours 
Making temporary repairs to car leaking gear 
Turning in cutlery, money or other valueables found on Company's 
~~- 2 
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