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CHAPTER 1
INTRODUCTORY

1.01. The present Central Water and Power Commission was
created by amalgamating the Central Waterpower, Irrigation and
Navigation Commission and the Central Electricity Commission. The
functions of the Commission were described in Resolution No. EL.L
201(5), dated the 21st April, 1951, of the Government of India in the
Ministry of Natural Resources and Scientific Research. The Govern-
ment of India considered that in view of the changes that had since
occurred, it would be appropriate to review the work of the CW and
PC to assess whether the existing arrangements were adequate for
the effective performance of the duties assigned to the Commission.
It was, therefore, decided (vide Ministry of Irrigation and Power
Office Memo. No. 40(10) 56-Adm. I, dated 29th November 1957) to
set up a Committee consisting of the following:—

. _ Chairman

(1) Shri B. K. Gokhale, ICS (Retd.), Chairman, Tungabhadra
Control. Board.

Members

(2) Shri A. C. Mitra, Chief Engineer, Irrigation, U.P.
(3) Shri M. S. Thirumale Iyengar, Chief Engineer, Hirakud.

(4) Shri N. N. Iengar, Electrical Adviser to the.Ministry of
Iron and Steel. : ‘

(6) Shri Indarjit Singh, Jt. Secretary, Ministry of Finance.

' Member-Secretary

(6) Shri R. R. Bahl, ICS, Jt. Secretary, Ministry of Irrigation
and Power.

"1.02. The Terms of Reference of the Committee were as follows:—

“(i) To review the organisational structure of the Commission
and to indicate the directions in which it needs to be
improved or strengthened.

(ii) To examine the methods of recruitment néw adopted for
staffing the organisation at various levels and to recom-
mend modifications of those methods to ensure that the
Commission possesses the ‘expertise’ expected of it as a
consultative organisation, and functions in practice as a
high level expert body.

In making their recommendaitons the Committee may
take into consideration the desirability of imparting field
training to the officers of the Commission who, after some
years, tend to lose touch with reality.
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(iii) To indicate what broadly should be the relationship
between the Commission on the one hand, the Ministry of

Irrigation and Power, the Planning Commission’ and -the
States on the other.

(iv) To make any other recommendations, which are calculated
to improve efficiency and promote maximum utilisation of
available water and power resources in India”.

1.03. Later, the following Terms of Reference were added (vide
Irrigation and Power Ministry O.M. No. 40(10)/56-Adm. I, dated
17th January 1958: — ' . s ‘

“(v) To examine the directions in which the Power Wirg of the

' Commission should be strengthened to make it an effective
agency for rendering high level .technical assistance and
advice in regard to the generation, transmission and utili-
sation of power in the following sectors:— - .

(a) heavy industries in the public sector;
(b) railway electrification schemes; '
(c) production of power by nuclear én_ergy; and

(d) manufacturing industries producing heavy and light
electrical machinery and power consuming apparatus.

(vi) To examine whether in the context of accelerated develop-
ment envisaged in the Power and Irrigation Sectors of the
Second Five Year Plan and the subsequent Plans and. the
proposals to entrust additional duties to the Power Wing,
there is a case for bifurcation of the Commission and the
setting up of two organisations, one dealing with Power
?:nd the other with Irrigation, Navigation and Flood

ontrol”. ’

1.04, In-addition to the above, the following specific problems

bearing on the organisation of the CW and PC were referred to the
Committee:— y

(i) Setting up of a Statistical and Economic Unit in the Com-
mission. ’ )

(ii) Setting up of a unit in the Commission for assessment of
efficiency of operation, maintenance and management of
the electric supply undertakings in the public sector.

(iii) Declaration of the post of Director in the Commission as
‘non-tenure’ post.

1.05. The Committee met 13 ti;11es for a total period of 46 days

and held discussions with the following persons in the course of its
deliberations:—

(1) Shri C. M. Trivedi, Member, NR, Planning Commission.
(2) Shri J. L. Hathi, Deputy Minister, I. & P.

(3) Shri Kanwar Sain, Chairman CW & PC..
o (Since retired).
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(4) Shri M. Hayath, Member and subsequently Chairman,
CW & PC.

(5) Shri S. S. Kumar, Member, CW & PC.
(6) Dr. K. L. Rao, Member, CW & PC,
(7) Shri Yadava Mohan, ISE, Member, CW & PC.

(8) Mr. W. A. Dexheimer, Commissioner, Bureau of Reclama-
tion, USA. :

(9) Shri A. N. Khosla, Vice-Chancellor, Roorkee University.
(10) Shri B.sS. Nag, ISE, Adviser, I. & P., Planning Commission.

(11) Chief Engineers, Electricity, of Assam, Bihar, Bombay,
' Jammu'and Kashmir, Madhya Pradesh, Madras, Mysore,
, Funjab-and U.P.

(12). Chief Engineers, Irrigation, of Andhra Pradesh, Bihar,
-gon&bag, Madhya Pradesh, Madras, Punjab and TUttar
radesh.

(13) Chairman, Bombay State Electricity Board.

1.06. The CW & PC furnished to the Committee two_  detailed
Memoranda, one relating to the Water Wing and the other to the
Power Wing.” Since separate Memoranda were received from the
two Wings of the Commission, they were requested to consider them
in a full meeting of the Commission and send their final views, These
were received on the 28th January, 1959.

1.07. The Committee was not provided with any separate staff. By
the courtesy of Shri Indarjit Singh, the Committee was fortunate in
having the assistancé of the staff of the Committee on Plan Projects
for carrying out work studies of the various Directorates of the
Commission, and for functioning as the Secretariat of the Com-
mittee. The results of the studies were particularly valuable to the
Committee in assessing the programme of work, the methods of work
and generaly the load of work that the various divisions and officials
of the Commission carried,

1.08. The Committee also invited the views of the State Govern-
ments regarding the relationship that should exist between the Com-
mission on the one hand and the States on the other. At present,
the relationship between the Commission and ‘the States arises
mainly in respect of the following matters:—

{a) advice on technical matters for which adequate organisa-
tion has not been/could not be built up in the States;

(b) technical scrutiny of schemes prepared by the States for
consideration by the Technical Advisory Committee comsti-
tuted by the Planning Commission;

(c) preparation of major designs; and

(d) standardisation/manualisation of material of technical
nature necessary for the preparation and investigation of
projects. .
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The State Governments were requested to indicate their views on
(a) the scope of work of the CW & PC, as outlined above; (b) the
manner in which they would like this scope to be enlarged/curtailed;
and (c) generally, whether they had any suggestions to offer on the
working of the Commission in relation to the States. Replies were
received from ten State Governments. We found these replies help-
ful and would like to thank the State Governments for the interest

taken by them in the work of the Committee.



CHAPTER 11
HISTORICAL RETROSPECT

2.01. Irrigation has occupied, during the last hundred years or so,
an important place in the business of the Government of India, and
nearly 90 years ago, i.e, in 1867, the post of Inspector General of
Irrigation was created to take charge of the newly constituted Irriga-
tio&l Branch of the Public Works Department in the Government of
India. T ‘

2.02. Consequent .upon the introduction of reforms under the
Government of India Act, 1919, irrigation became a provincial but
reserved subject. As the power of Local Governments was limited to
the sanctioning of schemes upto Rs. 50 lakhs, the Government of
India was required to advise the Secretary of State on schemes
above Rs. 50 lakhs and on projects affecting more than one province.
Consequently, the nomenclature of the post of Inspector General of
Irrigation was changed on 1st June 1923, to that of Consulting
Engineer.

2.03. Subsequently, on the suggestion of the Local Governments,
the Government of India constituted, with effect from lst January
1927, the Central Board of Irrigation with the Consulting Engineer
of the Government of India and Chief Engineers of the Provincial
Governments as members. The Board was charged with the func-
tion of advising the Government of India on all technical matters on
the subject of irrigation, hydro-electric and river control projects
including inter-provincial river problems. It was also to co-ordinate
research work. As the constitution of the Central Board of Irriga-
tion resulted in a material reduction of the work assigned to the
Consulting Engineer, the post was abolished with effect from 3lst
March 1932, as a measure of economy.

2.04. Irrigation continued to be a provincial subject under the
Government of India Act, 1935, and every province was competent
to undertake whatever legislative or administrative measures it
liked im respect of waterways passing through its territories. The
power to settle disputes between two or more provinces over their
rights in the water of inter-provincial rivers was, however, vested
in the Governor General. The Government of India felt considerable
difficulty in dealing with technica! questions coming upto them in
connection with large irrigation projects and water disputes con-
cerning inter-provincial rivers. The Central Board of Irrigation also
considered that unilateral action by a province concerning its portion
of 2 waterway might have an adverse effect on neighbouring pro-
vinces. To make the fullest and most economical use of waterways,
the Board adopted a Resolution in November, 1943, recommending
the setting up of a technical authority which would collect and col-
late the necessary data for the information and use of the Govern-
ment of India and the provinces. The post of Consulting Engineer

5
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for Irrigation, Waterways and Navigation was accordingly revived
in January, 1944,

2.05. The stoppage of import of Burma rice during the last World
War focussed attention on augmenting domestic agricultural pro-
duction by increasing irrigation facilities. The fiocods in the Damodar
river in 1943 drew pointed attention to the necessity of overall plan-
ning of control of rivers. At the end of the Second World War,
schemes were drawn up for post-war reconstruction. A major place
was assigned in these schemes to Irrigation and Power Projects.
Consequently, it was decided by the Government of India, in the
Labour Department Resolution No. D.101(2), dated the 5th April,
1945, to constitute a strong technical organisation styled as the
Central Waterways, Irrigation and Navigation Commission, which
was charged with the general responsibility for initiating, co-ordinat-
ing and pressing forward schemes of control, regulation and utilisa-
tion of water and waterways in consultation with the Provincial
Governments concerned and to undertake, if so required, the con-
struction of any such scheme on behalf of the Government of India.
The Consulting Engineer for Irrigation, Waterways and Navigation

with the Government of India was appointed as the Chairman of the
CWI & NC,

Power

2.06. One of the important factors in the power development in
this country was the need to ensure adequate supply of power to
ordnance factories and other industrial units engaged in the War
effort. The Roger Mission, which toured the country in 1940, recom-
mended the creation of the post of Electrical Commissioner for ensur-
ing supply of power for the production of munitions and other essen-
tial services. Accordingly, the post was created in 1941, and later
in 1946 its functions were enlarged to include all matters relating
to planning, generation and distribution of electricity. He had to
deal with diverse situations, such as requirements of power in coal
fields and for industrial plants that were being set up by the Central
and Provincial Governments. One of the important consequences
of the creation of the office of the Electrical Commissioner was that,
for the first time, data regarding the production and distribution of
electricity in the country began to be collected systematically.

2.07. In pursuance of a Resolution passed by the Technical Con-
ference on Post-War Electric Power Development in January, 1944,
which was accepted by the Subjects Committee 3(¢c) of the Recon-
struction Committee of Council, the Government of India set up a
Central Technical Power Board charged with the general responsi-
~ bility for initiating, co-ordinating and putting forward schemes of
electric power development and utilisation throughout the country

in consultation with the Provincial Governments concerned. It was
intended that this Board should function as a planning and develop-
ment organisation in direct touch with various authorities—Central
Government Departments, Provincial Governments, the Central
Board of Irrigation and commercial organisations. The Electrical

ggg;réaissioner was also Chairman. of the Central Technical Power
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Constitution of the Central Electricity Commission and the Central
Waterpower, Irrigation and Neavigation Commission

2.08. Prior to January, 1948, there were thus in existence the
following four organisations dealing with electricity, irrigation and
waterways development;—

) ITrﬂf' Electrical Commissioner with the Government of
ia;

(2) The Central Technical Power Board;

(3) The Consulting Engineer, Waterways and Irrigation;

(4) The Central Waterways, Irrigation and Navigation Com-
mission,

In January, 1948, the Electrical Commissioner’s organisation was
amalgamated with the Central Technical Power Board to constitute
the Central Electricity Commission with a view to avoiding overlap-
ping and duplication. Similarly, the office of Consulting Engineer
Waterways and Irrigation was combined with the Central Water-
ways, Irrigation and Navigation Commission to constitute the Central
Waterpower, Irrigation and Navigation Commission, !

2.09. The composition and functions of these two organisations
were laid down in the Resolution Nos, EL.I 201 (1) and DW.XVILI(1),
both dated the 16th January, 1948, of the former Ministry of Works,
Mines and Power. With the formation of these organisations, the
work relating to hydro-electric power generation, which was pre-
viously performed to a limited extent by the Central Technical Power
Board, was entrusted to the Central Waterpower, Irrigation and
Navigation Commission. It was, however, provided that the Central
Electricity Commission would assist the Central Waterpower, Irriga-
tion and Navigation Commission with plans and designs for trans-
mission and utilisation of electricity generated by hydro-electrie
projects.

2.10. The two Commissions continued to function separately until
1951. It was soon apparent that there was considerable room for
closer co-ordination with a view to achieving efficiency and economy.
Such co-ordination was sought to be effected by appointing the Hydro-
Electric Member of the CWINC as a part-time Member of the CE.C.
Even this arrangement was not found to be wholly satisfactory. It
was, therefore, decided to amalgamate the two organisations parti-
cularly as a large number of schemes for multipurpose development
of rivers were then under consideration. -

2.11. The present constitution of the CW&PC is derived from
Resolution No, EL.I 201 (5),* dated 21st April 1951 of the late Minis-
try of Natural Resources and Scientific Research. By this Resolution,
the Commission was charged with the general responsibility of ini-
tiating, co-ordinating the furthering, in consultation with the State
" Governments concerned, schemes for the control, conservation and
utilisation of water resources throughout the country for the purpose
of flood control, irrigation, navigation and waterpower generation,
schemes of thermal power development and also schemes of trans-
mission and utilisation of electric energy throughout the country.
The Commission was, if so required, also to undertake construction

*Appendix 1
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:and execution of any such schemes. Detailed functions of the Com-
mission in the exercise of the above responsibilities were also defined
in the said Resolution as follows:—

“(a) to make all necessary investigations and surveys and when
so required, to prepare schemes and designs; '

(i) for the development of river valleys in respect of
power generation, irrigation by gravity flow or lift,’
navigation, flood control, soil conservation, anti-water-
logging measures, reclamation of alkaline and saline
soils, drainage and other related facilities such as
malaria control, recreation and fish culture; and

(ii) for thermal electric power development;

(b) to undertake construction work on any river valley
development or electric power development schemes -on
behalf of the Government of India or State Governments
concerned,;

(c) to advise and assist, when S0 required, the State Govern-
ments (Commissions, Corporations or Boards that may be
set up) in the invéstigation, surveys and preparation of
river valley and power development schemes for parti-
cular areas and regions and in the surveying of potential
sources of load, the forecasting of revenue from electricity
supply and the formulation of electricity tariffs;

(d) to advise the Government of India in respect of Water and
Waterpower rights and disputes as between different
units, of the effect which any scheme for the conservation
and utilisation of water may have on the interests of the
concerned units and of the interpretation of agreements in
this regard between different units and any matter that
may be referred to the Commission in connection with river
valley development;

(e) to advise the Central and State Governments on the
administration of electricity legislation and control of
electric utilities;

(f) to advise the Government of India in regard to all matters
relating to electric power development, public electric
utilities, both private and State owned;

(g) to advise the Government of India in regard to the settle-
ment of priorities for plant, materials and foreign exchange

as between various river valley development and power
projects;

. (h) to collect, co-ordinate the collection of, publish and analyse,
data relating to waterways, tidal rivers, rainfall, runoff
and temperature, ground water resources, silting of
reservoirs, behaviour of hydraulic structure, etc,, and to

act as the Central Bureau of Information in respect of
these matters;

(i) to collect, maintain and publish statistical data relating to
the generation, distribution and utilisation of electricity
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throughout India and to act as the Central Bureau of
Information on all matters relating to the public electricity

_ supply;

(j) to initiate schemes and arrange for the training of Indian

Engineers in India and abroad in all aspects of river valley
development and electricity supply industry;

(k) to standardise instruments, methods of observation and
record, materials and construction, design and operational
features;

(1) to review and lay dowa for the whole of India, standard
voltages and practices for generation, transmission and
, distribution of electrical energy;

(m) to conduct and co-ordinate research on the various aspects
of river valley development schemes such as flood control,
irrigation, navigation, power development, etc, and the
connected structural and design features; and

(n) to conduct experiments, research, propaganda and gene-
rally to carry out such other activities as will promote the
spread and use of electricity, throughout the country, in
particular in the semi-urban and rural areas”.

2.12. The Estimates Committee recommended in their Fifth
Report (1951-52) relating to the Central Water and Power Commis-
sion and Multi-purpose River Valley Schemes that “........................
The duties of the Commission should be limited to initiating, co-
ordination and utilisation of water resources throughout the country.
The function relating to the construction of any such schemes should
be taken away from the Commission and entrusted to separate ad hoc
bodies......... ¥ This recommendation was accepted by the Gov-
ernment and the Commission was consequently relieved of its respon-
sibility in respect of function (b) relating to the construction of
projects. The Comm'ssion has, however, continued to render, when
required, assistance in the construction and initial operation of small
thermal power stations in areas not served at present by large hydro
or thermal power projects. Later, the Government of India set up
the National Projects Construction Corporation for undertaking

construction of projects. :

2.13. Consequent on the floods of 1954, it was realised that ad hoc
measures taken by the States to combat floods which occurred at
fairly frequent intervals in their areas were merely palliatives and
that, for a satisfactory protection of the areas affected by floods, a
more scientific approach and concerted action by the adjoining States
was necessary. The States affected, viz.,, Andhra, Assam, Bihar,
Jammu and Kashmir, Orissa, Punjab, U.P., and West Bengal, accept-
ed the advice of the Centre and set up Flood Control Boards to
formulate schemes, both short-term and long-term, for tackling the
flood control problems in their areas. To consider the schemes pre-
pared by the State Flood Control Boards at the highest level and to
draw up a national fiood control programme, a Central Flood Control
Board, which included Ministers from the States and the Centre, was
constituted. To assist the Central Flood Control Board in all techmnical



10

matters pertaining to the preparation of integrated plans for flood
control, River Commissions were constituted for the basins of the
Ganga and Brahmaputra and for the North-Western region covering
Punjab, and Jammu and Kashmir. A Flood Wing with three Chief
Engineers and ancillary staff was added to the CW&PC to give techni-
cal assistance to the States wherever necessary. The existing set-up

of the Commission is indicated in the chart on page 14. '



THE CENTRAL WATER AND POWER COMMISSION

Top Level Set up as on the Ist Fune 1958

CHAIRMAN
Water Wipg Power Wing -
- . ] r
Member, Member, Member, Member, )
Desi Planning Hydro-electric Utilisation
angm and
Reaearch Investigation ‘
- - J [ ]
Chief Chief Bngineer, ° Chief Engineer,
-Bngineer, Flood Plannmg Flood Field
Fl Field and Designs Investigations
« . Investigations (Easr)

{West)
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CHAFPTER 110
CONSTITUTIONAL POSITION

3.01. It will be observed from the previous Chapter that the
Centre has taken interest in Irrigation and Power matters through-
out the British period and since Independence. Various forms of
organisations have been tried out for giving concrete shape to this
interest having regard to circumstances at the time. The fact, how-
ever, remains that the Centre has always given assistance to the
States for facilitating the discharge of their functions in this impor-

tant sector which has a vital bearing on the economic life of the
country. . g

3.02. The present Constitutich lays down the broad functions of
the Centre and the States in I;hese matters. Items 20, 32 and 38—
List III (Seventh Schedule) give concurrent jurisdiction to the Centre
and the States in matters connected with Planning, Navigation and
Power, Ttem 17—List II (Seventh Schedule) makes Irrigation
wholly a State subject, except for regulation and development of
inter-State rivers and river-valleys which are within the jurisdiction
of the Centre vide item 56—List I. Article 262 of the Constitution
provides for the adjudication of disputes relating to waters of inter-
State rivers and river valleys.- This gives the right to Parliament
by law to provide for such adjudication. In view of the importance
of Irrigation to national planning, the Centre has to take sustainad
interest in the development of the Irrigation potential and its utilisa-
tion. Another reason for its interest in these matters is the provi-
sion of financial resources for,many of the major irrigation works.
The third factor is the necessity of meeting foreign exchange needs
of the projects either by direct release of such funds or by means
of loans negotiated with foreign creditors.

3.03. The Irrigation and Power Ministry and the Planning Com-
mission thus carry distinct responsibilities over a wide field in
Irrigation and Power matters in the sphere of policy, planning and
progress of implementatjon. ¢ -

3.04. It is the responsibility of ‘the Irrigation and Power Ministry
to lay down the general policy for the development -of water and
power resources in the country. For the discharge of this responsibi-
lity, the Ministry performs the following functions: — ‘

(a) examination of schemes formulated by the States and parti-
cipation in discussigns leading to the preparatiorr of the
Plan, its annual components and consequent phasing of
projects; : Y

(b) Obtaining the vote of Parliament for policy on"irrigation

and power matters and for funds made. available to the
States;

12
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(¢) formulation of integrated flood control programmes in con-
sultatxop with the States which have the flond problem,
andkassmtance to the States in executing other protection
works;

(d) watching the progress of the projects in the irrigation and
power sector and of costs against estimates;

(e) study of the International aspects of utilisation of water
resources; . .

(f) acting as an agency for negotiating foreign loans and cre-
dits and arranging for foreign exchange requirements of
the projects. . .

_ 3.05. The size of the Irrigation programme in relation to the tota-
‘lity of the Plan expenditure, the fixation of actual priorities, the
-earmarking of resources for the Plan period and for annual plans
:are some of the responsibilities that fall on the Planning Commission
in consultation with the States and other authorities concerned. In
-addition, the Planning Commission has been charged with the res-
ponsibility, in terms of its functigns,* for reviewing the progress of
the Plan. It has, therefore, to interest itself in the details of actual
implementation and the difficulties that arise in the way of complet-
ing the planned programme. Thus, the Central Government and the
Planning Commission have to be €ully in the picture in the matter of
‘planning, designing and exegution of projects for Irrigation and
Power. In fact, in view of the :importance attached to industrial
development, Power occupies a special place in the economic life of
the country, and the Centre has to take close and continuous interest
‘in its generation and distribution. ¢,

3.06. The scope of the Irrigation Rrogramme in the First and the
Second Plans required a considerable organisational effort on the
part of the States and the Centre. The trained man-power was
fully extended and this created several situations in which it was
found necessary to draw upon the rédspurces and the good offices of
the Centre for meeting them. We have observed' that a considerable
-amount of co-operative effort has beep made, in spite of regional and
local factors, to reach expert advice wherever it could make effective
contribution. The CW & PC, the I. &*P. Ministry and the Plan-
ning Commission have, in particular *played a leading part in this
:sphere. The Centre had thus to take interest for strengthening the
local organisations in the larker.interest of the country, namely, of
completing Irrigation and Power works according to the schedule
laid down in the Plan. , N

3.07. The main burden of ‘detaijed planning, investigation and
execption of Irrigation and Power, schemes has, however, to rest
inevitably on State Governments. They face the beneficiaries of the
.schemes either directly or through the elected members of the Legis-
lative Assemblies. The Constitution places a direct responsibility on

*Function (6)-of the Planning Commission ready as follows :—
(6) to appraise from time to time the progress. achieved in the execution of each
stage of the Plan and to recommend the adiustuments of policy and measures
that such appraisals might show tobe necessary.

461&P -2




14

them, anti, while the Centre may lend a helping hand, an organisation-
has to be built up in the States for undertaking, efficiently and eco--

nomically, all the stages of work connected with Irrigation and’
Power projects. .

3.08. It is possible, in such circumstances, for the Centre to give the-
impression sometimes that'it is taking too detailed an interest in all
aspects of Irrigation and Power plans. Since it has also the sanction’
to regulate the size of the annual Plan and thus the release of {funds,
it is possible for it to make its influence felt in many issues in which:
difference of opinion may arise. The concurrent nature of the func-
tions in this sector predisposes in favour of some overlapping of juris--
dictions and the possibility of misunderstandings on that score unless

responsibilities of each authority are laid down with some degree of’
precision. ’ .

3.09. The evidence tendered before us shows that attitudes of mind
have developed which have resulted and may further result in creat-.
ing misunderstandinps between the Centre and the States. We do
- not think that the area of such conflicts is large or by any means

such as should cause anxiety but it is there and the possibility of its
expansion cannot be ruled out. We do not wish to go into the ques-
tion, at this stage, whether it is legitimate or not, but it does show
that a great deal of thought has to be devoted to the division of func-
{ions among all the authorities that are, by virtue of the Constitution,
responsible for certain features of the policy, planning and execution
of Irrigation and Power Projects. As the Central Water and Fower-
Commission forms an important link in these arrangements, its re--

organisation impinges on all these issues and invests our task with
considerable complexity. - o

3.10. The plan of this Report, thel.-efore, is:
(a) to assess the present arrangements and their adequacy;

(b) to attempt a review ¢f the Tuture organisatibnal and tech--
nical requirements of the Centre, the Planning Commission
and the States in this sector, and to indicate broadly our-

views regarding the place of the CW & PC in these:
arrangements. LI . '

-
-

3.11. The necessity to view the arrangements for Irrigation and
Power in their entirety arises from the Terms of Reference given to-
us. We have to define the relationship of the Central Water and’.
Power Commission with other authérities. This can only be done if"

there is some measure of clarity about the responsibilities that each:
authority has to discharge. :



. CHAPTER IV

ASSESSMENT OF EXISTING ARRANGEMENTS AT THE CENTRE
AND IN THE STATES

4.01. A discussion of the constitution, organisation, functions and
methods of work of the CW & PC will involve ipso facto a considera-
tion of its relations with the States and others. It is, therefore, pro-
posed to discuss this subject at some length and then to refer separate-
ly to some important questions relating to the other authorities.

4.02. The constitution of the CW & PC is derived from the Resolu-
tion of the Government of India to which a reference has been made
in chapter II. The preamble of the Resolution enumerates the gene-
rality of functions to be discharged by the CW & PC. Il requires the
organisation to initiate and co-ordinate Irrigation, Flood, Navigation
and Power schemes in consultation with the State Governments.

4,03. The Resolution further goes on to list some 20 different items
on which the CW & PC is supposed to base its working programme.
These items subsume all known aspects of Irrigation and Pocwer
projects and policy considerations thereon. Agencies can thus be
created within the organisation of the CW & PC for any aspect of
- work connected with Irrigation and Power. , The Resolution, as it is
worded, is both a source of strength as well as of weakness to the
-CW & PC. Tt enables the CW & PC to deepen and broaden its organ-
isation on the one hand and on the other to build up defences for
inability to undertake at all or effectively many of the functions
assigned to it. The effectiveness of the CW & PC would naturally, in
the circumstances, be measured against the number of functions for
which it has been able to make adequate arrangements. The CW & PC
is conscious of the implications.of such evaluation of its work. It
has specially drawn our attention to it. Yet in the delailed proposals
for future reorganisation, the Commission has argued that it should
strengthen its organisation in relation to every function assigned to
it in the 1951 Resolution. The real point of our enquiry, therefore, is
whether the 1951 Resolution is fully operative in view of the consti-
" tutional responsibility as discussed earlier and even if it is, whether
its working, as proposed by the CW & PC, will lead to harmonious
and economic relationship among the various authorities concerned
with Irrigation and Power schemes. :

4.04. Many changes have occurred during the past few years :n
the I. & P. Sector. The Planning Commission which was constituted
in March, 1950, has several functions in the matter of preparation and
progressing of the plans of this nature. It has in effect become the

_determining forum for many items of work which were originally
expected to be undertaken by the CW & PC. Moreover, the Planning
Commission has also felt it necessary to employ a fairly large technical
staff for the discharge of responsibilities entrusted to it. No changes

15
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bave, however, been made in the functions of the CW & PC in view
of the impact of the work of the Planning Commission. '

4.05. A significant change that has occurred lately is the reorgan-
isation of the States into fourteen large sized units. In 1851, a num-
ber of States were not considered viable, organisationally and techni-
cally, for planning, designing and implementing major Irrigation and
Power projects. It is, however, now possible to envisage that all the
States would be able to organise adequately for undertaking all types
of work in the field of Irrigation and Power. - T

4.06. Another feature is that substantially the same functions, that
have been assigned to the CW & PC by the 1951 Resolution of the
Government of India, had been simultaneously assigned to the Central
Electricity Authority by the Electricity (Supply) Act, 1948. This has
not raised any major difficulties so far, as rationalization has been
attempted by framing the Rules of Business in such a way as to vali-
date the acts of the two Members of the CW & PC as if they were
exercising many of the functions statutorily, in accordance with the
provisions of the Electricity (Supply) Act, 1948. It will be explained
later in detail that it creates several complications regarding the
corporate working of the CW & PC.

4.07. The broposals for the reorganisation of the CW & PC should
take into account the effect of changes mentioned above which have
intervened since it was originally conceived in 1951.

. ’ !

Organisation

4.08. The CW & PC is organised into the Water Wing and the

P_ower.Wing. The details of the organisation are shown in the Chart
given in Appendix IL

»
Water Wing -

409, The Water Wing is organised on a functional basis. Ihter—l
related functions are grouped together to form Directorates and a
number of Directorates are supervised by each Member. There are

2 sanctioned posts of Members. The grouping of Directorates is sub-
ject to alteration from time to time. :

. 410. Lately, the grade of Chief Engineer has also been introduced
into the Organisation. It is an intermediate grade between Director
and Member. The grade of the Chief Engineer coincides with the
last two stages of the Selection Grade Director. The Chief Engineers

- are ut_ih'se_d for scrutinising flood control projects and directing field
Investigations work, undertaken by the Commission.

4.11. While the main division of work is thre .
are other grades between ork Is through Directorates, there

! ; ; the Deputy Director and the Director, e.g.,
Supenntqndmg Engineer, which coincides with the Selection Grade
of Dy. Director. The organisatidn then breaks up into Exeéutive
Engineers, Assistant Directors, Assistant Engineers, Extra Assistant

Directors and Design Asstts. This nomenclature Qescribes
) ign : scribes grades
for which graduation in Engineering subject is considered an esgntial
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qualification. In addition to these,’there are about thirty different
grades describing sub-professional and “lay” talent employed in the
service of the CW & PC. We have found it difficult to visualise the
exact shades of utility of each grade and the manner in which the
posts have been assessed to carry them. We requested the CW & PC
to let us know the standards employed for grading the posts but from
the information supplied it appears that no definite standards have
been evolved. '

There is considerable room for individual judgment in fixing
grades to the functions and responsibility attaching to a work unit
for which posts are created. It is obvious that posts are graded on
individual judgment and this accounts for several instances, noticed -
by us, of posts similarly graded carrying substantially different res-
ponsibilities. :

Power Wing

4.12. The organisation of the Power Wing is substantially on the
.same basis as that of the Water Wing. The important gifference be-
tween the two relates, as stated before, to the Power Wing acting
virtually as the authorised agent of the Central Electricity Authority.
It is necessary to bring out this peculiar organisational arrapgement
a little more fully as it has a bearing on the economic and efficient
working-of the CW & PC. ‘ ‘ '

4.13. The scheme of the Electricity (Supply) Act, 1948, envisaged
the constitution of a “hen. and chick” variety of organisation for
power development. The CE.A. was to have under jts wing, so to
say, the State Electricity Boards. The development of power was to
be the responsibility of the C.E.A. in the broadest possible terms and
its control on individual projects was limited to those which were
estimated to cost above rupees one crore; in the event of difference
of opinion between the CE.A. and the State Boards, the decision of
the State Government was to prevail. ’

414. When the CEA was constituted, the Central Electricity Com-
mission was already in existence. Thus a statutory authority was
established simultaneously with the existence of a non-statutory cen-
tral regulatory body. The two members of the Central Electricity
Commission were also appointed as members of the Central Elee-
tricity Authority. We understand that this was found necessary as
a sufficient number of senior technical personnel were not available
to man adequately the two high level technical bodies. With the
advent of the combined Central Water and Ppwer Commission (incor-
porating both the CWINC and the CEC), the position continued to
be the same. It appears that in the meantime the incompatibility of
the position was recognised and the powers of the CEA were virtually.
transferred to the'CW & PC (Power Wing) except in the i atter of
arbitration as required by section 3(ii) of the Electricity (Supply) Act,
1948. This was achieved by framing the Rules of Business in such a
way as to validate the action of the CW & PC. Thus, an authority
which was intended by Statute to have an independent existence,
came to be in reality an appendix of the CW & PC, an official organisa-

- tion. Lately, it has been decided that schemes estimated 1o cost above
Tupees one crore will be circulated to all Engineer Members of the
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CEA. The pracedure now is that the schemes from the States are
received in the CW & PC; they are subjected to technical examination
and are then put up for clearance to the Advisory Committee appoint-
ed by the Planning Commission. Subsequently, the same schemes
are put up to the Central Electricity Authority. This procedure,
besides leading to delay, does not seem to serve any purpose except
that of formal compliance with the statute.

4.15. One of the consequences of this situation is that the Members
of the CW & PC on the Power side are simultaneousiy Members of
the CEA. ‘At the moment, the strength of membership on the Power
side is two; if it is increased, the quantitative representation of the
CW & PC on the CEA will have either to be limited to two, or some
other arrangement will have to be devised as, in terms of its statu-
tory powers, the CEA can exercise almost any function in the field
of power. We apprehend that this might raise difficulties in the
future in the working of the CW & PC as a composite kody: We,
therefore, think that it would be desirable to re-appraise the complex
statutory and unstatutory arrangements. The opinion of the Law

Ministry, obtained at our instance, is also in favour of such a
Te-appraisal.

4.16. Another repercussion of the existing arrangements is that the
Power Wing of the CW & PC acting on behalf of the CEA derives
most of its authority for taking decisions from a statute while the
advice of the Water Wing has only an administrative import. The
disparity between the two Wings, on this account, may conceivably
affect the harmonious working of the CW, & PC as a ccmposite body,
particularly as some of the decisions on the Power side will have the

imprimatur not only of the members of the Power Wing but also of"

other members of the CEA who will not be in touch with the thinking
of the CW & PC as a whole. ’ .

4.17. In the light of the above discussions, we consider, that the
’_funct1ons regarding the development of a national power pclicy, carry-
Ing out of investigations, collecting and recording of dala, etc., con-
tained in section 3 of the Electricity (Supply) Act, 1948, should be
taken out of the purview of the CEA. The name of the Authority
itself may be changed for the purpose of carrying out functions relat-
ing to arb:t.ratmn embodied at present in section 3(ii) of the Act.
These functions may be assigned to a Standing Arbitration Board to
be appointed by the Central Government. The Act should be amend-
- ed suitably to give effect to the above recommendations. 'This will

facilitate the functioning of the CW & PC as a composite organisation

dealing, in an integrated manner, with the d : e
and Power. ' 1 e development of Irrlgat1on

Functions

4.18. The function:
broadly in two elab
thought it necessary
in order to assess th

s of the CW & PC have been presented to us
orate Memoranda of the CW & PC. We also
to conduct a work-study of its various Directorates
¢ manner in which the actual work was organised.

4.19. The Resolution of the Gove

rnment of India constituting the
CW & PC lays down broad functions in the sph irrigation. navi
gation, floods and power. The detailed pl-'osp e i gation, navi

gramme in pursuance of
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these broad functions is, however, reflected in the items of work con-
stituting the charge of each Directorate. We tried to piece together
from the results of the work-study and the broad picture given to us
in the Memoranda of the CW & PC, the priorities that the CW & PC
.assigns to its various functions inter se and per se. We gathered the
impression that the CW & PC has started on.a large number of items
of work in order to be able to discharge as many of the functions
allotted to it as possible, but does not appear to us to have attempted
the formulation of a programme of work of reasonable dimensions
within the capacity of the trained staff that it can expect t0 be released
for it from the overburdened staff of the States. The real difficulties
of the CW & PC stem actually from this. They were accentuated by
the addition of 2 number of items of work, which could not be anti-
cipated at the time the CW & PC was constituted. Sorce of the more
" important among them may be indicated below:—

(i) Membership of the Control Boards.

(ii) Advice to other Ministries and Development projects on
. hydrological questions and on utilisation of electrical power
in their respective special applications.

(iif) Meetings with the Planning Commission and those organis-
ed under its auspices for formulating Five Year Plans cr
for progressing schemes. -

(iv) Technical examination of projects for the Advisory Com-
mittee of the Planning Commission.

(v). Membership of the various Committees of the Indian
Standards Institution.

4.20. Several functions of the CW & PC entrench upon the sphere
of the States and we are told that they were taken up for the following
reasons: — :

(a) The States were not well equipped to undertake them, at
least some of them.

(b) The States cannot sustain particular types of specialist acti-
vities on their own, as their needs are of a transitory nature,
or do not add up to an organisation of that character on a
minimum standard.

(¢) The Centre is financing some of the projects and is, therefore,
entitled to take enough interest to see that funds are being

properly utilised.
(d) It is necessary to ensure uniform practices in the States and
. that can only be done from the Centre. .

(e) There is political pressure on the State Engineers and that
can' be offset only from the Centre; otherwise there is &
likelihood of inefficient projects, having local importance,
being taken up for execution.’ : :

(f) Inter-State projects Tequire consideration - by a neutral
organisation. .

) The CW & PC is in a better position to keep in touch with
& the latest trends in the international field in these subjects.-
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4.21. On the other hand, State Governments contend that the Com--
mission takes too detailed an interest in a large number of small.
schemes and that its scrutiny tends to be routine and causes delay in-
technical clearance of the schemes. The comments of the CW & PC,.
they argue, are presumably the outcome of scrutiny by inexperienced.
and immature subordinate officers of the Commission with little or
no knowledge of local conditions. Scrutiny at this level, in their opi---
nion, serves no purpose. On the other hand, it causes irritation and
frustration as estimates are 1prepared by senior and more experienced .
officers with intimate knowledge of local conditions. They go on to
argue that pre-occupation of the CW & PC with numerous petty
schemes leaves little time to it for thoughtful study and careful inves--
tigation of the problems. If, therefore, the CW & PC is to serve this .
purpose, it must divest itself of petty tasks and concentrate atfention.

on technical problems worthy of expert study by an All-India
Organisation. -

422, It is obvious that there is considerable polarity of views be-
tween the CW & PC and the States on the question of the functions.
that the former should exercise. In other words, beneficiaries of the-
advice of. CW & PC are sceptical of its utility in its present form."
We were informed, during our discussion with' Chief Engineers in
the States, that they tolerated it because the CW & PC plays an impor--
tant part in the allotment of resources.

4.23. The results of the work-study, undertaken at our instance and:
under our guidance, broadly confirm that the comments on the small
schemes fend to be stereotyped and the defects pointed out are such
as can be, and, in fact, should have been, rectified by the issue of’

appropriate standards, norms and instructions for the preparation of -
estimates and project reports. .

. 4.24. The CW & PC has assisted the States in the past in several”
respects and has shown considerable initiative in securing efficiency-
and economy in this field. In spite of this, the State Governments.
seem to consider that the methods of working of the CW & PC, in
relation to the States, should undergo several changes. We have-
ourselves observed, in discussions with the CW & PC, that there is.
insufficient recognition of the fact that the organisations of the States
have grown up and are capable of assuming responsibilities of plan-
ning, designing and execution of projects.in the Irrigation and Power -
sector except in’certain specialised fields. On the contrary, there is..
some apprehension in the Centre that in the case of small Projects, .
the States tend to under-estimate cosis and over-estimate benefiis in
presenting Projects for approval. And this has led to the designing
of a 100 per cent. check which we feel is unnecessary and incommen-
surate with the economies effected. The future division of work, as
between the Centre and the States, will require a different approach

We are glad .
to note that the States themselves recognise the utility of the CW &g PC

in several matters requiring high-level consultation in the Irrigation
and Power Sector.

v

4.95. It will be relevant at this stage to draw atténtion to the:
e:o§ion of authority of the CW & PC that has been steadily taking:
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place in relation to the functions as originau)‘r assigned to it in the
1951 Resolution. Some of these matters are mentioned below:—

(a) The Planning Commission has asked for a second opinion

on a few technical issues on which the CW & PC had already

" tendered adviee. Special Committees were appointed to
consider those issues. S

(b) There has béen a move to reduce the influence of the
CW & PC in the Control Boards inasmuch as the right.to
vote has been withdrawn from its representatives attending
the meetings of the Boards. = -

(¢) The CW & PC is not ‘being utilised for evaluation of pro-
jects, -presumably because it deals with the projects at all
stages from their inception to execution and participates -
in current controversies. ‘

4.26. It will not serve any useful purpose at this stage to examine
the justification for organising certain activities in the Irrigation and
Power sector away from the CW & PC notwithstanding the fact that,
by virtue of its charter, it would have been the duty of the CW & PC
to undertake these tasks. This may be partly ascribed to want of
confidence in the CW & PC and partly to the fact that the charter
.of the CW & PC has become ocutmoded and needs further considera-
tion in the light of the circumstances that have developed sinze..
Some of the functions, for which alternative arrangements have been
made, may not now be justifiably entrusted to the CW & PC.

4.27. The CW & PC is itself conscious of the erosion of authority
that has taken place and has attributed it, in its Memoranda presented
to us, to inadequacy of staff both qualitatively and quantitatively. We-
think that this is a simplified view of the matter and that some of the
methods of working of the CW & PC may also. have contributed to
the present situation. Some points that we have noticed during our
examination of the work of the CW & PC are mentioned below:—

(a) The CW & PC has organised its functions irrespective of the
availability of proper type of personnel. The States have
generally been reluctant to spare their good men and the
more so now when the volume of work in the States them-
selves has increased. The CW & PC, instead of limiting its
functions, has continued to expand with the assistance of
inexperienced personnel recruited directly from the market.

{b) In spite of the dearth of experienced senior supervisory staff,
the methods of work are such that a large amount of details
go up for consideration to them. The capacity of the senior
staff for devoting themselves to larger issues is thus com-
promised and- this is inevitably reflected in the quality of
out-turn, '

(c) "As will be evident from the statement below, the Chairman
and the Members of the CW & PC remained away from their
headquarters, both inside and outside the country, for con-
siderable periods during the last few years. The effect of
this was that either the important issues awaiting decision
were kept pending or they had to be left for consideration.
and decision of comparatively inexperienced staff.
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Statement showing the number of days spe:nt on tour by the Chairman
and the Members of the Central Water and Power Commission.

- 3 -

Nurnbcx.- of days-speat on tour by

Year. Chairman Member+ ‘Member - Membér Member
@ &1) .0.&R) ¢H.E) _ (U)
(Water Wing) .. (Power Wing)

© WiTHIN INDIA oLt
Iilf-?.s; u; 31-1‘2-54)- . 52 ) 50 26,_ " o )
21956 - - - - % 50 89 . .69 30
3. 1956 . . . . 122 84 135 128 6o
41957 - . - . 39 us 68 65
sixig-ssss to 3o~é-53). . ] i o : o7 o -
ABROAD

1. 1954 . . . 65 Nil 63 ..
2,195 - - - - % » 21 38 .-
3. 1956 - - . - 26 ' » 1z so 75
4. 1957 - . . . 26 » ' 13 38

The situation was further accentuated by some sanctioned posts 9f
members being left unfilled for considerable periods as indicated in
the statement below. .

Statement showing periods jor which the Chairman and Members of
the Central Water and Power Commission were in position

. Chairman Members x months Grand
) & months Total of
Year Sanctioned  Water Power 2 and 5§
' post—I Wi Wing Total |

ing
(Sanctioned (Sanctioned
pOsts—2)  posts—z2)

1 . 2 3 4 5 = 6
1951-52 ] . . . 12 22¢ 24 463 58%
1952-53 e e 12 22} 24 46% 58%
1953-54 - e 12 12 14 26 38
1954-55 e 12 22} 12 34} " 463
1955-56 . . . 1z .« 17} 22 39} 51%
1956-57 . e 12 24 22} 46} 581
1957-8 . . . . 2 12 22 34 46

sy - e - . 1 20} 18} 391 51t
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428. It is easy to extend the area of work of a Central Organisa-
%ion, particularly when it can influence the distribution of Central
.Tesources. H it'is done beyond the limit of availability of adequately
<qualified staff, the work is bound to devolve on inexperienced persons
.and would command a.very small proportion of attention from real
experts, owing to the large volume of work to be supervised by them.
“That the limit has long been reached in the CW & PC is clear from the
fact that perspns with 8 to 10 years’ total service are now within the
range of promdtion: to the posts of Superintending Engineers which
are available in the States generally to persons with about 15 years
of experience.. Experts cannot be made merely by designating them
~as such. A considerable amount of experience is a sire qua non of
‘their recognition. Secondly, it would not be correct to build on the
assumption that the States are unable to look after their responsibili-

ties. In fact, one of the duties of the CW & PC should be to help
strengthen the State Organisations which have to carry the full-scale
burden of execution. The longer the interval in accomplishing this
‘the more it reflects adversely on the main purpose of the existence of
the CW & PC. Moreover, it also seriously affects the build-up of the
consultant talent at the Centre which is largely drawn from the
cadres of the States. Nor is it desirable that only a few well-organised
"States should be depended upon for recruitment to the CW & PC, as,
sooner or latér, inequalities in regional representation are bound to
. ~cause difficulties and deprive the CW & PC of local knowledge so
essential for proper planning of projects. It is, therefore, essential
‘that the States which have not yet been able to equip themselves to
reasonable standards, may be assisted to do so in as short a time as
practicable. We think it would be poor economy to strengthen the
Centre and to leave the State organisations in a weak position in the
hope that a well-equipped -Centre would be able to counter-balance
-the weaknesses of the States.

4.29. The position is slightly different on the Power side. Most
-of the States have only recently set up Electricity Boards and are, in
our opinion, in need of assistance for organising themselves efficient-
ly. Some of the States have frankly informed us that they are in
need of such assistance for some time to come. It is necessary that
assistance should be rendered fo the States, when required, but it is
equally essential that the process of spoon-feeding should not be
carried too far. A time-limit should be set for liquidating organisa-
tions created for this purpose in the CW & PC. :

4.30. Comparatively junior officers are holding important middle
level posts on the Power side also. The staffing standards on this side
have been diluted roughly to the same extent as on the Water side.
From our discussions with the CW & PC, we gather the impression
that there is greater disposition on the Power side than on the Water
side on centralising work of all types pertaining to the generic
heading ‘Power’. This is attributed . to the inability of the State
Governments to turn out work of adequate quality owing to lack of
experienced staff. While we concede that there should be a greater
measure of flexibility in this sector for division of work between the
Centre and the States, it should be remembered that the expansion

. of the CW & PC on the Power side can only take place at the cost of
-experienced Engineers from the States. We, therefore, suggest that
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it is necessary .. maintain a proper balance between. the functions:
" that should be organised at the Centre and in the States,in the Power
Sector. We may point out that some of the functions can be readily
iransferred even at this stage to the States e.g. Load Survey and
serutiny of estimates below Rs. 1 crore. The Jatter function is being
performed by the CW & PC on behalf of the Avisory Committee set.
up by the Planning Commission. The limit of rupees one crore laid.
down in the Electricity (Supply) Act, 1948, for scrutiny of estimates.
appears to be sufficient from the point of view of the review of esti-
mates of the States by a Central organisation and we suggest that it
. should be adhered to. : .

Methods of Work

431, eBfore concluding our assessment of the existing structure-
of the CW & PC, we would like to refer to the methods of work
orienting the organisation. The best of organisations could be com--
promised by the methods of work that may be adopted. Our assess-
ment shows that the following issues require careful consideration.
in laying down economic methods of work in -all sections of the-
Commission:— - . :

(a) The initiative from a consultative organisation should
come mainly from above, At present it mostly appears to
be otherwise. This has resulted in a pyramidal build up in
the Commission.

(b) The top management should give the impression of co--
ordinated working. The two Wings at present are working:
in watertight compartments and it is seldom that they

" meet as a composite body. Each Wing has even its separate-
administrative set-up. There is no doubt that the two Wings:
share a Chairman but the Power Wing had practically its:
own independent spokesman in most of the matters.

(¢) There is a considerable possibility of replacing trained
Engineers by other talent for work of sub-professional and’
- non-professional nature. :

(d) The posts should be graded on an objective basis which
should be defined as precisely as practicable.

432. We have already drawn attention to the inadequacy of
trained man-power and the consequent dilution of staffing standards
in the CW & PC. The CW & PC have had to make direct recruit--
ment from the market in view of the difficulty of obtaining the right
kind of personnel from the States. The new recruits gererally do-
not possess adequate field experience necessary for the type of work
that the CW & PC is called upon to undertake. In fact, it will not
be an exaggeration to say that the direct recruits have generally been
drawn from University desks and placed at the official tables of the-
Bikaner House. Apart from the initial lack of experience, the new
recruits have lgagl adequate opportunity of gaining construction ex--
perience after joining the CW & PC. We will deal with this aspect
later but we would like to draw attention here to certain facts rela--
ting to it. We have examined the records of most of the senior offi-
cers of the CW & PC in order to assess the extent and type of ex--
perience that they possess. It appears from the table below that
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only a very small percentage of such officers had experience of the

appropriate character. . For the purpose of this table. We have
reckoned that a minimum period of 5§ years should have been spent

-on construction work in the capacity of Assistant Engineer for the
posts of Deputy Directors (and Executive Engineer) and as Executive
Engineer and/or Superintending Engineer for the posts of Directors
(and S.E.) and above.

TABLE
- Practical Training of O fficers of C. W. & P. C.

: Water Wing Power Wing .
*SL.  Designation -
No. of Total No. of Total No. of
Officers No, of trained No. of trained
officers  officers  officers  officers
in the in the
grade grade .
! .
1. Member . 2 1 2 2 Construction work for
the purpose of this
-2. Chief Engineer 2 Nil . . study does  mot
. include :
3. Director 8 1 8 2 () Construction work
. other than in the
. 4. Superintending 9 2 - .- field of Irrigation
Engineer. : and Power ;
. (i) Normal opera-
:5. Deputy Director 36 . 5 22 [4 tion and main-
: tenance work of an
6. Executive Engi- 17 4 ‘s .. ordinary Irriga-
neer. . tion Division

uniess construc-
tion is  specially
mentioned as part
’ of such wor
: (iis) Investigation
and survey Work.

4.33. The standards and reputation of the CW & PC for consulta-
"tion by the States can be maintained only if adequately trained and
experienced staff is at its disposal. We would rather that the
Government placed an embargo on the future expansion  of the
‘CW & PC, however important the activity may be, than it should
-earry on with the help of inexperienced staff.

4.34. Our study further reveals that the shortage of experience is
not only of a general character. There is a dearth of specialised per-
sonnel necessary for working in the Directorates requiring such
-experience. On the other hand, the specially trained officers have not
:been fully utilised for the purpose for which they were trained.



CHAPTER V
PRINCIPLES OF REORGAN IS{\TION

'5.01. The future organisation .of the CW&PC depends upon two-
factors: — ‘

(i) a rational scheme for the distribution of functions among-
those concerned with the I & P Sector; and

'(ii) the state of preparedness of 'diﬁerent organisations to
undertake this work. .

5.02. Each State Government and Electricity Board should, in our-
opinion, have the following minimum organisations:—

(i) An investigation and planning cell.

(ii) A designs cell to undertake preparation of designs of small
and medium projects.

5.03. In addition, the State Electricity Boards should make their
own arrangements for load survey. This is their function and the
expenditure is legitimately chargeable to their estimates. The
CW & PC has taken over this work on the assumption that the States
inflate their figures and thus vitiate the data on which decisions " are -
taken regarding the relative priorities of the projects. We do not
fully share the apprehensions of CW&PC, nor has any tangible
evidence been produced before us indicating that this is the general
practice. We have discussed this matter in detail with the CW&PC and
the State Chief Engineers on the Electricity side. We think that if

two precautions are taken, the risk of inflation, if any, will be avoided.
These are: :

(a) the CW&PC should draw up instructions for load survey,..

based on its past experience,’ prescribing the procedure,
standards and norms, wherever possible;

(b) the Commission should have adequate staff for a review
9f thg surveys undertaken by the State Eleetricity Boards -
in material particulars having regard specially to the
knowledge of the loads pertaining to Central industrics/

g&rjgté_wmd‘ will be more intimately known to the

5.04. It should not be difficult for the Centre and the Planning
Commission to use their good offices to see that the States build up
a minimum standard of Irrigation and Power Administration, In our-
f:hscussmns with the Chief Engineers of the States, we were assured

at th?il were quite capable of undertaking almost all the tasks-
exgept e preparation of major designs in some of the States. They"

26
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stressed, however, the necessity of an organisation at the Centre for
consultation on important technical issues.’

-5.05. The CW&PC has argued before us that the States cannot be
fully depended upon in this matter and that the preparation and im-
plementation of plans may not proceed according to schedule. While
we cannot say that the States will play their part according to the
expectations placed upon them, it is clear that the division of work
between the Centre and the States cannot be made on the basis of
the Centre undertaking tasks that inherently belong to the latter.
We suggest that, in the existing circumstances, it would be desirable
if the States and the Centre were to run a plan for pooling experience
and talent in the I & P Sector in the same way as has been organised
under the Colombo Plan. It will be a sort of internal plan of that
character designed to reach “expertise” wherever it is lacking. We
‘are making this recommendation in view of the difficulties which are
being experienced in constituting an All-India Service of Irrigation
and Power Engineers. The implications of this plan will be that the
Centre may have to bear the liability for a part of the difference in
the pay of the officer in his parent cadre and the emoluments he will
receive if he were to be appointed in the cadre of the State. We have
not fully assessed the financial effects of our. proposals but we think
that the Centre may not have to bear additional expenditure over and

" above it is already incurring on organising certain State activities in
the CW&PC. The advantages will be: (i) the standard of organisa-
tions in the States will improve, and (ii) it will inevitably provide
better types of recruits to the CW&PC itself in future. '

5.06. As a preliminary step, we suggest that the Planning Com-
mission may, in consultation with the Irrigation and Power Ministry -
and the State Governments, appoint a Committee of two or three
Engineer-consultants and a senior Finance Officer with administra-
tion and management experience to make a quick assessment of the
organisational effectiveness of the cadres of the States in the Irrigation
and Power Sector with a view to suggesting ways and means cof
strengthening them to the minimum extent necessary for the func-
tions that they are expected to undertake. This will serve as a basis
for working out the details of the plan of assistance referred to above.

5.07. We have kept the following principles in view for making
detailed proposals for the reorganisation of the CW&PC: —

(a) The Commission should formulate an all-India plan of
action in which constituent units will have their own part
to play according to a schedule which should dovetail ulti-
mately with the schedule for preparing Five Year Plans
by the Planning Commission; E ‘

(b) the Commission should review the original work done in
the States from an all-India angle, particularly from the

~ point of view of inter-State co-ordination.

(c) in an emergency, when a unit fails to achieve its targets,
the Commission should assist it with the necessary techni-
cal staff either from its own cadres or from such other
cadres as can spare the required staff. :
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-Our recommendations in respect of the detailed division of duties
between the Centre and the States, having regard to the above dis-
~cussion, are contained in the following paragraphs:— -

(i) Policy and the preparation of the Plans

5.08. The policy is evolved in the course of the preparation of the
Plans: Perspective, Five Year, and Annual. The procedure for this
‘is laid down by the Planning Commission in consultation with all
concerned and ultimately the policy and the broad details of the Plan
are accepted by the National Development Council. As it is a co-
~operative effort, all elements concerned with the different subjects
make their contribution to it. The role of the CW&PC in this respect
is to check the technical feasibility of the proposals made. It is neces-
-sary, for this purpose, for the CW&PC to develop a considerable

amount of data for adequate technical appreciation of the Plan. This
‘may take three forms:— . !

4

(a) The CW&PC should consolidate the relevant data basin-
wise. Where any shortcomings exist, these should be made
good on the basis of a well laid out plan, within a time
limit, for investigation and compilation of the data;

(b) it should develop plans from these data and check whether
the proposals made by different authorities lead to the
optimum use of the resources of the country for Water
and Power on an economic basis; and

(c) it should ensure that the schemes proposed are (i) techni-
cally .sount.l, (ii) financially feasible, and (iii) have been
fully investigated before inclusion in the Plan. :

5.09. The main processes are the basin-wise study and the develop-
‘ment of a Plan. The responsibility of the CW&PC for the former
~should be (i) to lay down a time-table for such studies, (ii) to appor-
‘tion the whrk among State Governments, and (iii) if necessary, to
Tecommend measures for financial assistance or for strengthening
the staff of State Governments for this purpose. The studies are of
"such an important nature that we are surprised that they should not
have receivad-the _attention and priority that they deserved. The
_economic and efficient planning, designing and execution of Irriga-
tion and Power projects rest pre-eminently on this work. We suggest
‘that the major gaps in the basin-wise data should be filled within the

next five years so tl}at a greater degree of accuracy is imported into
rour planning of Irrigation and Power projects than hitherto, This
work is of a continuing nature and will always require attention, but

& considerable improvement would result i i
information have been closed. i when the main gaps in our

o 2:10. "As regards (c) in paragraphs 5.08 above, we think that the
"CWE&PC should not devote detailed attention to schemes costing below

rupees one crore. It may, at-its discretion or at the instance of the
.Pll:lmnu?g Commission, review such schemes broadly, particularly
‘when inter-State Interests are involved. We are convinced that the
present practice of detailed review of small estimates creates un-
necessary work and generates a kind. of negative - attitude amongst
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the technical talent in the States bordering on hostility, which is not
conducive to a healthy relationship between the CW&PC and the
States. Further, it undermines the sense of responsibility and confi-
dence of the Chief Engineers of the States. Nor are we canvinced
that the scrutiny by the CW&PC has led to any real improvement.
The excesses over estimates, approved by the CW&PC or otherwise,
“continue to be a chronic feature, thus suggesting that the States do
-not appear to take up accurate planning and designing for the purpose
of approval of estimates. The examination of estimates in this way
also leads to considerable delay. Our studies show that the CW&PC
has taken as long a period as two years to Tormulate iis final com-
ments on some small projects received from the States. It may be
noted that out of 215 irrigation and multi-purpose projects estimated
to cost Rs. 175 crores, 161 are below rupees one crore and their
estimated cost is likely to be Rs. 50-72 c¢rores,

. 5.11. It has been contended before us that the States have oiften
included projects in the flood control programme, which have no
organic connection with it. We are not convinced that this is
‘deliberate. In fact, in many cases, it may be attributed to
differences of opinion on the scopeand ‘details of the project.
Moreover, we think that, even if the argument is correct, a
hundreg per cent check by comparatively junior engineers in the
Central Water and Power Commission is not an economic way of
discouraging this tendency. Flood control measures are now y no .
longer in the stage of improvisation. The priorities and the types of
projects could be planned in advance by State Governments and
their brief description sent to the CW&PC to enable it to see (i)
whether-any inter-State ramifications arise, and (ii) whether there
could be any possibility of an ordinary-irrigation project being in-
cluded as a flood project. If any projects answer the above descrip-
tion, they could be called for and examined in greater detail It

- should be possible, in our opinion, to get this information through a
suitably designed pro forma. This procedure should apply to pro-
jects estimated to cost below rupees one crore. .

5.12. It has also been argued before us that senior engineers of the
States do not -devote -personal attention to such projects and that it
would, therefore, be desirable to centralise their serutiny. If this is
a fact, it is an additional reason for strengthening the organisations
of the States so that project reports are prepared with proper tech-
nical guidance from the very start. :

(if) Basic facts

5.13. Planning can be a success only if basic hydrological data are
gaithered with accuracy and precision. This involves three types of
tasks: (i} planning of the work of obtaining data, (ii) actual task of
obtaining data, and (iii) consolidation and interpretation of data.
Since basin-wise studies are the foundation of the work of planning
in Irrigation and Power, the task of planning for obtaining hydroio-
gical data should, in our opinion, be the responsibility of the CW&PC.
The actual task of obtaining data and their consolidation and inter-
pretation should be entrusted to the State agencies, except for such
inter-State issues on which it is considered necessary that tihe
CW&PC should work.

461 & P—3
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(iii) Besic studies

5.14. One of the most important functions ¢f the Comrn@ssion'is to
undertake basic studies necessary for better planning, designing and
preparation of projects We regret to note that in the midst of other

preoccupations, the Commission has not been able to devote adequatc
attention to such studies.

5.15. The future programme should provide for a definite time-
schedule for these studies and staff should be earmarked and targets -
set up for them for the.completion of this work. It would be neces-
sary to ensure co-ordination with the State Governments so that the -
responsibilities of the CW&PC and of the States for completion of this
work are clearly fixed and dovetailed. We suggest that programmes
of this nature should be prepared by the CW&PC and placed before
the Co-ordination Board of Ministers through the I & P Ministry for
adoption. This will enable the States to make concurrent and corres-
ponding arrangements so that the programme is implemented
throughout the country on a unified basis, and overlapping is avoided.

5.16. We also suggest that there should be a provision for periodi-
cal evaluation, of basic studies by the Commission and that regular
reports on this subject should be sent to the Ministry of I&P and cir-
culated to the State Governments for their information. This will
enable the Chief Engineers to bring to the notice of the Commission

any, work of a similar character being undertaken in the States so that
proper co-ordination could be ensured.

5.17. It is in recognition of the importance of basic studies in ihe
field of_ Ix:rlgatmn & Power that in assessing the future strength of the
Commission we have provided for an additional post of Member in«
order to enable the Commission to implement the programme men-
tioned above in a reasonable period, say 3 to 5 years. We have sug-
gested the creation of this post on a temporary basis until the major
portion of the work is completed. We recommend that this post
should be created only when a programme of basic studies, as sug-
gested above. has been ovrepared and avoroved by the Ministrv of
Irrigation and Power. We envisage that if the programme of basic
studies is systematically implemented as proposed, a stage
will be reached when the work will taper off considerably
and the need for an additional Member may cease to exist. The

progress of work should be reviewed by th ini
year and the necessit y the I & P Ministry every

I y of continuing th -
beriod of three years : g the post re-assessed . after a

(iv) Designs

~ 518, We recorhmend that issi nti
Funstion ¢ grecommenc Dea the Commission should continue t¢

: 1 Designs Organisation for the prevaration of
_ gﬁzﬁﬁs oft a gomparai_:lvely complicated nature. Thep‘ Commission
Shoul thnosturtl ertake in futu:;e the entire designs work of a project,
S -viewe > atlfs would be setting up their own Designs QOrganisations
ey of the availability of experienced personnel for designs
e 1i;>m d})l‘O]eCtS nearing _compl_etion, we suggest that a scheme
Thout ef awn up for their utilisation elsewhere on the lines of
plan of assistance recommended in paragraph 5.05 of this report.
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519. We would further recommend that the CW&PC should
undertake designs work only on request. The technical officers of
the State/Project concerned, of appropriate status, should be asso-
ciated with the preparation of designs by the CWG&PC to enable
them to get acquainted with the principles of the designs and the
latest design techniques.

(v) Investigations

5.20. One of the functions of the CW&PC at present is to take
up investigations and surveys, and, when so required, to prepare
schemes for the development of river valleys. Investigations carried
ou: by the CW&PC fall within the following two categories:—

(1) Investigations undertaken at the instance of State Govern-
ments, autonomous Government Undertakings or other
commercial concerns.

{The cost of such investigations is to be borne by the
State Government or the party concerned.)

(ii) Tnvestigations wundertaken in the interest.of national
flevelopment. ’ .

(The expenditure on these investigations is to bcrne
by the Central Government in the first instance and
debited, in due course, to projects as might materialise
as a result of such investigations.)

_ 95.21. Investigation schemes which have so far been undertaken
Iin the interest of national development are of the following types:i—

(i) Schemes for surveys and collection of data for flood control’
measures in the Ganga Basin,

(ii) Schemes for investigations and surveys for c¢ollection of
hydrological data for flood control and planning of water
resources development in the Ceniral India and Deccan
River Basins. '

(iii) Schemes for survevs andscollection of data for flood
control measures in the Bhahmaputra Basin.

5.22. The Flood Field QOrganisation of the CW&PC, in addition
to its other functions. is responsible for maintaining co-ordination of
the activities in the field of investigations and collection of essential
datz for flood control in the entire country. It also assists the State
Governments, whenever required, in carrying out surveys and
and investigations for flood control and.river valley projects. Based
on data- obtained during flood investigations, basin-wise reports of
almost all the immnortant rivers in the country are being prepared
by this organisation. These reports provide information and data
regarding the topography, rainfall. run off, silt. temperature, flood
problems, suitability of land for irrigation, projects existing, under
construction and under investigations, geology, economics, etc, of
each basin, and serve as important data books for planning of river
vallev projects relating to individual States and inter-State problems
and projects. The schemes that have been entrusted to the CW&PC
for investigations are given in the Statement at Appendix III.
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5.23. We reiterate that organisations for investigations should be
built up in the States themselves and that it should not ordinarily
be necessary for the CW&PC to take up investigations on their
beéhalf. We are fully conscious of the fact that investigation of
projects is of great importance from the point of view of develop-
ment of the country. It is for this reason that we propose that the
States should not be allowed to continue to ignore their responsibi- -
lity in this matter. The Government of India and the Planning
Commission should make it clear to the States that their proposals
for new projects will not be accepted, unless these are based on
proper investigations and that, in their own interest, they should .
build up proper organisations for this purpose. The Central Water
and Power Commission and the Central Government should give
necessary assistance to the States in arranging experienced staff for
them. This experienced staff will be a nucleus for training other
stafl required by the States.” We are of the view tHat the existing
staff engaged for investigations may be dispersed by the CW&PC
to the States after the investigations in progress have been completed.
Wherq possible, the States should even be encouraged to take over
investigations in progress along with the staff employed on them.
We consider. that efficient supervision of work of the investigation

%a{fl{_ which is dispersed all over the country, is not possible from
elhi. *

.9.24. The position regarding the investigation of projects may be
briefly mentioned. At the time of preparing the Second Five Year
Plan, 125 uninvestigated projects were included in it. Out of these,
46 still remain to be investigated. The . nnsition regarding the
projects to be included in the Third Five Year Plan is not fully’
known but it is evident that heavy arrears of investigations.will
have to be carried forwarc}. It is in this context that the suggestion
made by us for decentralising the work of investigations should be
viewed. We do not think that even by the Centre rendering any
help, as it Is doing at present, the backlong of arrears can be cleared.
We suggest that the CW&PC should prepare a programme for investi-
gations and, in consultation with the States. demarcate the staff’
that may be required having regard to its total availability. Periodic
conferences of the I&P Ministry and the States may be held in
order to evaluate the progress made in respect of investigations

Pattern of Authorisation

+5.25. The present procedure of sanctioni j i
implementation consists o e et e e

_ of many stages. The first stage is the
preparation of the project for administrative ., sanction inga State.

The second stage is to get it included i ; i
: . > Lo n the Plan. The third stage
. 15 o establish a priority among projects for allocation of resourcg&

and the fourth stage is actual impl i i
0 ementat
be necessitated for various reasogs. on and phasing that may

5.26. A large number of proj i irst Fi {

r _ jects in the First Five Year Plan had
not bggn properly investigated before int:lusionL in the Pil:n. ?[? waas
acch' ingly suggested that the Planning Commission should appoint
an Advisory Committee to scrutinise projects to see that:—

(i} the schemes have been properly investigated:
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(ii) the estimates- have been worked out accurétely and in
. sufficient detail; and

{iii) the financial forecast and the revenue returns are based
on correct data.

5.27. This Committee is thus an additional milestone in the long
march of projects through the administrative labyrinths at the
Centre. Before they are put up to the Committee,” they are scru-
tinized by the CW&PC virtually from the same angle The result
is that small "projects below Rs. one crore, which are by far the
majority of projects seen by the Committee, are subjected to double
serdtiny once at the technical level and again at what may be
termed the technical-cum-administrative level of the Advisory
Committee composed of Engineers, Administrators, and Financial
experts,

5.28. It will be interesting to trace the course . of the projects
through the various Directorates of the CW&PC. The Chart at
Appendix IV shows that considerable time is taken by each Directo-
rate to offer its comments even on small projects. This lends

,welght to the complaint made by the States that the consideration
ocf“}che projects gets delayed while they are. under scrutlny by th

&PC,

5.29. The position in the Power side ‘is that the pro:ects have to
undergo scrutiny by the Central Electricity Authority in addition
to the CW&PC and the Advisory Committee.

5.30. The Commission has given us some illustrative examples of
the economies that they have effected in small projects. We have
examined a number of projects ourselves and we think, taken as a
whole, the claim of the Commission for effecting - economies is
somewhat over-stated. Some of the objections are really of the
nature of second opinion on the same facts. Many of them pertain
to missing links in the data furnished by the States. This could be

~ rectified by prescribing a check list which should ordinarily accom-
pany the projects sent to -the CW&PC.

5.31, We are firmly of the view that the only solution to this
double, nay, even treble draft of engineering talent on small projects
‘is to decentralise the.work relating to projects estimated to cost
below Rs. one crore both on the Water and Power sides. We would
suggest that all such projects should be finally dealt with by the
Chief Engineers in the States except, when required, for a broad
review in the CW&PC from the point of view of their inter-State
implications. If a large number of defects are noticed in the pre-
paration of projects, the matter should be brought to the notice of
the Chief Engineer- concerned by the Chairman, CW&PC. It should
not be difficult for the Chairman, CW&PC, to persuade the Chief
Engineer to improve the technical efﬁcxency of his organisation in
this matter.

5.32. We suggest that the following drill should be adopted for
authorisation of projects in future:—

(i) No scheme should be included in the Plan unless it is fully
investigated.
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(iii)
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\
The rest of the schemes should , be divided into two
categories:—

(a) schemes partially investigated,
(b) schemes not investigated at all.

The States should assign priorities for investigation to
the schemes falling under item (ii) above, on the basis
of the practicability of completing investigations in time,
quick realisation of benefits and such other special factors
that may arise from the policies of Government. We
attach importance to proper investigalion of projects as
their economy depends on the reliability of .the data
obtained. We would, therefore, suggest that priority
should not be assigned to projects which have rot been

adequately investigated, except for very special justifica
tion. :

(iv) A ;;rogramme of -investigations should be drawn up two

or three'years in advance of the preparation of the plan
for conducting such investigations. The respective roles
and targets of the State Governments should be defined
in a conference with them. T

(v) Projects estimated to cost above rupees one crore should

"(vi)

(vii)

be scrutinised by-the CW&PC, and those below rupees
one crore should be seen by it, when necessary, from a

v::ry broad -angle, namely, that of inter-State ramifications,
ete. '

]

The CW&PC should define the information that should be
supplied with the project reports. It should prepare

pro formae for this purpose and circulate them, within a
reasonable period, to all the States.

The State Governments may appoint ad-hoc Committees
from within their personnel or from among retired Chief
Engineers readily available, to exercise a check on pro- .

. jects prepared by their Investigation Circles in order to

(viii)

(ix)

scrutinise that they are based”on adequate investigations
and data. The projects should be accompanied by thé
pro formae referred to above duly completed.

The CW&PC should keép a watch on the progress of
Investigations both as a result of personal discussions and
by obtaining reports in suitable forms. The veviews of
the CW&PC should be compiled quarterly and sent to
the State Governments, the 1&P Ministry., and the Plan-
ning Commission. ' Programme’ Advisers of the Planning
Commission may, if necessary, be requested by the I&P

Ministry to use their good offices to
progress where'necessagry. _ step up .the rate of

Where differences of opinion arise. the CW&]E"C

enfleavour to settle them with the States concerned. All
P&I‘g].ects received by the CW & PC for consideration of the
Advisory Committee should be finally disposed of within

six months of their receipt. A monthly report should be

o
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prepafed on the progress of examination of projects by
the CW&PC, and sent to the Irrigation & Power Ministry
and the Planning Commission. - _

Consg;'ruction -

* 533. The CW&PC is not required at present fo undertake
construction work. We -endorse this position. We have, however,
observed that an erection unit for small thermal plants exists in the
Power Wing for rendering emergency, assistance to the States, This
unit‘may continue until the States have equipped themselves for
‘such work.

5.34. The Commission should, however, be concerned with the
progress of construction and consequent phasing of projects. This
can be done in four ways.— .

(i) By receiving regular progress reporfs
(if) By personal visits.

(iii) By attending Control Board meetmgs
(iv) By evaluation bt selected projects.

5.35. All these methods of progressing projects are in use now.
'The CW&PC is utilising (i), (1i) and (iii); while (iv) is organised
by the Committee on Plan Projects in consultation with the autho-
rities concerned. The reports of the teams appointed by the COPP
are discussed with the CW&PC before their publication. The present
arrangements for watching the progress of projects seem to us to
be adequate, _



CHAPTER VI

PATTERN OF ORGANISATION

6.01. The CW&PC enjoys at present the status of an Atlached

Office, i.e. it functions virtually as an independent organisation
within its delegated powers. '

6.02. The CW&PC was requested to let us know the difficulties
it was experiencing under the present system of organisational
structure and working. It has stated that there is a considerable
amount of duplication of work between the CW&PC and the Minis-
try of I&P, and that several matters got delayed in the process. It
is evident that in technical matters the Ministry is not 4n a position
to make much contribution. The CW&PC has accordingly proposed
that the organisational structure should be in conformity with the
one obtaining in the Roads Wing of the Transport Ministry. Its
basic feature is that the Consulting Engineer (Roads) is ex-officio
Joint Secretary to the Transport Ministry. There is also a system
of common files between the Roads Organisation and the Ministry
of Transport. The papers are received first in the Ministry, and are
shown to the technical officers after precedents have been located.

Further disposal depends upon the directions given by the technical
officers.

6.03. We have given careful thought to the proposal of the
CW&PC. Though, on the surface, it seems attractive, there are many
snags in it, In the first place, the analogy between the Roads Wing
and the CW&PC is not apposite. The Roads Wing ,controls the
Central Road Fund, and it has sometimes to function as a machinery
of Government for issuing sanctions. Further, there is only one
senior officer of the rank of Joint Secretary in charge of the organi-
sation and it is not difficult to invest him with Secretariat status.
On the other hand, the CW&PC is a high-level technical advisory
body and has no executive functions to perform, Also, the amount
of work of secretarial nature is not enough to justify the conferring
of ex-officio status on the four Members and the Chairman. In case
the ex-officio status is given to the senior-most official, namely, the
Chairman, he will be virtually flooded with the minutiae of adminis-

trative and technical matters requiring the exercise of such status.
Moreover, we understand that the

4 _ Government has recently decided
that ex-officio status should not be given o Heads of organisations
=f this character. ‘

6.04. In their Fifth Report, the Estimates Committee had recom-
mended as follows:—

“Commission to be q separate body from the Secretariat.

13. The. Committee recommended last year (vide para. 2 of
their Second Report) that all post

s of Additional Secre-
taries should be abolished. Apart ional Se .

36

from the general
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considerations urged therein, the Committee are strongly
of the opinion that. the Commission should be quite «
separate body from the Secretariat and the Chairman cof
the Commission should have no ex-officio status in the
Ministry or a hand in the administrative decisions. The
Committee also.feel that the duties of the Commission -
should be LIMITED TO INITIATING; CO-ORDINATION
AND FURTHERING schemes for the conservation and
utilisation of water resources throughout the country. The
functions relating to.the construction of any such schemes
should be taken*away from the Commission and entrusted
to separate ad-hoc bodies.” :

This recommendation was accepted by Governmentt In our
view, this was a step in the right direction and we do not see any
justification for altering this decision. On the other hand, we have
felt, during our examination of the material relating to the CW&PC,
that there are several matters which have a substantial executive
import though they have also a technical content. The considera-
tion of these matters in the CW&PC involves the organisation in
coniroversies and detracis considerably from its technical objecti-
vity. It thus compromises its position as a high level advisory body,
and further floods the Senior Officers with a mass of detailed work
incommensurate with their status. '

6.05. We think that it is desirable that work of this nature should
be taken away from the CW&PC, and transferred to the Ministry
of Irrigation & Power. We refer spegially to: '

(i') allocation of foreign exchange;

(ii} questions relating to the rationalisation and distribution
' of construction plant and machinery which are also linked
with the question of allocation of toreign exchange; and

(iii) questions relating to the allocation of scarce materials to
the projects.

6.06. We have noticed,. as stated elsewhere, that a large number
of. technical officials are employed on this work much of which can
be handled by sub-professional and ministerial grades.. Apart from
its other advantages, the transfer of this work to the -Ministry is
bound to result in saving in engineering man-power. Actually,
there is a double draft on such man-power in some cases. For

- example, in spite of the existence of a Plant and Machinery Directo-
rate in the CW&PC for more than 4 years, the Ministry found it
necessary to employ an officer on Rs. 3,000 p.m. to carry out exactly
the same functions. )

6.07. It is not our intention that the CW & PC should be divorced
from discussions on these subjects. When the material has been
prepared it should be made available to the Commission as a matter
of routine. The CW & PC should also be associated with final dis-
cussions in case the matter involved requires high level <‘echnical
appreciation.
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_ 6.08. The acceptance of the above recommendation .will necessi-
_tate the appointment of technical officers in the Ministry of Irriga-
tion & Power. The status and.strength of such officers may be
determined on the basis of the additional work-load transferred to
the Ministry. e ' :

6.09. Parliameht questions are another item of work in which
there is considerable duplication of effort between the Ministry and
the Central Water & Power Commission. We suggest that where
the questions relate to State. Projects, the information should be
cbtained from them directly by the Ministry and got verified from
the Central Water & Power Commission, only where there is a
likelihood of its making some contribution. The present practice
of sending copies of Parliament Questions to the Commission, as a

matter of routine, for their comments involves duplication of work
and should be discouraged.

6.10. The reason for the recommendations made above is {hat the
Central Water & Power Commission should be able to act as
objectively as practicable in the matter of tendering high level
advice on technical issues relating to Irrigation end Power. This
can be secured only if the Commission reorient their method of
working. We have observed, during the course of our studies; that
the usual practice in the CW&PC is to start consideration of most
of the technical matters at the lowest level and then to work them
up through a series of gradations to the highest level. There are
very few issues which are discussed by the Commission as a whole.
The purpose of appointing a Commission is that it should examine
the issues referred to it as a corporate body. The members may be
appointed be:cause of their specialised experience in particular fields
but the subjects are inter-related. The Commission- should. there-
fore, take a co-ordinated view of issues arising” in relation to the
entire work in the Irrigation & Power Sector. In case the opinion
of éach Member is to be construed as the advice of the Comimission

as a Whole, the CW&PC might as well be replaced tant
having experience of a speciglised nature, ® replaced: by consultants

6.11. One of the poss{ble objections agai ' st

. ¢ _ gainst the above suggestion
:;Su;?;g th:q time of the Members will be wasted if all tgygpes of
a worﬁsm aergfconmdered‘ by the Commission jointly. The division
o funct'oy' lclajr t_he convenlience of arranging business, be made
op 2 fun 1hna\ asis but the privilege of working as a Commission
shoy e shared by all the Members and not only by the Chairman.

As an illustration, we give belo ject: '
; w a number of sub hich could
be regarded as the concern of the Commission asjgct\srh‘(‘;l}::c—h )

(a) Programmes of Basic Studies.

(b) C?nside;ation of basin-wise Irrigation & Power Plans.
(¢) Power System Planning.

(d) Manuals prepared by t issi s |
posed to be prescrislr) etli’l.? Commission and standards pro-

. (e) ?\%‘:_lhrll‘iecal_ examiha't-iox_'x of projects at v’ariou‘s‘ stages, Le.
ceipt, at the time of issuing comments to Chicf
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".Engineers, and before final comments are passed on to
the Advisory Committee to the Planning Commission.

(f) Important technical features relating to. designs and cons-
truction aspects of projects referred to the Commission.

(g) Important administrative and organisational matters.

~ 6.12. We would make the following recommendations for .regula-
ting the work of the Commission more purposefully and for ensuriig
better co-ordination than existing at present:—

(i) Projects received in the- Commission for technical exami-

. nation should be scrutinised by the Member (Projects)
personally who should draw up a note for consideration
by the Commission as 2 whole. Scrutiny in the respective
Directorates should be undertaken only after the Com-
mission has given its directions. ‘

(ii) Other important matters "referred to the Commission
should be considered similarly.

(iii) The Commission as a whole should review the work of
each Direcforate once a month. A suitable pro forma
should be evolved for preparing such review by each
Directorate. This should indicate targets, when they can
be fixed, and the state of their realisation. The discussiorns
of the Commission on this and other issues should Ue
minuted and forwarded to the .I & P Ministry.

We envisage that the Commission will be meeting once 2 week.

6.13. The pyramidal system of arranging work in the Commission
is, in our opinion, wasteful of talent and time, The base of the
pyramid is far too broad for the requirements of the Commission.
We have not gone into the staffing at the lower levels in meticulous
detail but, from the work studies carried out by us, we have formed
the opinion that the base could bhe contracted appreciably. We
.would, therefore, suggest that details of the lower staff should be
worked out in consultation with the Ministries of Irrigation & Power
and Financé. We think that it would add to the efficiency of the
Commission if 25% of the posts of Dy. Directors and below were
reduced. The degree of reduction will depend upon an appreciation
of individual work-load and performance in pursuance of the prin-

~ciples of reorganisation recommended elsewhere in this report.
1

6.14. At present, too many levels are involved in consideration of
questions in the Commission without making commensurate contri-
bution. We think that except for complicated issues arising in a
Directorate, a part of the straight-forward work can go directly from
the Deputy Director to the Member. It could return to the former
via the Director so that he could be kept in touch with develop-
ments. The co-ordination in the charge of a Director or a Member
could be secured by a round-the-table meeting twice a month.

6.15 A proper method of circulation of fresh receipts also helps
in exercising control. We suggest that all the fresh receipts of the
day should be seen by the Director and he should mark the more
important ones to the Member concerned before these are passed ¢n

to the lower levels for examination.



CHAPTER VII

. DETAILED ORGANISATIONAL STRUCTURE

7.01. Our work-study was designed to assess work-loads of Direc-
torates as a whole including their methods of work but it was not
intended to determine work-loads of individual officers. We have
reached the conclusion, from a consideration of the material placed
before us and from discussions that we have held with the various
authorities, that the senior staff of the Commission needs some
rationalisation while ~there is considerable room for reduction
amongst the junior staff. We have already indicated our views ré-
garding the extent to which this reduction can be carried out. We

do not, therefore, propose to deal here with staff belo\y the level of
Director.

702. We are not suggesting any change in the broad organisation
of the Commission as it exists at present. The work of the Com-
mission should continue to be allocated among Directorates on 2
- functional basis. The Directorates should then be grouped into con-

venient charges of Members on the basis of work-loads and inter-
relationship of functions. - -

7.03. The statement at page 41 shows at a glance the number of
posts of Members, Chief Engineers, Directors and Superintending
Engineers, asked for by the CW&PC in their original memoranda,
the number that they have proposed in their revised memorandum
and the number that we consider should be adequate. We envisage
that the work of the Commission would be adequately carried out
by a Chairman, seven Members, and a Secretary. We have made
this recommendation on the basis of the Commission continuing to

exist as a single body. We have given our reasons for this recom—'
mendation at several places in this

Chapter IX. Reporfc and particularly in

7.04. The Commission should have three broad divisions dealing,
respectively, with work relating to water resources, power subjects
and common services. Four out of the seven Members should deal
with water resources; three with power development, and the com-
mon services should be included in the charge of the Chairman. The
total number of Directorates should be 23. Their grouping among
the charges of the Members is indicated in the chart at Appendix V.

7.05. The seven Members

distribution of work among proposed will have the following broad

themselves: —
(1) Planning, Investigations and Water Utilisation; .

~ (2) Designs; - '

(3) Projects;

40



Statemees of Staff of the C. W. & P. C.

(E. & E. and above) -

Originally Subsequently Proposed by the
) Existing proposed by proposed b Reorganisation
Name of Post C.W.&P. C, C.W. &P C Committee
E No. Annual No. Annual No. Annual .No. Annual
Expenditure Expenditure Expenditure Expenditure
Rs. Rs. Rs. _ Rs.
1. Chairman - T * 36,000 1 36,000 1 36,000 1 36,000
2, Secretary . .. . - X 22,800
‘Water Wing
3. Member . . - 2 64,500 8 2,58,000 1,61,250 4 1,269,000
4. Chief Engineer 3 1,03,500 .. . .. .- - .
3. Director . . 13 2,445,500 22 4,00,004 14 2,63,368 12 2,525,744,
4. Superintending Engincer 5 85,200 -6 1,02,240 5 85,200 ..
TaTAL’ 5,33,760 7,96,244 5:45,818 | 413,544
Power Wing i
‘1. Member . . 2 72,000 5 1,80,000 4 1,44,000 3 1,08,000
2. Chief Engincer . . .- o 1,36,800 6 1,36,800. .. -
3. Director . 12 2,310,400 35 6,72,000 31 5:95,200 11 2,11,200
: ToraL - | 3,02,400 9,838,800 8,76,000 3,19,200
Granp Total $,36,160 17,85,044 14,21,818 732,744

1¥
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(4) Basic Studies and Research;

{5) Thermal Power;

(6) Hydro Power & Power Systems; and ‘
(7) Power Utilisation.

7.06 We are of the opinion that there is no justification for a
separate Flood Wing in the Commission. In the first place, flood
control is primarily the function of the States. Secondly, flood cor-
trol measures cannot be divorced from Irrigation aspects. The data
have to be studied in a co-ordinated manner and control measures
devised on over-all considerations. The investigation and compila-
tion of data relating to discharge, rainfall, catchment etc., should be
the responsibility of the States, particularly in view of the fact that
funds for flood control programme are to be included in the Stales’
sector of the Plan, as.recently decided* by the Planning Commission.
This, we think, is a move in the right direction. We, therefore, sug-
gest that the various Members should deal with such aspects .of
floods as pertain to subjects included in their respective charges, e.g.,
flood investigations, if any, will be dealt with by Member, Planning,
Investigation and Water Utilisation, and designs of flood control
works would be the charge of Member, Designs.

7.07. The salient features of the charges of the Members proposed
above are indicated in the following paragraphs. .

. 708 The Member, Planning, Investigations and Water Utilisa-
tion, will be in-charge of all works connected with Investigations,
Hydrology; Irrigation and Water-ways. He may have three Direc-
torates under him—one dealing with Planning & Investigations, the
second dealing with Hydrology and Statistics, and the third with

Irrigation and Water-ways. He will also have the temporary Direc-
torate of Union Territories under him.

l
7.09. We have already recommended that investigation  work
should be done, as far as possible, in the States, and the CW&PC
should not undertake this work save in exceptional -cases. We,
therefore, think that one Directorate should be able to deal with

whatever investigation work that may ultimat in wi th
CWEPC. Tt will also co- 2 work mow bog done and o

ordinate the k 1
be done in the States. work now being done and to

" 7.10. We do not propose any 'major ¢h i i

. ¢hanges in the functions of
‘the dD1rgctorate of Hydrology and Statistics. Our general reconl-
mendations about methods of work should apply here also.

- Na'?.ll‘. We consider that the existing. Waterways,

vigation Directorate need S d on
tions and methods of w s reorganisation both as regards its func-

ork. In the Irrigation and Waterways Direc-
;ggae::n?;ggOjff%r?iyg;?orrrlloret emphasis should be given to theywork of
irrigation maps, publicatior ential of the river basins, preparation of

lon of annual reviews of irrigation in Indi
ete. The work relating t - laraed o more
realistic manner than lgn t%:r ;;3. ways should })e planned in a more

Irrigation and

*Planning Commission Letter N, NR-10(3)/59, dated 21-2-59,
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7.12. As regards the Directorate of Union Territories, we are of
the opinion that the work does not properly belong to the Commis-
sion. However, the Directorate may continue on a temporary basis
till alternative arrangements are made to carry on this work, .

7.13. The Member, Designs, will be incharge of the designs of
dams, canals and flood works, and will have two Directorates under
him viz. (i) Directorate of Canals, including . Flood Designs; and
(ii) Directorate of Dams. - )

7.14. The prestige of the Commission depends mainly on its
acknowledged supremacy in the field of designs. It is, therefore,
necessary that the Directorates dealing with designs work 'in the
Commission should rece've close and continuous attention from the
Member, Designs. - We have, however, observed that the Member,
Designs, is at present performing miscellaneous duties of diverse
character not directly related to designs, such as allocation of foreign
exchange, scarce materials, plant & machinery, etc. This may have
been necessitated because of the fact that the Commission did not
always have its full strength in the past. We would recommend
that in future the Member, Designs, should be placed in the exclusive
charge of the Directorates dealing with designs work in the
Commission. . '

7.15. The Member for Projects would be allotted work relating to
technical examnation, cost control, advice on constructional prob-
lems including plan layout, etc. The’Member, Projects, will normally
attend the meetings of the Control Boards except in case where the
presence of any other Member is necessary having regard to the
subjects included in the agenda. He will also be in-charge of mis-
cellaneous work arising in the Commission; which is not related’ to
‘he charge of other Members. The work -of tendering advice to
other Ministries and Projects is an example of this kind ot
work. Recently, the number of references of this type has increas-
ed considerably. They do not always required special study. The
advice sought for could be given by an experienced Eng'neer who is
in touch with the work of the Commission. The fact that the advice
has been sought for by other Min’'stries inevitably tends to push up
the level of disposal of this work, which may not be warranted
otherwise. We suggest that work of this nature should be cgntrahs—
ed in the Commission under the Member, Projects. We think that
a Deputy Director of adequate training and experience should noi-
mally be able to dispose of m-st of this work. We would suggest
that all fresh receipts in the Commission on this account should be
marked to him in the first instance. He should deal with them under
the guidance of the Member/Director, Technical Examination. In
case specialised treatment is necessary, the Member, Projeects, should
obtain the directions of the Chairman before transferring the papers

to other Directorates for disposal. .
7.16. The Member, Proje}:té, will have the following Directorates
under him: — -
(1) Technical Examination.
(2) Cost Control & Miscellaneous work.
(3) Construction Plant & Machinery.
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717. The Member, Basic Studies and Research, will have the
following Directorates under him:— '

(1) Manuals & Standardisation.
(2) Basin-wise studies,
(3) The Research Station, Poona(

It will be the duty of the Director, Manuals and Standardisation,
to draw up a programme of preparation of manuals in the Commis-
sion. He will collect the necessary materials from different Direc-
torates and have the manuals prepared in his own Directorate ac-
cording to the programme drawn up. He will also deal with stand-
ardisation and the work connected with the Indian Standards®
Institution. . :

7.18. We have already drawn attention to the importance of basic
studies, like preparation of basin-wise reports of different river
basins. It will be the function ~of the Directorate of Basin-wise
Studies to prepare a programme of such studies indicating therein
the part to be played by the different States and the CW&PC. It
will be his duty to obtain necessary data from the States who will

normally collect, compile, consolidate and interpret these data, and
prepare basin-wise reports. = :

719, Member, Basic Studies; will also be in-charge of research.
He will _have the Central Water and Power Research Station, Poona,
under him. It will be his function to formulate the programme of
research and to obtain the concurrence of the. Commission in it. In
doing so he will co-ordinate with the Central Board of Irrigation and
Power. After the research programme has been framed, it will be
his duty to remain in touch with the progress and to. bring it up
for discussion in the Commission at regular intervals, '

-7.20. We will now deal with the division of work among the three
Members proposed for Power development. The activities of the
Commission :n this respect can be broadly classified as below:—

(i) Thermal power generation;

((_{{)) }'II‘¥dm Power generation;

iid ansmission and distribution of power:

(iv) Utilisation of power, power; and

The above classification is based on the techni i
properly planned power system. niques employed n 2

7.21. We are at present on the eve of a large pro leve-
lopment of Thermal Power (coal) to increasegthg Cgli?linr;r}: ionfsii?lr:d
power capacity, By the end of the Second Plan the installed thermal
_calgaclty 1s expected to amount to 2.88 million kw. which will be
4%,«2 of the then lotal public electric power supply capacity; it will
also represent 63% increase of thermal capacity over that at the
geg_m'rll‘lng of the Second Plan. We, therefore, recommend a Mem-

er’ (Thermal) to be solely in-charge of the Commission’s work of

assisting in planning and execution of inst : ¢ 'K
capacity in different areas on a co- - stallation of this generating

I > ordinated and efficient basis. He has
{g “crleal} _gnth special problems e.g. utilisation of the large raeslosurcgs of
callyg aTﬁeaII{ger}::ggr asl}ucorkl,tent coals for generating power economi-
. will - be assisted by two Direct for
%?rm:tegil}id general designs of Thermal Power Stations O:;srﬁo;l:othgi'
g le% it cations and contracts connected with procurément of suit-
quipment for the power stations. The temporary cell created
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in the Power Wing for engineering and preparation of specifications
for establishment of the 200 MW thermal power station at Neyveli
will alse work under this Member.. As the country’s resources of
technicians, experienced in practices of large high pressure steam
power stations, are particularly limited, we recommend active mea-

,Sures for training a number of them in the country and abroad. '

7.22. One Member should direct work on problems of utilising
water resources for generation of hydro-electric power. Although,
‘construct’'on works of a number of large multi-purpose hydro-elec-
tric projects, which were commenced in the First and Second Five
Year Plans, are now in advanced stages of progress e.g. Bhakra Nan-
-gal, Hirakud, D.V.C,, Chambal etc., it will not be correct to assume, as
the CW&REC has done, that in future hydro-power development in the -
-country will be largely through single-purpose projects. With a
Tainfall, as this country has, limited only to a few months in the year,
the water resources of every nullah and valley must be conserved
and used for several purposes in a co-ordinated manner. This may
be said to be of prime necessity to the community. The economic
generation of hydro power should also be co-ordinated with other
uses of water. The demand of the several uses for the water in the
valley cannot be fixed for all times, it must necessarily wvary as
communities grow, and irrigation and industries develop. The co-
ordination of these uses should be.planned in a flexible manner.
It is essential that the Commissien as a whole views the river water
uses of the country with these objectives and helps in planning and
executing projects, from {ime to time, for the different uses.

7.23. Two Directors should handle the Hydro-power station
details—one for layout and designs, and the other for specifications
and contracts, The Member-in-charge of the section can also deal
with other work of the Commission—he will have one Director to
-assist in technical examination of Power Projects, and another to
organise and process research on power system problems. The latter-
+ Director will participate in the work of co-ordination of power and
communication circuits; he will also co-ordinate work on Standards
and Designs manuals, ' _ , '

7.24, We do not consider that the volume of work at present justi-
fies a separate Member for Transmission and Distribution of power.
We suggest that a senior Director should handle this work. He will
deal with problems of power svstems designs, _sgch as lgyout of suit-
able high voltage transmission lines and receiving stations required
for transmitting power to load centres which will also serve as high
capacity links to inter-connect thermal as well as hydro generating

stations. .
This Directorate will deal with Transmission as a whole and will
serve both the Member (Hvdro Power) and the Member (Thermal)
though it will be under the administrative control of the former.
The Directorate will also supervise hydro-electric power surveys
“where the Commission is rendering this service to the State Electri-
city Board or other local authorities. _ :

7.25. The growth of low voltage distribution lines and particularly

of rural supply liries will be reviewed in a separate Directorate in

the Power Utilisation section of the Commission.

7.96. The erection and commissioning of large generating plant and

its auxiliaries in Hydro and Thermal power stations is still being

461&P—4
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carried out by technicians from abroad on behalf of the foreigm.
manufacturers who are supplying such plants, Though, we were un--.
able to obtain precise figures of expenditure incurred on forejgn.
technicians working in our Irrigation & Power Projects, it can ' be-
generally stated that the amount involved is quite substantial and

constitutes a considerable drain on our foreign exchange resources

It is very desirable that we rapidly train and ‘develop such talent:
ourselves, as it will not only save foreign exchange but will also make

a valuable addition to the technical resources of the couniry. Ex-

périenced personnel for this work should be developed in the power-
systems of the States and Electricity Boards. We would also suggest

that the I&P Ministry should collect from all the States/Projects ete.,.
full details of expenditure on foreign technicians and consultanis,

‘separately for Water and Power Projects, year to year from now

onwards. This would provide a reliable index of our dependence on.
foreign experts, and of the efforts made.to become self-supporting:

= 1727, To help areas which are-relatively under-developed, one or
two squads of such erection personnel may also be developed in.the
CW&PC. There will be work for all these units in the power pro-
grammes of the Second and Third Plans. The CW&PC’s squads (one:
Hydrp and one Thermal) may be built up as temporary units in the
first instance, in the Thermal and Hydro sections. -

7.28: In view of the specialised nature of the work, it will be neces--
sary to create a séparate cadre for erection purposes. To begin with,.
the highest officer in the cadre who may be called Erection Superin-
tendent, may bfe of the grade of Deputy Director but as the work
and responsibility increase, the post may up-graded to that of a
Director. "These units may be initially built up in the CW & PC, and’
should be transferred to the National Projects Construction Corpora-.

-tion when the training is completed and they have gained some
experience, ) . .

1.29. A separate Member will, as now, be in-charge of the Power"
Utilisation section.. There will be three Directorates in this section.
—one for Load Surveys‘ and acceleration of rural electricity supplies,
a temporary one for assisting Union Territories in solving their power
supply problems, and a third for .collection and publication of data
relating to progress of power development and its uses in the coun-
try. _The thu:d D1;ectorate Wwill also deal with legislation and com-
mercial questions like power supply tariffs agreements, etc., that may
arise between the various State Electricity Boards and their consu-
mers including the Central Government establishments,

7.30. The CW&PC is maintaining, at present an elab '

. 0. ° ) \ orate field

organisation for carrying out load survey in the States. and proposes

;?xs {Tgéﬁféﬁ th;s i;ga;n&gtwn further for a number of years. The
was that this work was n i i

States and that in the absence of de ndable datn, Hetsed in the

try. It was also argued that t Y _
survey obtaining ing the diﬁerélrftreswas no uniform pattern for load

tates. - issi .
to transfer this work to the States \:relfe e Commission proposes.

themselves to take it over, n the latter have equipped:
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.. "7.31. Electricity Boards have now been constituted in almost all
the States. Development of power is the primary function of these
Boards. This furiction cari:be satisfactorily performed only if the
Boards collect dependable data concerning load development. It
. should, therefore, be left to the Boards themselves to undertake this
primary function of conducting load surveys.within their jurisdie-
tions. It should be made clear to them that no new project would be
sanctioned unless it is suported by a reliable load survey. So long as
the Centre continues to conduct Ioad surveys on behalf of the States/
Boards, the latter would remain inclined to Pay scant attention to this
primary function. We, therefore, recommend that the field staff of the
Load Survey Directorate should be dispensed with as early as, possible
and the work in hand transferred to the respective States/
Boards. Every effort should be made to persuade the States;/Boards
to take over this field staff. Lo

7.32. The CW&PC has specifically asked for the posts of ecne Mem-
ber and three Chief Engineers to deal with the various items of work
listed in our Terms of Reference No. (V). We Have discussed these
proposals with the Members. of the Commission and have also consul-
ted the Railway Board and the Hindustan Steel Ltd. It transpires
that the CW&PC had received no specific request from any of these
organisations for expert assistance of the type contemplated. We
understand that these organisations are building up their own techni-
. cal experts to deal with their specific requirements. In any case,
ready-made experts of this nature are not available in the CW&PC.
We were informed that the Commission would have to build them up
by getting them svecially trained in the industries concerned in the
country or abroad. In the circumstances, we do not consider that it
is necessary for the CW&PC to provide for this service within its own
organisation. The co-ordinating requirements of these industries, as
far as the Commission is concerned, would mainly relate to proper
power supplies for their working, and standardising of electrical
equipment used in such industries to conform, where possible,
to the practices employed in the field of -general power supply. The
Commission is already rendering such assistance. As the volume of
such work is on the increase due to starting of State Steel Plants,
Coal Boards, etc., we have provided for two Deputy Directors to head
two Directorates in the Utilisation Section, to handle this extra work.

7.33. In our opinion, common services would include:—
(i) Administration and Co-ordination;
(ii) Publications & Publicity;
(ili} Library, information and control room; and
(iv) Seminars.

"~ The first is, of course, the most important item in this category.
We were surprised to find that though the present unified Commis-
sion was formed in 1951, its two wings have maintained their
separate administrationé uptil now. This has contributed to a large
extent to the difficulties of the Commission functioning as a unified
body. ‘We consider it as matter of the utmost importance that the
administrative matters of the Commission should be handled in one
place in a unified manner under the charge of the Chairman.
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7.3-4. The Chairman will be assisted by the Secretary to the Com-
mission in managing the common services. e may be of the level

of a Director. He may be assisted by suitable staff including one or
two administrative officers.”

7.35. It will be observed that the proposed organisation does not-
contain the following existing Directorates and Sections:— .

(i) Plant & Machinery. _ .

(ii) Silt and Construction Materials.:

(iii) Flood Control Designs. .,

(iv) Four Investigation Circles and two Flood Sections.

We have already suggested that the work relating to distribution
of plant and machinery, allocation of scarce materials, and foreign
exchange should be transferred from the Commission to the I1&P
Ministry. We have, therefore, not provided for any organisation in
the Commission to deal with this work. The Directorate of Cons-
truction Plant & Machinery, provided for under the Member (Pro-

jects) is intended to deal with construetion plant layout and other
construction problems arising, on the projects.

7.36. We are of the opinion that the work at present being done
in the Silt & Construction Materials Directorate is a duplication of
the work that is being done in a number or research institutions in
the States and Projects throughout the country. It is not necessary
to maintain a separate Laboratory and a Directorate at Delhi for this
work. We, therefore, suggest that the Directorate should be abolish-

ed and the Laboratory at Delhi be amalgamated with the Research
Station at Poona. : .

7.37. We have already suggested that the work at’ present being
done in the Directorate of Flood Control Designs should in future,
be dealt with in the Canals Directorate under the Member, Designs.
Similarly, the work being done in the other two sections of the
Flood Wing would be distributed among the appropriate Directorates
according to the nature of work. We have also suggested that in-
vestigation work should be transferred to the States. Any residual

work in respect of flood investigations and co-ordination may be
done in the Directorate of Planning & Investigations.

7.38. We have also been asked to report on the desirability of

- setling up a unit in the Commission for assessment of efficiency of

operation and management etc. of the electric supply undertakings
in the public sector.

We do not think that a probe b tral
organisation into the workin P y a Centra

g of electrical undertakings of the State
Governments and State Electricity Boards, under the present cons-
“ titutional set-up, would either be welcomed by the State Govern-

ments, or yield results commensurate with the effort i-
«ture involved. We raised this e

oint durin iscussi :
CW&PC and gathered the imprp g our discussion with the

_ _ ession that they were not in di -
ment with our views on this subj - o e pegres

_ ect. We suggest that th 1
should be deferred till the electricity systems 1gng the States ?1353 i;g%s:e
beyond the present developmental stage and become stabilised.
mﬁg ':lﬁzt (?\t;g% ém;s lileeln r}elached, the States themselves -might
| 0 help t i i y,
fheir undertakings. ) P en} to as’sess the working efficiency, of
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CHAPTER VIII

RECRUITMENT, PROMOTION, TRAINING AND OTHER
: PERSONNEL MATTERS. )

-~

8.01. The present procedure of recruitment and promotion to diffe-
rent levels of posts in the Commission is as follows:— . '

' Chairman/Members.—These are tenure posts, the period of
tenure being five years. The incumbents. are selected on
the basis of merit from amongst the Superintending Engi-
neers and Chief Engineers of the States, or the Directors
of the CW&PC who have rendered continuous service for
not less than seven years in :che grade of Director.

Directors (Power Wing).—These are non-tenure posts and are
filled either by promotion of Deputy Directors of the
CW&PC who have rendered continuous service for not
less than four years in the grade of Deputy Director, or by
obtaining officers on deputation from the States/Electricity
Boards. :

Directors (Water Wing) —These are tenure posts, the period
being four years, and are filled by officers on deputation
from the States, and also by promotion of Deputy Direc-
tors/Superintending Engineers of the CW&PC.

Superintending Engineers (Water Wing).—The post of S.E. is
" essentially a field appointment. There should normally be
no room for such posts in a consulting organisation like the
CW&PC. As, however, the CW&PC has been taking up
some investigation work and also construction work on an
ad hoc basis, e.g., Hirakud Project, a number of temporary
posts of S.Es. came into existence. Whenever, officers for
the post of Directors were not available, these posts were
down-graded, to the status of Superintending Engineers,
on a temporary basis. All posts of Superintending Engi-
neers in the Organisation are temporary and no specific
tenure has been fixed for them. Recruitment to these posts
is either by promotion of Deputy Duectors_/Executwe
Engineers of the CW&PC with five yeglrs’ continuous ser-
vice, or by obtaining officers on deputation from the States.

ty Direcfors.—These posts are-normally filled by promo-
Dep'a;ign of Assistant Directors of the CW&PC with at Jeast
4} years’ continuous service in the grade of Assistant
Director. E.A.Ds. with more than 7% years’ continuous

" service ia the grade are also eligible for promotion as
Deputy Directors. There have, however, been instances
where direct recruitmant was resorted to, or officers were

obtained on deputation from the States.
49
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Assistant Directors.—50 per cent. of these pos_"cs are filled by
promotion of Extra” Assistant Directors in the 'CW&PC
. with at least three years’ continupus service, and the

remaining 50 per ¢ent. by direct recruitment through the
UPSC. ! R

E:ct‘ra Assistant Directoa's.—u-Two-thirdsf of these pdsfs are filled
by direct recruitment through: the UPSC, and one-third by
promotion of departmental candidates.

8.02. In its memorandum relating to the Water Wing, the Com-
mssion has proposed that at least 75 per cent of the vacancies in the
grade of Directors/Members should be reserved for officers of the
Commission and not more than 25 per cent. be filled by officers drawn

from the State Governments, It has also been proposed that the -

posts of Directors should be made non-tenure so that it is possible
for the present incumbents of these posts to be confirmed.

8.03. We have carefully considered this matter and are of the
opinion that the posts of Members and the Chairman should continue
to be tenure posts. The normal tenure of Chairman or Member
should be five years. Since the age of superannuation is 55 years, we
suggest that a Chairman or Member of the Commission may continue
to serve up to the age of 60 years, provided that his total term in thel
Commission as a Member, Chairman, or both, does not exceed five
years. The field of selection for Members/Chairman should be res-
tricted to eminent Chief Engineers with construction experience of
at least two years in the capacity of Chief Engineer., A Director of
the CW&PC will become eligible for selection only if he has acquired
construction experience for at least two years in the capacity of Chief
Engineer in a State, Project or Electricity Board.

8.04. We consider it unnecess

ary to over-emphasize the fact that
the prestige of the Commission

would depend entirely on the calibre
of its Chairman and Members. Every effort must be made to select
the best available talent in the country to man the Commission. The
method of selection is, therefore, an important factor. We recom-
mend that a Selection Committee should be appointed to advise the
Minstry in the choice of the Chatrman and Members. This Com-
. mittee should consist of the Secretary, Irrigation and Power Miaistry,
the Chairman CW&PC, and Senior Consultants of the CW&PC
(referred to in para 9.10 of this report). We further recommend that
with the concurrence of the UPSC, one of their Members should also
be associated with the Selection Committee. We feel that this pro-

cedure will make the selection broad-based and inspire confidence in
the minds of all concerned. The Ministry should maintain a list of
serving and retired Chief Engineers w

! ith particulars of their experi-
ence for the use of the Committee, i

8.05. If the CW&PC is to play successfully and effectively its role
of the highest consulting organisation in the country in the field of
Irrigation and Power, it is necessary that the arrangements for staff-
ing should be s0 devised

as to obtain the best available talent in the
country. . : T

8.06. Knowledge of local cond

itions in different States should be
Tepresented among-the Commiss

ton’s staff. and this is not possible
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until it is-drawn, as far as practicable, from all the States. This ap-
plies particularly to two branches of its work, namely, Irrigation and
. Power planning and examination of projects, _
. , .

. 8.07. We are of the view that these conditions cannot be satisfied
if the officers recruited directly to the CW&PC, predominate in its
overall composition. . We, however, recognise that,there is justifica-
tion for maintaining a nucleus of permanent staff in the Commission
for the sake of continuity of experience. This has become all the
more necessary because of the practical  difficulties faced by the
CW&PC in securing a sufficient number of suitable officers on depu-
tation from the States. Further, it is necessary to provide avenues-
for promotion for the staff of the CW&PC. .

8.08. Taking all these factors into consideration, we make the fol-
Jowing suggestions .and recommend that these principles should be
applied unitormly to the staff both on the Water andsPower sides:—

Directors—One-half of the posts should bé filled by officers on
deputation from the States, the period of deputation being
four years. The remaining one-half 6f the posts should be
permanent, intended to be filled by promotion of Deputy
‘Directors of the Commission. - Only officérs with a mini-
mum of six years’ continuous service in the grade of Depu-,
ty Director, out of which at least three ¥ears must be in
the field, should be eligible for promotion,

Deputy Directors—One-half of the number of posts should be
for officers on deputation from the States for a period of
three years. The other half should be filled by promot.on
of Ajsistant Directors of the Commission with a continu-
ous service of not less than six years in that grade, out of
which at least three years must be in the field.

Assistant Directors.—One-half of the posts should be filled by
officers on deputation from the States for a period of three
years. The other half should be for officers to be recruited
directly through the UPSC by means of a competitive exa-
mination. The CW&PC should arrange for field training

during the period of probation.

8.09. We would suggest the abolition of the posts of E.A.Ds. in the
Commission. The present system of the intermediate promot.on of
Extra Assistant Directors to the Grade of Assistant Directors will
have to be reconsidered in the light of the above recommendation.

“We suggest that the existing E.A.Ds. should be screened and those
who have completed six years’ service should be included in a panel
for promotion as Deputy Directors directly after they have acquired
field experience for another three years. 25 per cent. of the promo-
tion vacancies in the posts.of Deputy Directors should be reserved for
promotion of E.A.Ds. until the list gets exhausted. \

8.10. We consider that there should be no cadre of Design Assis-
tants in the Commission. Estimators, Computors and Draftsmen
should be employed instead, for technipal_ jobs of a routine nature.
‘We have, however, no objection to a limited number of temporary
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posts of Design Assistants (Technical) being retained in the transi-

tional period, in case an adequate supply of Computors and Drafts-
men ete. is not readily available. : : : :

Y .

8.11. We would suggest that the cadre strength of the various
posts, below the Director’s level, should be reviewed by the authori-
ties concerned in the context of the work load, keeping in view at the
same- time, the desirability of providing adequate chances of promo-
tion for all grades of officers in the Commission. An embargo should
be laid on fresh recruitment till the staff requirements of the various

cadres have been assessed and the reorganisation of the Commission
completed. . : a

¥8.12. A large number of tenure posts in a high level technical
consulting organisation like the CW&PC requires that a satisfactory
mechan’sm should be'devised for securing the services of officers of
suitable, qualifications .and experience, on deputation from the States,-
Projects and Electricity’ Bogrds. Unfortunately, the experience of
the Ministry of I'&*P so far has not been happy in this regard.
Requests for the loan of.suitable officers made through correspond-
ence have yielded pradtically no resuits. We recognise that the State
Governments also have difficulties of their own in sparing their ex-.
perienced officers for deputation to the Centre. It has, however, to
be remembered that the CW&PC is an organisation for the benefit
of the States. The better this organisation is equipped in trained.

man-power, the greater would be the advantage that the States can
derive from its services, .

8.13. The States should, therefore, be persuaded to enlarge their
engineering cadres suitably so as to provide for an adequate reserve:
for deputation to the Centre. If, ‘for any particular reason, the States

do not accept the proposal, the programme of work of the Commis-
sion should be curtailed. The alternative of enlarging the parma-
nent cadre of the CW&PC is inadvisable and is in any case not likely
to facilitate the realisation of the objectives of the Commission. It
will, in our opinion, be a wrong policy to maintain the CW&PC at

a particular volume of staffing with officers not possessing adequate
exper.ence. -

8.14. Tt is also necessary that the Stat sel
associated than hitherto y es should be more closely

: with the procedure of selection of officers
or the tenure posts. We gathered the impression that neither the
CW&PC nor the States were happy about the present procedure of
selection ia which there is a tendency on the part of the former to-.
ask for indiv.dual officers, and on the part of the latter to send offi-
(;?;:kw_hoﬂllxavg neither the requisite experience nor any aptifude for
Yvorl 01;1 prgpex?ngs;;iil::m‘ We feel that such a position arises due to-

iat'on of each other’s. requirements on both
States. It would, therefore, appear to be necessary to provide for a

forum for consultation for this purpose so that the view-point of

either side is better understood than at present,

8.15. This was one of the subi i 7 i > Chi
_ jects we discussed with the Chief
f}}?gmeirs of a number of States. They agreed with olur vi:wcthth
H ere should be a Committee for selection of officers from the States
or manning deputation posts mn the CW&PC. This Committee should:

L]
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consist of the Secretary, I & P Ministry, the Chairman, 'CW&FPC.
and two selected Chief Engineers from the States wHo should hold
office for onie year by rotat.on. In addition, the Chief Engineers and
the Secretaries, I & P departments of the States concerned, should
be co-opted as members when matters concerning their officers are
under’ discussion. The broad functions of the Committee would be
to draw up State-wise lists of officers that could be made available to
the CW&PC at three months’ notice, after consideration of the needs.
of e'ither side.

8.16. If the officers in the field of selection are employees of the
State Electricity Boards, the Chairman of the Board concerned may
also be associated with this Committee. We have no doubt that with
such association of the State Governments in the select.on of officers,
the desired flow of officers with appropriate experience for the depu-
tation posts in the Commission, could be ensured. ‘There is a feeling
in the States that once an officer is deputed-to thé Centre, he is lost
.to the State for ever. There is, no doubt, some justification for this
Impression. We, therefore, recommend that the period of teaure
should be strictly enforced so as to ensure’ a two-way traffic of offi-
cers hetween the States and the Cenire. Unless this is done, there is.
little prospect of success for this deputation scheme, :

-
b

8.17. We. attach great importance to the necessity of imparting
field training to the permanent,officers of the CW&PC at all levels
below the Members. We have already drawn attention to the inade-
quacy of field experience among the engineers working in the Com--
mission. In our opinion, no officer should become eligible for promo-.
tion to the next higher rank unless he has had adequate field experi-
ence in his grade. For this purpose, it is necessary that satisfactory
arrangements should be made with the State Governments, Project
"~ Authorities d@nd Electricity Boards, for providing opportunities for

practical training to the CW&PC officers according to a carefully
planned programme. It is necessary to ensure that officers under
training .are not. placed merely in supernumerary charge of a field
job, but hold a regular charge for an adequate period. As practical
tramning would be an essential qualification for promotion to the next
grade, we consider that no deputation allowance should be paid to
_officers sent out for training. The reluctance of an officer to avail
himself of opportunities for such training offered to him should dis-
qualify him for further promotion until he has gained the requisite
experience in the field. At the same time. it becomes the responsi-
bility of the CW&PC to arrange for the field training of officers.

- 8.18. We envisage some hardship to officers who may not find suit-
able opportunities for trajning in view of the heavy back-log in this
respect in the past. We, 'however, apprehend that once exemptions
are granted from field training in special cases, they are likely to
become the general rule in course of time. While we are against
such exemptions being granted, we consider that some suitable
interim arrangements will have ‘to be made which may not secure
the maximum experience for an officer recommended by us, but
would provide him wi*h the elements of essential experience requn'qd
for manning the higher posts. We are sure that if a proper roster is
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prepared and adhered to, the necessity for exemptions arising would
become remote : -

8.19. We are of the view that such training can be accdmmodated
within the present strength of the CW&PC and that, at this stage,
there is 110 need for providing an additional training reserve. When,
however;, the strength has been fixed on the basis of a detailed work-"
study, a suitable training reserve should also be provided.

8.20. Difficulties sometimes arise when the scale of pay in the
States, projects etc. happens to be lower than the salary the officer
concerned is drawing in the Commission. In such cases, the Ministry
of I & P should be prepared to make good the difference.

8.21. Another suitable avenue for imparting field training and
experience of construction to officers, has come into being with the
setting up of the National Projects Construction Corporation by the
Ministry of I & P. Full .use should be made of this organisation to
impart field training to the officers of the CW&PC. We recommend
that a certain proportich of the staff of the Corporaticn should, sub-
%a‘c;;-t% ésuitability, always be drawn from the training reserve of the

&PC. N

8.22. The d.fficulty in obtaining suitable officers in sufficient num-
ber for the tenure posts in the CW&PC has inevitably resulted in a
coasiderable dilution of standards. Arrangements to fill in vacancies’
by making ad hoc selections have led to the rapid promotion of offi-
cers who would not, under normal circumstances, have been included
in the field of selection. We feel that length of experience is a very
important factor in building up the expertise and maturity of judg-
ment of an officer in a technical consultant organisation. Promotions
at a rapidly accelerated rate tend to lower the prestige of the highgr
posts and of the organisation to which they belong. This also creates
cadre difficulties in the placement of deputation officers in the orga-
nisation. It may happen that when-a qualified officer with the requi-
site experience is not available for promotion to a partieular vacancy,
the situation may require the promotion of a officer not ordinarily
included in the field of selection. Instead of such an officer beng
promoted on a regular basis, he can be placed in charge of the higher
post on his existing salary plus a small allowance. The fact that this

opportunity comes his way, confers a benefit oa him which is likely
to help him in his future career. .

. 823, We have been struck by the anomaly of selection grades
existing in the Commission. The scale of a Deguty Directo? (gSelec-
tion Grade) is Rs. 1300-1600 p.m. which happens to be identical with
the scale of a Supermt_endrng Engineer in the same organisation.
Similarly, the scale of Director (Selection Grade) is Rs. 1800-2000 p.m.
which is also the scale of the Chief Enginder in the CW&PC. This
results in an officer c}rg\ymg pay in a higher scale without having to
shoulder the responsibility of the higher post for which that scale is
normally prescribed. We suggest that a suitable revision of the Selec-
tion Grade' scales should be made. -Selection Grade posts are ordi-
narily intended to prevent stagnation in a cadre when an .officer in
the ordinary grade has redched. the maximum of the ordinary secale
and avenues of further promotion are not available for the time
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being. The practice in the Commission, however has been to treat
the Selection Grade as a normal promotion post, and very junior
officers drawing 'salaries far below the maximum of the ordinary
scale, have been given Selection Grade posts.’ .

8.24, The CW&PC being essentially a technical advisory bcdy,
the ' designations and grades of posts adopted are the same as in
similar ‘organisations like the Railway Board, i.e.,, Chairman, Mem-
ber, Director, Deputy Director etc. In the Water Wing, however, the
designations and grades of Chief Engineer & Superintending Engi-
neer, which are essentially intended for a field assignment, have also
been introduced. The Power Wing, however, has had no difficulty in
carrying out its work without bringing in this grade of field officers.
‘We consider that the grade of S.E, is incongruous with the set-up of a
technical organisation such as the CW&PC and introduces an un-
necessary level between the Deputy Director and Director, and
should, therefore, be abolished. '



CHAPTER IX
OTHER ADMINISTRATIVE MATTERS
Bifurcation of CW & PC .

9.01. Our sixth Term of Reference is to consider the question
whether the Commission may be bifurcated into two separate Com-
missions, one dealing with Power and the other with Irr.gation, Navi-
gation and Flood Control. The arguments advanced in support of
the proposed bifurcation are as follows: —

(1) The two Wings had previously functioned as separate

‘ organisations and their amalgamat.on in 1951, has not been
a success. There is not much in common between the two
organisations and they have functioned more or less inde-
pendently. - : ' :

(2) The cadres in the two Wings are separate.

(3) Electricity is a concurrent subjett, whereas Irrigation is a
State subject, and as such the extent of the responsibility
of the Centre is not uniform for the two subjects.

(4) In all the States of India, Irrigation and Electricity De-
partments are functioning independently and separately.

(5) With the increase in the functions of the Power Wing, it
seems necessary, in the interest of efficiency and harmoni-
ous working, to have a separate manageable unit which
would be capable of discharging its functions and respon-
sibilities more adequately than the combined organisation.

9.02. We have examined this question very carefully and are of
opinion that the existing organisation should not be split up into two
Commissions. Our view is based on the following considerations.

9.03. The considerations responsible for the decision of Govern-
ment to amalgamate the CWINC and the CEC into one organisatien
in 1951, still continue to exist. There is a considerable area common
to both the Water and Power Wings so far as hydro-electric projects
are concerned. In fact, utilisation of the resources of the Commis-
sion should be conceived as a whole and the two aspects of water for
power, and water for irrigation, cannot be separated.

9.04. In hydro-electrict projects, civil engineering works consti-
tute 75 to 80 per cent. of the cost of the Project. Even in the case of
a thermal project, the civil eng'neering portion forms an important
part of the project cost. This part of the work has to be handled by
civil engineers and if the services of such engineers of the Water
Wing are not available to the Power Wing, they will krave to set up a
separate Civil Engineering Organisation of their own. Similarly, the
Water Wing will need to have a hydro-electric section to deal with

56
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multipurpose projects if it were completely separated from the Power
Wing. All this will lead to endless duplication on both sides.

9.05. Electricity and Irrigation are now being dealt with separately
in the States—Irrigation by the State Irrigation Departments, and
Electricity by the State Electricity Boards, The fact that these two
functions are performed separately at State levels is, if anything, an
argument in favour of having a unified organisation at the Centre.
This organisation would be capable of taking an integrated view of
water and power development in the country.

9.06. Experience in other countries shows that advantages of a
combined authority for water and power development are being in-
creasingly recognised and there is a move for better integration in
this field in countries like the U.S.A. and China. ‘

9.07. The fact that the two Wings have not functioned as an inte-
grated organisation should not be cited as an argument for bifurca-
tion. This, we consider, was a lacuna in the working of the Commis-
sion in the past, and steps should be taken to remove this drawback.
We would make the following suggestions in this regard:i—

(a) The Commission should work as a corporate body. Rules
ro- of Business should be framed tg ensure this, and followed
rigidly. '
(b) There should be regular weekly meetings of the Commis-
sion to consider important technical problems, and to dis-
cuss and deal with administrative matters.,

A formal record of the proceedings should be kept and a copy sent
to the Ministry for information. The ' Ministry should scrutinise
these proceedings to ensure that the Commission functions as a cor-

porate body. :
9.08. The Commission has sought to justify its proposed bifurca-
tion on the ground that the functions of the Power Wing will be
substantially enlarged on account of their being required to render
high level technical-assistance and advice in regard to the generation,
transmission and utilisation of power in the following sectors:— . -

(a) Heavy industries in the Public Sector;

(b) Railway electrification schemes; .

(¢) Production of Power by nuclear energy; _

(d) Manufacturing industries producing heavy and light elec-
trical machinery and power consuming apparatus.

9.09. During discussions with the CW & PC it transpired that no
formal request had been received from the mdgstne_s concerned thqt
the Commission should equip itself for rendering high level techni-
cal ass’stance and advice to them. In fact, we unders.tand that e?ch
of these industries, e.g., Steel, Heavy Electrical Machinery, is build-
‘ing up its own set of experts for the various problems connected
with- that particular industry, including utilisation of power. We
consider that this is the correct approach. The resppns;blhty of the
CW & PC should be confined to advising these organisaticns on the
availability of power, its actual utilisation being left to the mdusi%
itself. Secondly, no experts of the type required exist in the CW &
at present. Experts will ha:}? tt}(: bé tralr;egio:;ndw guﬁd%gétoigrtﬁ’;

i i i i e Commis , 2
b dunne dlscussqu ;wn expert in Railway Electrification, their

if th are to provi A - .
intention 15 to getphim trained by actual experience in the Railway
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Organisations. lWe feel, it would be a more effectivé method if such
an expert were to be trained by the Railways themselves. We under-
stand that this is in fact what the Railway Ministry proposes to do.

- We do not, therefore, see justification for any considerable expans.on
of the responsibilities of the Power Wing in this respect.. '

Consultants

9.10. We feel that the expertise available in theé Commission
should be augmented by a panel of consultants drawn from the ranks
of experienced outstanding retired engineers in the field of irriga-
tion and power. An expert on this panel could be consulted as occa-
sion arises concerning individual projects or problems, either singly
or as a member of an ad hoc Committee. It is always of advantage
to have a second opinion on important designs prepared even by a
highly expert organisation. We, therefore, recommend that this con-
sultative panel should also be utilised -for checking up designs origi-
nally prepared by the CW & PC. We understand that similar recom-
mendations regarding the setting up of a panel of consultants were
also made by the COPP team on I. & P. in their report on the Chambal
Project. We are informed that these recommendations were accepted
by the Government and are now under implementation.

.Relationship between the CW & PC and other Organisations

9.11. The prdper role of the CW & PC is to function as the technical
adviser to the Ministry of I & P, the Planning Commission, and the
States. Being the highest advisory body in the field of irrigation &
power, the advice of the Commission in technical matters should be
accepted. We find that the Ministry of I & P and the Planning Com-
mission had set up a large number of committees to examine and

( pecific questions in the field of irrigation and power.
The necessity for' setting up of such ad hoc committees would have
been minimised, if not altogether obviated, if the Ministry and the
Planning Commiission }_1ad felt that the CW & PC was properly -equip-
ped for tendering advice on those specific problems. We have sug-

%ﬁst?:d the as_sociatliton 3115 eminent retired engineers as consultants to
e Commission. will now be open to the Commissi ;-
the mature experience ? el 1 AT e

of these consultants £ i ; ;
problems whenever the s for dealing with specific

_ : y feel this to be necessary. il-
able engineering talent in the country would thzs blzh:v:ﬁ?bﬁzvmto
contribute their knowledge and experience to the solution of pro-
}J(lier_ns before the Commission. In view of this arrangement, the
advice of the CW & PC in technical matters should be accepted by the

Ministry of I & P, the Planning Commission and the States.

9.12. As observed earlier in this Report, there is a certain‘ amount

of overlapping in the functi
functions of the Central Ellons' of the CW & PC and the statutory

functions relate 'to carrying out i igati .
recording data concerning the. seregations and collecting and

tion of power. The CEA ohe generation, utilisation and distribu-
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control and utilisation of power resources, This work also is at
present being handled inr the CW & PC. We are of the view that the
CW & PC should continue to handle this work and that the Electricity
(Supply) Act, 1948, should be suitably amended, as early as possible, .
to relieve the CEA of these functions, -

“ Control Room . .

9.13. The CW & PC has a separate cell in its Control Room for
maintenance -of statistics relating to projects that have been sanc-
tioned and are under execution. Engineers have been employed in
this Cell for compiling and maintaining statistical information. The
work handled by them was examined by the Central Statistical
Organisation and they recommended the replacement of the engineer-
..Ing staff by statisticians. The CW & PC, however, did not agree to
the proposed alteration. This question has now been referred to us
for ‘our opinion. We have examined the type of information which
1s at present collected and compiled in the Control Room. We fcel
!:hat a number of engineers are being wasted on this non-enginecr-
ing assignment, The country is short of experienced engineers and
we. agree "~ with the recommendation of the Central Statistical
Organisation and suggest that the engineers employed in the Control
Room may be replaced by statisticians as early as possible.

Foreign Delegations. :

9.14, It will be seen from the statement referred to in item (c}
of paragraph 4.27 that during the last few years the Chairman and
the Members of the CW & PC remained outside the-country for consi-.
derable periods. It appears that while selecting delegations -for
attending International conferences abroad, the field of choice is
limited almost entirely to the senior-most experts avaiiable in the
‘Commission. The effect of this practice is that, not only does the
- Commission lose the services of its senior-most officers frequently
and for considerable periods, but also that junior officers are depriv-
ed of the opportunity of acquiring experience abroad and of making
contacts in the international field. We would suggest that officers of
middling seniority from the Commission and from the States/Elec-
tricity Boards should find adequate representation in the composi-
tion of delegations sent abroad.

Accommodation .

9.15. We would like to draw attention to a matter which consti-
tutes a serious handicap in the. efficient working of the CW & PC.
Different sections of the Commission are located in various buildings
all over New Delhi. The mojor portion of the Power Wing is located
in Simla. Under these conditions, it becomes virtually impossible
for the Members and Chairman of the Commission to - supervise
effectively the work of the various Directorates in their charge or.to
give them prompt guidance. If the CW & PC is located in a cingle
building, not only would the movement of papers from one sectica
to another become quicker, but considerable savings -would also be
effected in the travelling allowance paid to officers for journeys bet-
ween Delhi and Simla and the expenditure on trunk telephone calls.
We feel that the CW & PC should be treated on lines analogous to the
various National Laboratories and provided with proper office and
housing accommodation to facilitate high-level technical work.



CHAPTER X
CONCLUSION

The Irrigation and Power sector occupies a very prominent place
in the national development programme. In the first Five Year
Plan; this, sector claimed an allocation of Rs. 661 crores which consti-
tuted 27% of the entire Plan provision. The second Five Year Plan
envisaged an even more vigorous programme of development by pro-
viding an outlay of Rs. 955 crores for irrigation, power and flood con-
trol schemes. This is as it should be. Irrigation is the principal key
to larger agricultural production which is the prime necessity of the
country-in its present stage of development. Power is necessary not .
merely for industrialization but also for bringing about an improve-
ment in rural economy. It is obvious that for many years to come,
irrigation and power schemes will continue to occupy a place of
pride in the development plans of the country. The Central Water
and Power Commission: plays a prominent role in the finalisation of
water and power schemes throughout the country. It is the funec-
tion of the Commission to provide the required expertise in these
fields so as to ensure that the limited financial resources of the coun-
try are utilized to the best advantage possible. The CW & PC has
thus to play the important role of “friend, philosopher and guide” to
the State Governments and Electricity Boards. It is with this
object in- mind that we have envisaged the reorganization of the
Commission and made the recommendations contained in the fore-
going chapters. If our recommendations result in the Commission

being better equipped to meet the present needs of the country, we
would consider our labour well rewarded,

“

Sd/- B. K. GOKHALE,

. Sd/- A. C. MITRA,
Sd/- M. S. THIRUMALE IYENGAR,

Sd/- N. N. JENGAR,
Sd/- INDARJIT SINGH,
Sd/- R. R. BAHL,
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' APPENDIX 1
(Ref. paragraph 2-11)
_ GOVERNMENT OF INDIA
MINISTRY OF- NATURAL RESOURCES AND SCIEN:TIFIC RESEARCH
No. EL-1-201 (5) . . New Delhi, the zts.r April, 1951
- RESOLUTION

The Government of India have reviewed the position regarding the two organisations
at present dealing with Eleciricity and Waterways Development viz. the Central Elec-
tricity Commission and the Central Waterpower, Irrigation and Navigation Commission,
which were set up vide the late Ministry of Works, Mines and Power's Resolution- Nos.
EL-1-201 (1) and DW. XVI-1(1), dated the 16th January, 1948, They have now decided,
on grounds of economy and ecfficiency, to amalgamate these two organizations and
constitute them into one organisation to be known as the Central Water and Power Com-
nussion. The composition, functions, etc. of the Central Water and Power Commission

shall be as follows :—

-

1. Central Water and Power Comymnission.—The Commission wili take over the func-
tions of the Central Waterpower, Irrigation and Navigation Commission and also those

of the Central Electricity Commission.

2. Composition of the Commission.—~The Commission will be a strong technical
organisation, and when fully constituted, will consist of a Chairman and four Members,
two of them directing the Water Wing and the other two directing the Power Wing, and
such other full-time or part-time Members as Government may, from time to time, find
Necessary. The Chairman and full-time Members will be fully qualified engineers, The
Chairman will also be ex-officio Consulting Engineer to the Government of Indiz. In
order to give due emphasis 1o the needs of both Water and Power problems, and to co-
ordinate the Designs work, three sub-committees, viz. Water Sub-Committee, Power
Sub-Committee and the Designs Sub-Committee will be constituted. The Chairman of
these Sub-Committees will be nominated by the Government of India for a specified
period in the first instance out of the four Members of the Commission.

3. Functions of the Commission.—The Commission will be charged with the general
responsibility of initiating, co-ordinating and furthering, in consultaton with the State
Governments concerned, schemes for the control, conservation and utilisation of Water
‘resources, throughout the country, for purposes of flood centrol, irrigation, navigation
and waterpower generation, as well as schemes of thermal power development and also
schemes of transmission and utilisation of electric energy throughoyt the country. The
Commission will, if so required, also undertake the construction and execution of any
such schemes. In gxercise of the above responsibilities it will be the function of the Com-
mission-— .

v
{a) 1o make all pecessary investigations and surveys and when so required, to

prepare schemes and designs

() for the development of river valleys in respect of power generation, irri-
gation by gravity fiow or lift, navigation, flood control, soil conservation,
antiwiter logging measures, reclamation .of alkaline and saline soils,
drainage and other related facilities such as malaria control, recreation and

fish culture ; and .
(i) for thermal electric power development ;

(b) to undertakc. construction work on any river valley devclopment or electric
power development schemes on behalt of the Government of India or State

Governments concerned ;
- 61
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(¢) to advise and assist, when so required, the State Governments (Commissions,
Corporations or Boards that may be set up) in the investigation, surveys and

* preparation of river valley and power development schemes for particular
arcas and regions and in the surveying of potential sources of load, the fore-

casting of revenue from electricity supply and the formulation of electricity
tarifls ;

{d) 10 advise the Government of India in repect of water and watetpower rights
and disputes as between different units, of the effect which any scheme for the
conservation and utilisation of water may have on the interests of the con-
cerned upits and of the interpretation of agreements in this regard between
different units and any smatter that may be referred to the Commission in
connection with river valiey development ;

(¢) 1o advise the Central and State Governments on the administraiion of elec--
tricity legislation and control of electric utilities ; . -

(/) 10 advise the Government of India in_regard to all matteré relating to electric
power development, public electric utilities both private and State owned ;

(g} to advise the Government of India in regard to-the settlement of priorities
for plant, materials and foreign ‘exchange as between various river valley develop-
ment and power projects ; :

(k) to collect, co-ordinate the collection’ of, publish and analysé data relating
to waterways, tidal rivers, rainfall, run-off and temperature, ground water
resources, silting and reservoirs, behaviour of hydraulic structure, etc., and to
act as the Central Burcau of Information in respect of these martters ;

() to collect, maintain and publish statistical data relating to the geheratio:{, dis-
tribution and utilisation of electricity throughout Indig and to act as the Central
Burcau of Information on all matters relating to the public electricity supply ;

(i) to initiate sthemes and arrange for the training of Indian Engincers in India

end abroad in all aspects of river valley development and electricity supply
industry ; . : e

{k)to standardise instruments, methods of observation and.record, materials:
and construction, designs and operational features ;

(1) to review and lay down for the whole of India standard voltages and practices
for generation, transmission and distribution of electrical energy ;-

(m) to conduct and co-ordinate rescarch on the various aspects of river valley
development schemes such as flood control, irrigation, navigation, power

development etc., and the connected structural and design features ; and

(m) to conduct experiments, rescarch, propaganda, and generally to carry out
such other activities as will promote the spread and use of electricity throughout
the country, in particular in the semi-urban and rural areas,

- QRDER .

ORDERED that fles_olution No. EL-1-z01(1), dated the Ithi :'[ammr 1048 Vscitin
up the Central Elcctricity Gommission and Resolution No. DW.XVItr), dated the
16th January, 1948 setting up the Central Waterpower, Irrigation and Navigation Com-

mission, shall stund cancelled and that this Resclution be communicated t &
Governments, all 'Chie'f Commis§i0ncrs, the Several Ministries of the Go:cr:rl:xcr?tmoi'
India, Prime Minister’s Secretariat, Cabinet Secretariat, Parliament Sectt., -the Private

and Military Secrewries to the President, all Indian Embassies and the High Commi
sioners for India in foreign countries,. the Planni issi : d
sloners for India in Indiag.n . " anning Commission and the Comptroller and

fom?t?g:-nm AL30 that the Resolution be pgblished in Gazette of India, for general in-

(8d.) A. N. KHOSLA,
Addl. Secretary to the Gouvt. of India.
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LEAVE RESERVE ORGANISATION CHART OF CENTARL WATER AND POWER COMMISSION

Asstt. Dir. 3 : (AS ON THE 1ST JUNE, 1958)
E.A Dir. 6

APPENDIX L

(Rel paragraply ) oR)
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APPENDIX III

(Reference paragraph 5-22)

NAMES OF SCHEMES THAT HAVE SO FAR BEEN ENTRUSTED TO THE CENTRAL WATER AND
Power COMMISSION FOR INVESTIGATIONS.

1. Andhra Pradesh and Orissa.

(1)‘Vamsadhara Project (Investigations of alternative sitc: at Gudari),
1. Assam. -

(2) Kopili Project.

(3) Jamuna Irrigation Scheme.
(4) Killing Project. ’

(5) Borpani Project.

(6) Barak Dam Project.

(7) Diyung Dam Project.

8 Invesngauons of Dam sites in the Dehing basin (Namphuk, Namchnk and
Tirap).

(9) Subansiri Dam Project.”
(10) Manas Project.

~IIL Bihar.
(11) Kosi.
1V, Bombay.
1

(12) Ukai Dam Pyoject.
(13) Breoch Project. ~
(14) Sabarmati.
'(x5) Kakrapar.

V. Jammu and Kashmir.
{16) Reservoir Scheme on Chenab.
V1. Madhya Pradesh.

(17) Hasdeo Project.

(18) Upper Wainganga Pro;ect.
(19) Bah Project.

(20) Sagar Project.

{21) Halali Project.

(22) Barna Project.

(23) Kolar Project.

(24) Uplpcr Ken Valley Development Scheme.
(25) Kesiyari Project.

{26) Nagda Project.

(27) Raigon Project.

(28) Pareri Canal Scheme,

(29) Cnatat Reservoir Scheme.
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(30} Nagod Canal Scheme.
(31) Unchera Canal Scheme,
. (32) West SohawalScheme. .
* (33) Punasa Dam Project.
~ (34) Bara Talav Scheme.
(35) Sindh Reservoir Scheme.
- (36) Chachai Development Scheme (Touo .river).
(37) Bargi. . e ‘
(38) Tawa, '
(39) Upper Mah¢ naci Project.
(40) Jonk Project. " -
VII. Madhya Pradesh and Bombay.
_ {41) Investigations of dam sites below Punasa.
VIII. . A:fy;arc {Coorg). )

{42) Harangi Project..
_ (43) Barapole.
(44) Lakshmana tirtha,

IX. Orista.
(45) Hirakud Project.

X. Rajasthan.

(46) Banas Pmie&t;
{47) Kantli Project.
(48} Rajasthan Canal Project,

XI. '”West Bengal.,
(49) Ganga Barrage (Farraka),

~



FLOW CHART OF SCRUTINY DF PRO]ECTS BY CENTRAL WATER AND POWER COMMISSION

APPENDIX IV

L. WATER, W:NG .
) Ref. paragraph §-21
Name of Project Date of Reference to . Comments Reply by Further  Reply by Final Time
& receipt different Directorate by, State  comments tate  comments lag ) .
Amount ‘in and receipt back C.W.P.C. . Chief by °  Chief - by between " oRemarks
: ‘C.W.P.C. Engineer C. \‘V .P.C.” Engineer C.W.P.C. columns )
s (2) &
- : (3)
(in months)
1 2 "3 4 5 6 7 8 9 10
Fad . . * . X

1. Salki Project, *5-9-55 - 7-11-55  20-3-56 -31-7-56  6-12-36  2I-2-5% 17 Projects below
Orissa. . Rs. 1 crore (S. No.
Rs. 5285 lakhs, ) Ito4) are exa-

_— * mined in T.

2. Suwarna Project, 10-1-58 e 4-3-58 13-4-58 . 1-5-58 4 Directorate only
Andhra ) ) Those above Rs. 1
Rs. 44-18 lakhs, crore (S. No. 5—7)

are cxammed in

3. Jambadahalla 4-11-5% ie © 8-6-56 8-9-56 . e+ 20-12-56 13 the various Direc-
Project, Mysore, ' . torates concerned
Rs. 40°0 lakhs, , . and consolidated in

: o _ “Technical ~ Exami-

4. West Banas 4-9-56 ‘e 14-3-57  25-3-57 - .. . 4-6-57 9 nation Directorate

. Img\mon Project, : which alone corres-
Rajasthan, pond with the State
Rs, 48-75 lakhs, Chief  Engincers.

. The field of scru-

5. Halhimati Re-  14-7-55 Canals 21-7-§§  17-7-56 = 29-9-56 . 26-12=56 "17. tiny is the same in

> servoir  Project, 19-12~5% ) both cases, viz.
Bombay. (a) Planning
Rs. 184 lakhs, Dams . 21-7-5§ (;,; Hydrology

27-8-55 (c) Irrigation,

{d) Designs,

3’-
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’ :ﬁ.LMain Res'e.f;roir] - 31-5-56

‘Project, U. P.
. Rs, 177 lakhs.

7. Mecswa Reservoir 20-7-55

Project Bombay,

-+ Rs. 121-57 lakhs.. .. 1«

) H., & S. '5-9-55 .
! ' 28-10-55

WIN . 14-9-55

10-12-55
Fin. 14-9-55
Officer -

P.C. . 12-10-55

Canals .- 3-6-s55
) 5-I1-5%
Dams . 21-7-55
. 6-10-5%
H& 8] 3-6-55
. 7-7-55
WIN. « 3-6-55°
' 22-9-55
Fin, —-—8-8-55-
Officer,

P.C. | 10-9-55
Canals . 21-7-55

9-12-55

Dams o 21-7-55
Tt 1156

WIN "4 13-9-55

I1§-12-55

H. & S. 8-9-55
13-I-56

.F.OP.C, 8-9-55
M G 17 13410860 0

(¢) Esumate. .

(/) Fimmcial .,

» Retmns  -and
Forecasts, .

29 .

19



8. Transmission & 13-1-55
Distribution, |
Madras,
Rs. 1591 lakhs,

S Paﬁniar H. E. 17-1-55
Scheme Kerala,
Rs. 324-0 lakhs.

10, Birsinghpur Ther- 26-5-57
ral Power Sta-
“tiony;  Madhya
Pradesh, - )
Rs. 106269 lakhs

“Transmis- 19-1-55
) +,-Siom., 28<1-5§
. 9-6-55
25-6-55
¥
25-1%-55
; 5=IR=55
19-1-55
--23<3-55
" 26-11-§§
11-2-56

'Rural
. Elect,

]

Hydro- 28-1-55
Electric  '2-4-55

Water Wing 19-3-55

- 14-12-55

Tréns- '2'1-3-55
mission 22-3-55
Thermal 28-5-57
13-7-57

Trans- 16-7-57

mission. 9-8-57

18-6-48

21-8-58

-~

TI.
30-4-55

30-8-55

V4
9-10-37

..

Power WING

After receipt of the
first revised report
on 5-6-55 further
discussions were
held with- the C.E.
as a result of which
the final scheme
report ~ was pre-
pared by him and
sent,

5-6-55

(First
Revised
Report)

22-11-55 14-2-56 13
(Final
Scheme

Report)

(i) Only one copy of
the Scheme Report
was received on
17-1-§5. Additional

. copies were re-
‘ceived on 18-3-55.

17-10-55 4-6-56 20-8-56 19

(2) After sending fur-

ther comments of

C.W.P.C. on

4-6-56 discussions

were held with the

C. E. on the basis

of which final com-

' ments were sent on
20-8-56.

6-6-58 Discussions were held
with the C. E. after
receipt of his com-
ments on 27-11-57
as a result of which
the final scheme re-
port was sent by
him on 6-6-58.

27-11-57 22-8-58 15
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- Load Dev, 29-5-58

. - -
1 2 s 3 4 5 6 7 9 ‘ 10

11, Umtynagar Stcam 12-2-56  Thermal -16-2-56 - 17-5-§7  24-3-57  16-12-§7 20-2-58 24 (1) Discussions were
Power Station, ST . .14-8-56 {Revised) held with C. E.
Assam. . - before final com-
Rs, 193 13 [akhs . t 27-%-57 ments were sent,

3-6-57 .
- . {2) Assistance was
given to  Assam
Engineers to  fina-
lise the  scheme
report, -

12, Sibru H. E, 13-7:55 HE. . 21-7-55  13-9-55 13-4-58 308  There were :—

*  Project Stage I, . . 2-8-55 " (Revised {1) Disciissions bet-
Andhra Pradesh. . . , Teport). ween Water Wing
Rs. 927-58 lakhs. 10-5-53 . . and the C.E.

' 12-5-5 , ~ ! . &
L 3 - (2) Visit to site, by
Transmis- 21-7-55 - Member,
sion 9-8-55 ~
24-4-58 ,
21-7-58
S W. W, 21e7-55
4-6-56
10-5-58
. 27-8-58
13. Barajadi (1) 2-11-57-  Trans- 12-1:-57 7-6-58 15-7-58  22-7-58  4-9-58 12
. Suvendranagar (Trnnsmn) mission  7-3-58 - .o
Bombay  (2) 4-9-58 . - -
Rs. 700 lakhs, (Dlslt)
R, E. 20-9-58
3-10-58
Load Sur- 15-5-58
vey and

I

oL
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'CENTRAL WATER AND POWER COMMISSION
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APUPENDIX V
(Ref, Datagraph 7-04)
VProposed Organdsation
CHAIRMAN .
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No.

I

APPENDIX VI

SUMMARY OF RECOMMENDATIONS

Para.
No.

4-17

The functions of the C. E. A. other than arbitration,
aslaid down in Sectiom 3 of the Electricity (Supply)
Act, 1948, should, by an amendment of the Act,

" _ be taken out of its purview. ‘The C. E. A. should

4°-28-29

430

433

502

. 5+03

§°05-06

5-07

be renamed as the Standing Arbitration Board.-

. The States which have not yet been able to equip

themselves with technical organisations to reason-
able standards, should be assisted, to do so within
as short a time as practicable. A time limit should
be set for liquidating organisations created in the
C. W.&P. C. forthe purpose of rendering routine
assistance to the States. :

There should be a proper balance between the
functions that should be organised at the Centre
and in the States in the Power Sector, -

An’ ¢mbesgo should be placcd on expansicn of
- gctivities of the C. W. & P. C,, if adequately
" trained staff is i t available.

Fach State Government/Electricity Board should
have the following minimum organisations :—

(/) an investigations and planning cell ; and '
(i) a designs cell. ' :

The States/Electricity Boards should make their.
own arrangements for Joad survey. Suitable
measures, as suggested should be taken by the
C. W. & P. C. 1o see that the States Boards do not .
inflate their figures. -

A Plan of Assistance, on the lines of the Colombo
Plan, should be organised to pool the experienced
technical personnel of the Centre and the States
in the L & P. Sector, for use wherever they are
needed most. The Planning Commission may
appoint a Committee of two or three Engineer
Consultants and a Senior Finance Officer with
administration and management experience to
make a quick assessment of the needs of the States
in trained manpower in the I. & P. Sector.

The functions of the re-organised.C. W.&P. C,
should be generally to:
_(a) formulate an all-India Plan of action em-
bracing the Centre and the States;
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No._

10

11

12

13

14

74

Para.
No.

(b) review the original work done in the States
from an all-India angle; and

(c) assist the States with the necessary technical
staff in an emergency.

.

5-08 For an adequate technical appreciation of the Plan
proposals, the C. W. & P. C, should consolidate
relevant data basin-wise and develop plans from
these data in order to check that the. proposals
made lead to the optimum use of the resources
on an economic basis, and also that the schemes
are technically sound, financially feasible, and
have been fully investigated.

5-09 The responsibility of the C. W. & P. C. in the basin-
wise studies should be (£) 1o lay down a time table
for such studies, (sf) to apportion the work
amongst the State Governments, and (fif) if
necessary, to recommend measures for assistance
to the State Governments for this purpose.

The major gaps in the basin-wise data should be
filled within the next five years so that a greater
degree of accuracy is imported into the planning
of Irrigation and Power Projects than hitherto.

5t ‘IQ The C.W. & P.C. should not devote detailed attention

to schemes costing below Rs. one crore. It may,

if necessary; review such schemes broadly, when
. . . inter-State interests are involved. .
511 The State Governments should plan in advance the
priorities and types of projects costing below
Rs. one crore and send to the CW. & P.C. only a
brief description of such projects in a proforma
designed for this purpose, to enable the C.W.
& P.C. to see (i) whether any inter-State rami-
fications arise, and (i) whether an ordinary irriga-

‘tion Project is being included as a flood project.
A detailed examination by the C.W. & P.C. will

be necessary only if any projects answer the above
description. '

" 5:13 TheC. W. & P. C. should plan the work of obtaining

basic hydrological data necessary for basin-wise
studies. The actual collection of such data should
~ be entrusted 1o the States.

5*15 The Commission should lay down a definite time-

: schedule for basin-wise studies taking into account
the part 10 be played by the States, and should
_place it before the Co-ordination Board of Minis-
ters for adoption. :
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15 - 5+16 The Commission should periodically evaluate the
e : basic studies and send regular reports thereon to
the I. & P. Ministry and the States,

16 5-17 An additional post of Member should be created
- for a period of 3 to 5 years for implementing the
programme of basic studies.

17 5+18-19 The C.W. & P.C. should continue to function-as the
. . Central Organisation for the preparation of designs
"~ of a complicated nature, Such work should be
undertaken only on request and the technical
officers of the StatefProject concerned should be
associated with the preparation of designs. A
Scheme should also be drawn up for the utiliza-
tion of the experienced personnel for designs work
frfom projects nearing completion.

18 ‘ 5-23 Investigations should, in future, as far as possible,
be taken up by the States only. The existing
staff engaged on this work in the C.W. & P.C.
should be dispersed to the States after the investi-
gations in progress have been completed.

19 . 5-24 The C.W. & P.C. should prepare a programme for
v " investigations and, in consultation with States,
demarcate the staff required having regard to its
total availability. Periodic conferences of the
. I. & P. Ministry and the States may be held in
order to evaluate the progress made in respect

., . of the investigations.,

20 5-31  All Projects costing below Rs. one crore should be
77" 7 dealt with by the State Chief Engineers except
" 'in .cases where their inter-State implications are

required to be examined by the C.W. & P.C.

21, 532 A dnll for authorisation of projects in future pre~
- - ! scribed in this paragraph, has been suggested for
" adoption.

22 5-33' The C.W. & P.C. should not undertake construction
N . . work. The existing Erection Unit for small

, thermal plants may, however, continue until

, -~ .. - ithe States have equipped themselves for such work.

23 5-34-35 The Commission should concern itself with the
T .77 " progress. of construction and phasing of projects
by (1) receiving regular progress reports (if) personal
visits; and (fit) by attending Control Board meet-
ings.. The evaluation of selected projects may
continue to be organised by the Committee on
Plan Projects.
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6-03-04

6+05-08

6-10-12

7-03

%

The C. W. & P. C. should continue to function as an

Attached Office. Neither its Chairman nor-
Members need be given any ex-officto status in the
Ministry. _

The following items of work should be transferred
from the C.W. & P.C. to the Ministry:

(?) allocation of foreign exchange ;.

(i7) rationalisation and distribution of plant
and machinery; and

(iit) allocation of scarce materials.

Technical officers may be appc;inted in the Ministry
to handle this work.

The C. W. & P. C. should, however, be kept inform-
ed about the material prepared in the Ministry on
these subjects, and should also be associated with
final discussions involving high level technical
appreciation. ,

The work relating to Parliament questions should
be handled in the Ministry as far as possible. The
C.W. & P.C. should be consulted only where there
is a likelihood of its making some contribution.

The Commission should examine the issues referred
to it as a corporate body. Important matters
including projects received for scrutiny should
initially be placed before the Commission. Detailed
cxamination in the Directorates should be under-
taken only after the Commission has given its
directions. The Commission should also review
the work of each Directorate once a month.

It would add to the efficiency of the Commission
if 259, of the posts of Deputy Directors and below
were reduced. The ‘details of the lower staff
.should be worked out in consuliation with the
Ministries of 1. & P. and Finance. :

There is considerable scope for level-jumping in the
. flow of work, i.e., cases, other than complicated

. issues, can go from Deputy Director directly to
the Member.

'A'll fresh receipts should be seen by the Director,
and he should submit the more important ones to
the Member. N

The work of the Commission would be adequarely

carried out by a Chairman, seven Members, and
a Secretary. ‘



77
Serial °  Para.
No. . No.

32 7-04 Four out of the seven Members should deal with
. water resources; three with power development.
' _ _ The total number of Directorates should be 23.

LY

33 . 70§ "The seven Members proposed will have the following
broad distribution of work among themselves:—

(1) Planning, Investigations and Water Utiliza~
tion; .
" (2) Designs;
(3) Projects ; .
(4) Basic Studies and Research ;
(5) Thermal Power ;.
(6) Hydro Power and Power Systems ; and
) ‘ (7) Power Utilization. .
34 . - 706 There should be no separate Flood Wing in the
Commission. The various Members should deal

with such aspects of floods as pertain to subiects
included in their respective charges. . .

35 7-08 _Member, Planning, Investigations and Water Utilisa-
tion, will be in-charge of the following
Directorates: — )
(¥} Planning and Investigations ;
= (i) Hydrology and Statistics;
(1ir) Irrigation and Waterways; and
(i) Union Territories (Temporary).

36 "~ 7-13-14 - Member, Designs, will have the following Direc-
torates under him;— )
() Canals including Flood Designs;
(37) Dams,
He should be placed in exclusive charge of these
Directorates to enable him to devote undivided
attention to designs work.

7-15-16 Member, Projects, will deal with the following Direc-
torates :—
(1) Technical Examination ;
(2) Cost Control; and
(3) Construction Plant and Machinery.

- He will normally attend the meetings of the Control
Boards except in cases where the presence of any
other Member is necessary. He will also be in
charge of miscellaneous work in the Commission,
such as tendering-advice to other * Ministries and
Projects. This work should be handled, under
his guidance, by a Deputy Director.

37
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Member, Basic Studies and Research, will have the
following Directorates under him:—

(1) Manuals and Standardisation ;
(2) Basin-wise Studies; and
(3) Research Statio n, Pocna.
Member, Thermal Power, will be solely in charge of
the work of planning and execution of installation

of Thermal Stations. He will have the follow-
ing three Directorates under him :—

(i) Thermal Stations, layout and designs ;

(2) Thermal Stations, specifications and con-
tracts; and

(3) Planning Cell, Neyvelli (Temporary).

Active measures should be taken for training engi-

neers in the techniques of large high pressure
steam power stations.

Member, Hydro Power and Power Systems, will
deal with the following Directorates:—
(1) Hydro Stations, layout and designs;

(2) Hydro Stations, specifications and con-
tracts ;

(3) Technical Examination; and

(4) Power Research, Standardisation and
Mapuals, Tele-Communication Co-ordi-
nation. :

- There is no justification for a separate Member for

Transmission and Distribution of power. A
senior Director should handle this work. He
should also supervise hydro-electric power surveys.

The growth of low voltage distribution and rural
supply lines should be reviewed in a- separate
Directorate in the Power Utilisation Section.

Technicians for erection and commissioning of large
power generating plant should be rapidly trained
and developed in the power systems of the States/
Electricity Boards. The Irrigation and Power
Ministry should collect from all the States/ Projects
full details of expenditure on foreign technicians

and consultants, separately for Water and Power
Projects. A :

Two Erection Squads (one Hydro and one Thermal)
may be built up in the Central Water and Power
Commission on a temporary basis for helping areas
that are relatively under-developed. These should
in due course be transférred to the N.P.C.C.
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7+29 Member, Power Uuhsauon, wili have the following .
Directorates under him:—

(1) Load Surveys and Rural Electrification ;
(2) Statistics, Tariffs and Legislation; and
{3) Union Territories (Temporary).

7-30-31 The States Electricity Boards should themselves
C undertake load survey of the areas within their
jurisdiction. The field staff of the Load Survey
Directorate of the Central Water and Power
Commission together with the work in hand should

be transferred to the States/Boards.

7°32 It is not necessary for the Central Water and Power
Commission to equip itself for rendering high
level technical advice to heavy industries in the
Public sector, railways, or manufacturing in-
dustries producing heavy and light electrical
machinery, etc. The Commission should advise
such industries only in regard to proper power
supplies for their working, and standardisation
of electrical equipment used by them to conform
“to practices employed in the field of general
power supply. To handle the increasing volume
of work in this regard, two Deputy Directors may
be appointed to head two D:rectorates in the
- Utilisation Section.

7°'33-34¢ Administrative matters of the Commission should

be handled in one place in a unified manner under
the charge of the Chairman. The Chairman
should be assisted by the Secretary to the Com-
mission in managing common services.

7-35-37 The rc-crgarised Commission will not have the
following existing Directorates :

(1) Plant and Machinery ;
(2) Silt and Construction materials;
(3) Flood Control Designs; and

(4) Four Investigation Circles and two Flood
Sections.

The work in respect of (1) will be largely transferred
to the Irrigation and Power Ministry. The
Directorate of Construction, Plant and Machinery,
provided for under Member (Projects) would deal
with construction plant layout and other cons-
truction problems.

The Directorate at (2) should be abolished and the
existing laboratory at Delhi amalgamated with the
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The work at present being done in the Directorate

50 .

51

52

53

54
55

of Flood Control Design should in future be
dealt with in the Canals Directorate under Mem-
ber (Designs). Similarly, the work being done
in the other two sections of the Flood Wing should
be distributed among the appropriate Directorates
according to the nature of work. Investigation
work should be transferred to the States. Any
residual work in respect of flood investigations
and co-ordination may be done in the Directorate
of Planning and Investigations.

7-38 The proposal to set up a unit in the Commission for

assessment of efficiency of operation and manage-
ment of electric supply undertakings in the pub-
lic sector should be’ deferred till the electricity
systems in the States have gone beyond the present
developmental stage and get stabilised.

8-03 The posts of Members and the ,Chaifman should i

continue to be tenure posts. The normal tenure
of these posts should be five years. A Chairman
or Member may continue to serve up to the age
of 6o years provided his total term in the Commis-
sion as a Member, Chairman or bath, does not
exceed five years. The field of selection for
Members/Chairman should be restricted to emi-
nent Chief Engineers with construction experience
of at least two years in the capacity of Chief Engi-
neer. A Director of the Commission will become
eligible for selection only if he has acquired ex-
perience for at least two years in the capacity of
ghkg Engineer in a State, Project gr Electricity
oard.

8-04 A Selection Committee should be appointed to advise

8-08

8-09
8-10

the Ministry of Irrigation and Power in the
choice of Chairman and Members.

One-half of the posts in the grades of Directors and

T
T

Deputy Directors should be filled by Officers on.
deputation from the States, and the other half
should be filled by promotion of officers of the

Cominission i the grades next below. OQOne-balf
of the posts of Assistant Directors should be filled
by officers on deputation from the States, and the

other half by direct recruitment through the
Union Public Service Commission,

he posts of E. A. Ds. should be abolished.

here should be no cadre of Design Assistants,
Computors and Draftsmen should be employed
instead, for technical jobs of routine nature.
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The cadre strength of the various posts below the
Director’s level, should be reviewed and fresh
recruitment suspended till the re-organisation is
completed.

The States should be persuaded to enlarge their

engineering cadres to provide for an adequate.
reserve for deputation to the Centre. If they do
not accept the proposal, the programme of work
should be curtailed,

A Committee should be appointed for selection of
officers from the States. The States should be as-
sociated with the procedure of selection of officers
for deputation to the Commission by giving them
representation on this Commirttee.

-

The period of tenure should be strictly adhered to.

No officer should become eligible for promotion to the =
next higher rank unless he has adequate field
experience in his grade. The Commission should
depute its officers to the States, Projects and
Electricity Boards for field training according
to a carefully "planned programme.

If the heavy back-log of untrained officers does not
permit arrangements being made for thier training,
as recommended in the Report; some suitable
interirn arrangements may be made to provide
them with the elements of essential experience
required for manning the higher posts.

The training should at present be accommodated
within the present strength of the C.W. & P.C.
When the strength has been fixed on the basis of
a detailed work-study, a suitable training reserve
should also be provided.- ' .

Full use should bt made of the N.P.C.C. for im-

parting field training to the officers of the C.W. &
P.C., by drawing a certain proportion of the staff
of the Corporation from the training reserve of the
- Commission. .

When an officer with the requisite experience is not
available for promotion to a particular vacancy
the available -officer, not ordinarily included in
the field of selection, should not be promoted on a
regular basis. He should be placed in charge of
the higher post on his existing salary plus a small
allowance.

The selection grades should be suitably revised.
These should ordinarily be intended to prevent
stagnation in a cadre when an officer in the ordinary
grade has reached the maximum of the scale and -
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avenues of further promotion are not available
for .the time being.

The grade of S. E. should be abolished.

The C.W. & P.C. should not be split up into two
‘Organisations. '

The Commission should work as a corporate body.
It should hold weekly meetings to consider im-
portant technical and administrative problems.
A formal record of the proceedings should
be sent to the Ministry who should scrutinise
them to ensure that the Commission functions as
a corporate body. '

There is no justification for any considerable ex-
pansion of the responsibilities of the Power Wing
for rendering assistance to heavy industries in the-
Public sector, railway electrification schemes,
production of power by nuclear energy or indus-
tries producing heavy and light electrical machine-
ry. - : .

A panel of consultants drawn from the ranks of
outstanding retired engineers should be con-
stituted for consultation concerning individual
projects or problems and for checking up designs
originally prepared by the C.W. & P.C.

The advice of the C.W. & P.C. in technical matters

should be accepted by the Ministry of I. & P., the
Planning Commission and the States.

The C.W. & P.C. should continue to handle the
work relating to carrying out investigations and
collecting and recording power data, and co-
ordination of activities of the planning agencies
in relation t% r}he l_:::;mtrol and utilisation of power
resourceg. e Electricity (Supply) Act, 1948
should ;ﬁe amended to reli?ve(thg %YI%A of thgeie
functions.

The engineers employed in the Control Room should
be replaced by statisticians as early as possible.

Officers of middling seniority from the Commission/
States should find adequate representation in the
composition of delegations sent abroad. -

"The C.W. & P.C. should be treated on the lines
analogous to the various National Laboratories
and provided with proper office and housing

accokmmoglation to facilitate high-level technical
Work. :

GMGIPD—TS$ Wing—46—I & P—2810~59—500.



