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THE RING AND THE BOOK
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FOREWORD

The first Higher Management Seminar was held in the
Harishchandra Mathur State Institute of Piiblic Administration
from September 29 to October 1, 1969  The topic of the seminar
was Personnel Administration with specific attention being
given to the personnel problems in the State of Rajasthan. Senior
officers of Government including Heads of Departments and
Secretaries to Government participated in the three day session.
Stri Y.B. Chavan, the Union Home Minister, inaugurated the
seminar and Shri Mohan Lal Sukhadia, Chief Minister of Rajas-
than, presided.

In order tfo provide the seminar with a precise and appli-
cable focus, the problems of Personnel Administration were
interpreted within the context of administration in Rajasthan,

with emphasis being given to the following aspects of the
problem:—

1. Manpower Planning,
Recruitment,

Placement,

Promotions,

Performance Appraisal and
6. Training.

SHEI S

The first session, which was chaired by Shri Mathura Das
Mathur, Finance and Planning Minister of Rajasthan, dealt with
the broad problems of personnel administration in the State; and
on the basis of statements made by various resource persorns and
technical experts, the major 1ssues of the problem were delineated.
Subsequent to this, the seminar functioned as six separate
working groups which met in four sessinns to discuss 1n depth
the particular area of the problem assigned to them. Resource
persons assisted the working groups: although  the
primary resource to the group were its own members.
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Each of the six groups produced reports containing an
analysis of the problem and proposed recommendations for
modification or reform of the exisling system At the concluding
session presided over by Shr1 B Mehta, Chairman of the Rajas-
than State Indusirial and Minera] Development Corporation,
the reports were submitted to the full seminar and final
recommendations were proposed,

The conclusions of the Seminar are contained herein and
embody the consensus of the participantis. The recommendations
are now being processed by the concerned departments of thc
Government

This inihial effort {o involve semor officers of the Govern-
meni as a source of knowledge lo the Government about ils
personnel operalions was significant The assumption behind the
organization of the Seminar was the belief that personnel
practices must be constantly mmproved in the interest of a
responsive and eflicient government and thal those officers who
have had vast experience in crilical Government roles should
have an opportunity to assess the system with which they have
intimate knowledge and which profoundly affects them.

I trust that these recommendations will demonstrate the
validity of using experienced public servants of the Stale as a
catalyst for administrative reform. I am also confident that the
decisions taken by the Government on these recommendations
will have a far reaching impact on the working of our personnel
system and will “pave the way for further reform” as anticipated
by the Chief Minister in his opening address.

The proceedings of the Seminar are being published
hoping that they will be of interest to all those who are concerned
with  the study and practice of public administration,

espec_lally as viewed from the perspective of the seasoned
practitioner.

RAM SINGH,
Principal.
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sttuated within the system and who can thus convincmgly ailiculate
its strenglhs and Limitations.  Although immeasurably assisled by
oulside experls from the field of personnel admimsiration, the collec-
trive knowledge and insights of the scasoned admuinistrators of this
State will be the basic resource upon which thus Seminar will rely
Considerable effort has been made to secure 1deas, suggeslions, and
mformation from these officers 1n advance, and the work of this body
should be to translate the experiences and concerns whieh  have been
expressed nto well-concetved, realistic recommendations.

Although there 1s a logical inlerconnection among the various
facets of a personnel system, for purposes of covermg a large body
of mformation carcfully in a relatively shorl period of time, the
Seminar will consist of six groups discussing concurrently the jssues
of (1) Manpower Planming, (2) Recruiment, (3) Placement, (4)
Promotions, (5) Performance Appraisal, and (6) Trammg However,
effort will be made {o synthesize the discussions and recommendations

into a coherent statement which will be presented lo the Government
for ils consideration.

P b S i e e v ok
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MAN POWER PLANNING

Y

‘ The work group on manpower planmng submitted to the
Semmar recommendations which related to various aspects of a
personnel system, for issues relating to manpower planning invariably
touch such aspects of personnel as recruitment, placement, and
promoliens, However, since specific recommendations which conform:
generzlly to those made by the gioup dealing with manpower were
also made by groups having a specific charge to comsider related
aspects of personnel, the final report includes only those recommenda-
tions which are himited to the operations of the Manpower Directorate.

2 Keeping in view the importance of manpower planning
in a sound sysiem of personnel and giving special attention to the
requirements of the State in this field, the Seminar made the follow-
ing recommendations.—

(1) It was agreed that the scope of 1he responsibility of the
Directorate of Manpower should be enlarged. , The Directorate should
not confine itself to the quantitative estimation of the requirements
of the technical and professional personnel in Government but should
include such activities as : '
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(a) systematic studies of personnel requirements of the
various departments of Government giving special attention to
the skills required at various levels,

(b) studies dealing with the potential utilization of
graduates of various technical and professional institutions
along the lines of those already being conducted by the Direc-
torate with respect to Medical and Veterinary colleges.

(2) Machinery should be established in each major depart-
ment to give attention to the manpower requirements of the depart-
ment This machinery should fake the form of a manpower cell
which would maintain close liaison with the Manpower Directorate.
The Directorate would function as a catalytic agent in stimulating
studies of various aspects of the manpower problems of importance
to the concerned department and, where necessary, provide techni-
cal assistance to the cell in designing and carrying out such studies

(3) More refined and comprehensive methods must be
employed in conducting studies and making projections of the
State’s manpower requirements. The following factors should be
considered in undertaking such studies:

(a) the fotal manpower requirements of the State with
recognition being given {o the private as well as the public
sectors. The Government’s rmanpowér neéds must bé juxtapo-
sed agamnst those of an expandihg privaté dnd publi¢ sector
and anticipated manpower requirements for the Government
must realistically assess competing demands being made
upon the Stite’s manpower resources and the ability of the
Government to secure an essential allocafion o6f these
resources, -

(b) the problem of unemployment of professionally train-
ed a}nd tﬂechnical persopnel and, to the extent consistent with
developmént and growth aédtivities of the Stafe, the possibility
of preparing plans and schemes which are employment
oriented,

((c) fhe cat_egories of manpower which will be required
on 4 national basis arid tite capacify of the State to secure its
necessary quota of mianpower in terts 6f all-India nesds.

' (4) Improved coordination between colleges, universities, and
the various consumers of their graduates is required.
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Effective coordination would necessitate.

(a) the establishment of machinery to ensure co-
ordination between employers and Universities and profes-
stonal tramning institutions with a view to provide training
and education in accordance with the manpower needs of the
civil service and the public and private sectors,

(b) a review of the courses and curricula of Umversities
in terms of the personnel requirements of the Government
with special attentron being given to producing a more
relevant and practical educational experience so that entrants
into the Government are betfer equipped to discharge their
duties.

(5) Maximum emphasis needs to be given to traming so that
even those services which do not insist upon pre-entry professional or
technical qualifications can provide their recruits with appropriate
specialized courses.

(6) The Government must respond to the urgent and immediate
need to evolve a system of career planning for Government employees
so that they are maximally utilized, are prepared for higher
responsibtlities, and developed aad trained within the context of the
technical and adminisirative responsibilifies of the Government.
This task should be assumed by the Appointments Department in
consultation with the concerned admimstrative departments. Every
effort must be made to overcome the virtual absence of both proper
cadré and career planmng in the services.



RECRUITMENT

The Seminar agreed with the concept that a sound system of
recruitment is sine qua non for an efficient personnel administration.
It generally endorsed the recommendations made by the working
group The main recommendations of the Seminar are:

1. For direct recruitment the method of written competitive
examination followed by viva voce test should be the general rule.

2 At present recruitment to technical service 1s done threugh
a simple process of interview by the Public Service Commission. In
view of the large turn out of technical personnel and in view of the
fact that standard of traning and education vary from institution to
institution, 1t 1s considered necessary that for technical services the
present system should be replaced by more scientific and objective
system in the form of a wriften competitive examination followed by a
viva voce test.

3. For certain services when periormance 1n the academic field
1s the main criterion or where the cadre is too small and most of the
posts are filled by promotion, the recruitment should be done on the



basis of interview as present The services falling in this category
are —

1 Rajasthan Archaeology and Museum Service

2 Rajasthan Ayurvedic Service.
3 Rajasthan Circuit House Service
4

Rajasthan Education Service (Collegiate and General
Branches).

ot

Rajasthan Horticulture Service

6 Rajasthan Medical & Health Service (including
Collegiate Branch)

7 Rajasthan Mines & Geological Service.
8. Rajasthan Motor Garage Service
' 9. Rajasthan Oriental Research Institute Service.
10 Rajasthan Government Presses Service
11 Rajasthan Sanskrit Education Service
12. Rajasthan Town Planning Service.
13 Rajasthan Higher Judicial Service.
14. Rajasthan Agriculture Service (Research Wing only).

4 For purpose of recruitment the services may be broadly
grouped as —
1 Generalist,
2. Generalist-cum-Specialists, and
3 Technical.

5 (1) Generalist Services —Rajasthan Administrative Ser-
vice, Rajasthan Police Service, Rajasthan Co-operative Service,
Rajasthan Employment Exchange Service, Rajasthan Jail Service,
come within the category of generalist services Recruitment
these services should be made through a common competitive exami-
nation followed by a viva voce test. For RAAS and R P.S. viva voce
test should include group discussion in which tact, patience, quality
of leadership and ability to express ideas should be judged.

6 (2) Generalist-cum-Specialists —The following services
may be included in this category:—

1 Rajasthan Accounts Service,
2 Rajasthan State Insurance Service,
3 Rajasthan Public Relations Service,
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have some relevance
the generalist services should be through
examination, but the candidates should

4. Rajasthan Statistical Service,
5. Rajasthan Labour Welfare Service, and

6 Rajasthan Commercial Taxes Service,

In these services the subjects studied 1 the University would

be required

The recruitment {o these services along wills
a combined competitive
{o take certain

specified optional papers selected from the papers mentioned below:

Name of the service
]

Optaonal papers
2

e

I.

9

-t

3.

5.

6.

Rajasthan Accounts Service

Rajasthan State Insurance
Service

Rajasthan Public Relations
Service

Rajasthan Statistical Service

Rajasthan Labour Welfare
Service

Proposed Rajasthan Com-
mercial Taxes Service

Two out of—

(2) Economics, ]

{b) Economics 11

(¢) Auditing and Accoumntauney
(1) Commerce

Two out of—

(2) Economicsl

() Economics 11

(¢} Auditing & Accountancy
(d) Commerce

Journalism and two oul of—

(a) Sanskrit

(6) Urdu

(¢) Persian, and
(d) Enghsh,

Two out of—

(¢) Economics ¥

(b) Economics 11

(c) Statistics

(d) Commerce

(e) Pure Mathematics, and
(f) Apphed Mathematics.

Labour Laws and Two out of —
(¢) Economics I

() Economics T

(C) Law

(d) Sociology, and

(e) Psychology.

Two out of—

(a) Auditing and Accountancy
(b) Commerce, and

(c) Law.
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7. (3) Techmcal —(1) In this category of services subjects of
study have direct relevance to the job requirements Eniry to the
iollowing services should be through a competitive examination
foliowed by viva voce test

1. Rajasthan Service of Engineers (B&R)
2 Rajasthan Service of Engineers (Irrigation)
3 Rajasthan Service of Engineers (Public Health)

Rajasthan Agriculture Service (excluding Research
Wing)
5 Rajasthan Anmimal Husbandry Service

16 Rajasthan Service of Inspectors of Factories and
Bozilers

7 Rajasthan Industries Service (for specified semor
posts) '

(1) A combined competitive examination should be conduc-
ted for all the three Engineering Services with a specified optional
subject for each service

1

(i) Recruitment to the following services may be continued
to be made through viva voce test as at present —

1 Rajasthan Medical and Health Service

2 Rajasthan Medical Service (Collegiate ‘Branch)
3. Rajasthan Mines and Geological Service

4 Rajasthan Motor Garage Service

5 Rajasthan Government Presses Service

8 Syllabus —A suitable syllabus should be designed for the
written examination to these services, keeping in view the require-
ments of the job

“9  Optional ‘Subjects —To enable persons from various
disciplines to compete for the generalist services, 1t 1s suggested thas
the following subjects be added to the list of optional subjects.—

(1) Engineering subjects

(u) Diploma 1n journalism



(i) Labour Laws.

(iv) Indian Constitution and Law and Indian Adminisira-
tion 1n place of Indian Constitutional History and Law.

(v) Public Administration

10 Compulsory Subjects —Since Hindi is the regionat
language and 1s the medium of 1nstruction even at the Umwversity,
the persons taking instruction through the Hindi medium are likely to
be at a disadvantage compared to persons educated through English
medium It is, therefore, recommended that for State and subord:-
nate services the paper on English Essay be replaced by a paper on
Essay to be written 1in Enghsh or Hindi at the option of the
candidate

11. Subordinate Services.—For recruitment to Subordinate
Services, the principles and changes recommended above should be
apphied mutatis mutandis.

12 Ministerial Services —In the Secretariat, direct recruitmeni
1s dorne 2t the level of L D.Cs and U.D.Cs. To improve the standard
of Secretariat'Ministerial Service, direct recruitment should be made
at the level of Assistants 1n place of U.D.Cs.

13. Jurisdiction of Rajasthan Public Service Commission — (A)
It 1s recommended that there should be an immediate review of the
lists of posts that have been taken out of the purview of Rajasthan
Public Service Commission It 1s recommended that:

(1) Mon-technical posts for which the minimum qualifica-
tion ptescribed is Graduation should be filled as a result of the
combined competitive examination

This question may be further examined by a Committee
consisting of representatives from the P S.C, Appointments
Department and Finance Department which may also consider
whether the recruitment to each of the services may be made
by a combined competitive examination for techmical and non-
technical services.

(11) Technical posts in the Directorate of Technical Educa-
tion should be filled through the Public Service Commission

(11) After 10-1-76, recruitment to the post of Civil
Assistant Surgeon should be made through the Commssion
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(1v) The list of posts of Mechanical staff—both gazetied
and non-gazetted—required for Rajasthan Canal Project should
be reviewed and posts, for which specialised experience is not
required, should be filled through Public Service Commission

(v) Post of Commandant, Border and Home Guards mav
now be filled through Public Service Commission.

(vi) All appointments on contract or re-employment on
cadre posts should be made 1n consultation with the P S.C. if
the appointment 1s for a period exceeding 2 years.

(B) The foilowing posts may, however, continue to remain
out of the purview of the Public Service Commission:

(1) Appointments made by the Chief Justice of the High
Court under clause (1) of Article 229 of the Constitution of

India. ‘

(2) Appointment of a member of any service to an
1solated post which can be filled only by members of specified
services while retaining lien on posts of particular status
in the present service

(3) Officiating appomntments to a post borne on State
cadre of I A S /I P S

(4) Appointment of an officer of the LAS/IPS to non-
cadre post declared equivalent {o a posl borne on the cadre of
the service to which such officer belongs

(6) Appointment made by an authority other than the
Government against 12{% of the number of vacancies which
occurred 1n subordinate services from 1-1-59 to 30-6-61 but
were not filled up from amongst candidates belonging to
scheduled castes/tribes

(6) Post of Assistant Secretary of Vigilance Commission
from the cadre of RAS, RSecS or from offizers of the
Rajasthan High Court.

(7) Posts of Private Secretary to Ministers and Deputy
Ministers.

=
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(8) Following posts in the Medical & Health Department
for ihe duration of the Fourth Five Year Plan:—

1. Public Analyst.

9. Assistant Health Officer.
3. Matron Grade L

4. Matron Grade II.

5. Assistant Matron.

(9) Deputation of an officer of the R.A.S. and RS.S. 1o
adminstrative posts

(C) In all cases, where posts are withdrawn from the purview
of the Rajasthan Public Service Commussion by the Governor in
pursuance of the provisions of RP.S C. (Limiation of Functions)
Regulation, 1951, the Commission must be consulted.

(D) For recruitment in autonomous and semi-autonomous
organizations, it is recommended that posts carrying emoluments of
Rs 700/- and above should be filled by assoctating the Commission.

(E) The Service rules of the autonomous and semi-aulonomous
Boards should be finalised in consultation with the P S. C.

14 Recruitment to Muusterial Services.—(1) Posts of U.D.C.
and Accountants should be filled through the Commission.

{(2) Posts of LD Cs. need not be filled through the Commus-
ston, but a wrillen test should be conducted by the appointing
authonity on the standard lines to be prescribed by the Commission.

(3) Nature of work being different, there should be no inter-

changeability in the Ministerial staff of the Secretariat and Subordi-
nate offices.

(4) Qualification prescribed for appointment to the post of
L D C. should remain unchanged.

15 Qlass IV Services.—The working group did not recommend
any educational qualification for Class IV servants. But the consensus
in the Seminar was that with the changing trends, it is necessary to

prescribe some educational qualifications for the Class IV Services
as well

16. Age of Recruitment —(a) 1t is recommended that for the
posts where the minimum educational qualification is matriculation,

the age limit should be 16 to 21 years, for Graduates 19 t6 25 and for
Post-Graduates 21 to 26. - “



11

(b) The restrictions regarding not counling service under the
agze of 18 for purposes of pension should be removed.

17 Lateral Entry —In technical services, persons possessing
higher technical qualifications and experience are not able to join
Government service due to age limits prescribed for entry into Govern-
ment service and also due to recruitment at the lowest siage of the
service. In recent times there have been great advances 1n science
and technology. To attract persons with higher qualifications and
talent, provision should be made for direct recruitment at higher levels,
1e on posts with a starting salary of Rs 700/- or, more. 20% of such
posts should be filled by direct recruitment.



PLACEMENT

1. The Seminar broadly endorsed the report of the working
group on Placemenl. The main recommendations of the Seminar

are;—

Cadre Sysiem

2 The seminar considered the recommendations of the Work-
ing Group and recommended the following sieps for evolving a proper
placement sysiem.

(a) Initial entry into the cadre should be secured by
means of open recruitment and also by promotion from the
subordinate services in suitable proporfion

(b) Initial period of the service of approximately 6 to 8
; years should be spent on jobs of generalized nature and then
efforts should be made towards specialization.

(c) Before postings o the specialized jobs there should
, be proper arrangements for {raiming

(d) The higher posts within the depariment should also
be available {o incumbents holding specialised jobs.
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(e) Lateral entry which permits direct recruitment from
outside the Government and provides for placement and
status within the Government commensurate to the level of
responsibility to be performed, should be resorted to in
instances where required talent or competence 1s not available

within the Department.

Career Development

3 In the opinion of the Seminar a proper policy of career
development is key to the successful functioning of the Personnel
System To achieve this object the following system was proposed:—

(a) A Central Performance Evaluation and Career Deve-
lopment Unit should be established in the Appointments

Department.

(b) ’Eire'r"y Head of the Department should also have
such cells to be guided by the Central Umt of the Government.

(c) Every department of the Government must relate its
placement policy with job—requirements.

(d) The Central Umt at the Secretariat level should watch
the implementation of the placement and career development
policy at the departmental level and submit an annual report to
the Cabinet indicating the progress of implementation of Govern-
ment policy at the State and departmental levels.

Transfer

4. A considerable concern over the situation presently
obtaiming m the matter of transfers was expressed. It was
observed thal merely by specifying certain regulations and checks, an
objective system of transfers cannot be ensured unless it is backed
by desire to implement 1t faithiully It was felt that frequent and ad-
hoc transfers not only demoralise the staff and cause them serious
personal problems but also lead to disruption in administrative disci-
pline by promoting the petsons concerned to bring pressures of all
kinds for or against transfers The Seminar, therefore, recommends
that it is crucial to discipline as well as efficiency that the Government
and Heads of Departments adhere strictly to the prescribed policy on
transfers, =~ Witlh this statement, 1t was reiterated that :
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T (a) Officers belonging to State/Subordinate services should

. not normally be posted in their home district. Even where

exceptions are made, such exceptions should not be made for
functionaries who have public dealings of any kind.

" (b) Very often transfer orders once issued are cancelled or
modified. This practice reduces the sanctity of Government
orders and breeds indiscipline among the services and gives rise
to other unhealthy trends and, therefore, such practices should

be avoided

- (c) After an initial period of 6 1o 8 years service, a
conscious process of,career developmenti should be undertaken
by grooming officers for specialisations. Within these speciali-
zations a person should be allowed to stay at a place from 3

to 5 years. '

T (d) There are some areas in the State which are consi-

" dered inconvenient or difficult and there is a tendency to avoid

postings to such areas. To regulate postings of officers {o

such areas, the State may be divided into 3 parts for the regu-

lation of transfers as (1) good (2) average and (3) difficult.

With a view to providing equal opportunities and minimizing

discontent among the service every member of the service

during the course of first eight years of his career should be

posted for a period of 2 years in difficult areas and for the
remaining period by rotation in other areas.

Manning the Senior Posts 1

5. The Seminar considered various alternatives discussed in
’ the working group report in the light of A.R.C recommendations for
manning senior posts It was felt that the controversy between the
specialists and the generalists stemmed from the lack of proper
'demarcation of roles in the functional departments and the Secre-
‘tariat.  The Secretarial seems to have taken upon certain functions
which could best be delegated to the functional departments. This
difficulty could be corrected by a redefinition of Tunctions along the
“ffollowing lines:

(1) The Secrelariat should, in fact, confine ilself to policy
-formulation and coordination, the approval-of . schemes, alloca-
tion of resources and determination of priorities among
various schemes, setting of specific objectives and targets for
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the departments and appraising performance in the context
of accepted policies and programmes. This would call for
delegation by the Secretariat to the Departments those powers
which do not lie within the scope of the above functions of

the Secretariat.

i (2) The existing scope of powers given to each admunis-
trative department in the Secretariat should be examined in
detail, with a view to delegating all those powers which lie
outside the scope of the Secretariat to the Heads of the Depart-
ments This would relieve the Secretariat of routine burdens
and enable the Secretariat officers to give greater thought and
time to policy formulation and performance appraisal This
would also remove the causes of tension between the Secre-
tartat and the Departmental Heads, as it will eliminate their
dependence on the Secretariat for puiely routine and adminis-

trative matters.

(3) The Seminar was of the view that comparatively
junior persons should not be posted as Secretaries.

6 The Seminar endorsed the recommendations made by the
working group that the process should be started for job analysis on
sclentific basis for each post of Depuly Secretary and above in the
Secrelariat as well as for analogous posts outside the: Secretariat
The objective should be to determine whether these posts should
remain as encadred 1n a particular ‘service or be thiown openilo the

members of other services.



PROMOTION

(1) The Seminar considered the recommendations made by
the working group and agreed with its recommendations that a proper
promotion policy should be complemented by a sound system of
recruitment, training, and placement The major criticism of the pre-
sent system of promotions 1s that undue, i1f not exclusive, weighiage
is given fo semority. The Seminar felt thal such emphasis is nol
conducive to the most produclive and efficient performance of
employees and that 2 system which assigns greater importance to
merit would permit the Government to secure the best qualified persons
for positions. Moreover, & 1ocre merit oriented system would
cricourage employees 1o demonstrate their competence in antlicipation
of having such competence count {owards advancement in the Services

{2) 1t was generally agreed thalt a sound sysiem of promo-
tions should be developed with the following objectives in view:—

(a) to maintain 2 high level of moiale with the servize
g through a system of advancement which would motivate
employees to be maximally productive,



19

(b) to permut the career potential of an employee to be
realized by placements and advancements appropriale to his
ability and consistent with the availability of positions.

P (c) to allow the Government to have at its disposal the
most qualified persons for posiliors, especially at higher levels,
where techrucal and admimstiative competence of the highest
order 15 essenhial if the Governiment 1s o accomplisi its pro-

gramines.

(3) Keeping in mind the above objectives, the following recom-
mendations were made

1. A system for assessug performance should be evolved
which is objective and mmpartial and which contains questions and
solicits information which would clearly indicate the specific skills and
aptitudes of the employee Such a system would be required 1f merits
were 1o be a governung factor m: making promotions.

2 To s’upport lhe above recommendaticn, the existing form of
the Confidenlial Repoit should be suilably amended along the lines
suggested by the Seminar’s report on Performance Appraisal Such
amendments would produce a form waich, 1f used properly, could place
before a promotion committee a sufficient body of 1nformation upon
which to make a judgment about an employee’s qualifications and
potential for higher respensibility

3. Separate foims shculd be piescribed for different posts and
services laking into account the job requirements appropiiate to these

1
t

services.

4. For the purpese of assessment for ptomofion, {he present
practice of marking should be discarded and a procedure evolved
for using the entire service record of the empioyee as a means for
deciding his suitability for a new assignment The {endency to
rely upon numerical scores based solely upon Confidential Reports is
of limited validity in judging competence, especially when the career
history of the employee is available for review and evaluation.

.5 Promotions irom jumor posis to the next higher post within
{he service should be based upon seniority with consideration given to
merit in instances where a clear case of incompetence would disqualiiy
a person for advancement It was generally felt that 1n such instances,
the tenure of the employee could be a decisive factor in lis advance-
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ment because the nature of the work in {he new position would not be
substantially different from the former posilion and thal eaperience
resulting from service would, thercfore, be a valid basis for making

promotion.

6. All promotions bheyond the next scnior post with the service
should he made on the basis of meril wilth duc emphasis being given
lo semorily  Smce semority can be mierpieted {o mean experience
withire the Government, 1t can be regarded as an aspeet of merit hut
should receive attention as only one of several aspecls of merit.
The Senunar felt thal promotion {o Sclection scale posis i the State
and Rcgional level posts in State seivices and  promolions  from
subordinate/mimisterial posts {o the State scrvices should be governed
by the principle of merit.  Such promolions mnvolve movement into «
substanually higher and different atca of service, and fnus the test
for aavancement should be compefence and demonsirated potential
for eflective perfermence

7. In the mterest of objectivity and imparliahily, promotions
should be done through the Departmental Promotion Commuitee, In
case of State services, the commitee should consist of Head of the
Department, Secretary of the Administrative Departlment, a represen-
{ative of the Appoiniments Department and a member of the Stale
Public Service Commuission The Service Rules provide for consti-
tution of such a commitice  Wherever such commitices have not
been provided, rules should be amended lo provide for such a
comin.liee.

8. For promolion in the State Services and from the Subordi-
nate/Ministerial {o the State Services, the Public Service Commission
should be imtially associated HHowever, once the P.S.C. has made
ils mnual conlribution to the selection of suitatle candidates, no furthe:
reference should be made to the P S C.

9. A system should be developed for eliminaling ineflicient
¢ nd incompetlenl members of ke services  The Seminar recommended
screening of persons on a systematic pasis after ‘intervals of 10, 15,
and 20 years of service instead of the present system of screening
only after completion of 25 years of service, o1 upon reaching 50 years
of age  All persons wilh consisiently pocr records of service should
be compulsorily relired in the public inlerest. To implement this
policy, suitable amendment in {he rtules should be made.

P
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10. The Seminar endorsed the principle as embodied in the
report on Recruitment tnat a reasonable balance belween providing
adequate opportunities lo mnservice employees and those from outside
{he service who could make a significant contribution to the Govern-
ment sliould be observed  The present sysiem needs {o be modified
so that fresh entranis can be brought into the services at various

levels

11 Delays in niaking regular protnotions should be avoided
and efieclive steps should be laken to prepare seniority lists and to
convene meetings oi the departmenial promotion ccmmitlees in
sufficient time to mimimize delay This measure could elhiminate
demoralization and other complications resulting from the delays in

making promotions which Irequently occur.



PERFORMANCE APPRAISAL

i

1. The Semnar, while accepting the absolute need for eva-
luation of all Government employees, agreed that the present system
of performance evaluation and the forms and procedures for evalua-
tion were quile defeclive. The major defects identified were:

(1) the factors included 1n the forms do not relate directly
to jub performance and do not require information specifi-
; cally relevant to the requirements of the employee’s position,

(2) the adjectives used to evaluate an employee lack pre-
cise and standardized meanings and are, therefore, neither

helpful nor objective in making an assessment of an
employee,

(3) practices customarily observed in evaluating an
employee are not conducive to high morale and productive
service upon the part of employees, for the confidential nature
of the annual report does not allow 1t to be used as a tool for
career development and the communication of only adverse
remarks, sometimes belaledly creaies suspicion about the fair-
ness of the system and neglects the potential for employes
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#°  development which can come Ifrom open and systemalic
communication .between superiors and subordinates.

2 The Semunar felt that the objectives of any system of per-
formance appraisal should be to improve employee performance, to
maintain’ high morale among employees, and serve the various pur-
poses of an effective peisonnel sysiem such as career development,
placement and promotions. In view of the crilicisms made of the
present system and the objectives which should be pursued :f the
performance appraisal procedures of the State are to be maximally
effective, the following recommendations were made:

(1) The documenl known as the Annual Confidential
Report (ACR) should henceforth be referred to as the
“Performance Appraisal Report”.

i (2) In order to make an accurate appraisal of an
employee’s work, job descriptions should be developed for
various categuries of jobs so that evaluation can occur in
terms of defined job standards and requirements The prepara-
tion of job descriptions and the selting of periormance stan-
dards permits the employee to know the “what” and “how” of
his function and permits the reporting officer to have a basis
upon which to make assessments. Although a difficult task,
efforts should be initiated to introduce position descriptions;
and a commuttee should be constituted for this purpose

¢ (3). In order to minimize subjectivity and the inclusion
of irrelevani factors i the evaluation of an employee, greater
emphasis should be given to the nbjectivity of evaluation. This
will be facilitated by acceptance of the previous recommendation
" as well as the mntroduction of a manual of instructions for the
guidance of reporting officers and periodic training in per-
formance evaluation. Action should be {aken to bring about

these changes. '

(4) In order to permit the officer being reported upon to
submit an account of his job performance and activities, all
employees, excluding the non-supervisory ministerial staff,
should submit by April 30 a report contamning a brief summary
of their work and reference to any achievements and difficulties.
This will enable the supervisor to have before him the employee's
perception and analysis of his job situation and should be
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canducive to greater objectivity in reporting while, al the same
time, serving as a useful management {ool.

(5) The adverse remarks in appraisal forms should be
given only when the subordinale officer has not shown improve-
ment 1n spite of all the advice given and cflorts made by the
superior, Even in these cases the adverse entries should

invariably be supported by documentation.

(6) To ensure equily and fair play, it 1s necessary that an
“oulstanding” entry also be supporied by a nole as in case of an

adverse entry.

(7) All adverse remarks 1n full should be communicated {o
officer reported upon instead of only an ‘extract’ which docs
not convey the real meaning.

(8) The employees reported upon adversely should have
a right to represent agaimsl those remarks to the appropriate
authority.

(9) In order o avoid delays in the writing of appraisal
reports, it 1s necessary {o fix the following {ime schedule:—

(a) Submission of the statcment of work
done by the officer reported upon. 30th Apnl

(b) Submis<ion of appraisal report by the
Rep_ortmg Officer to the RcviCwing
Oftjcer, . 3lst May

(¢) Sulmission of theieport by the Re vi-
ewing Officr to the Appriniment
Departmer t/Appropriate Authority, 30th June

(d) Comn.unication of advesse 1ep arks by
the Appowtment Depaiiment/Appic.
priafe avthorily to the officer 1ejort-
ed upon. 31st July

(e) Submission of representation against
adverse remarks by the officer reported
upon to the Appomtment Depariment/
Appropriate Authotity, 318t August

(f) Finalisation of any representati¢n by
the Appointment Departn.ent. 31gt Ootober
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(10) Although integrily should be an essential characte-
ristic of a Government employee, the usual practice of submul-
ting an “Integrity Certificate” should be terminated, for such
certificates assume a categorical endorsement of an employee
which most supervisors are not prepared to give but neverthe-
less routinely provide. The certificate should, therefore, he
replaced by the following statement, “Nothing has come to my
attention which casts any refiection upon the integrity of Shri-—
————— ", If such a stalement cannot be attested to by the
reporting officer, he should clearly state and document his reser-
vations about the integrily of the employee 1n question.

(11) Since the jobs thal employees of various categories are
required to perform differ, general and vague standards of
evaluation should be replaced by standards which are rational
in terms of the job and which arc so defined as to permit both
a common understanding and a refined distinction in evaluative
terminology  Therelote, the present appraisal form should
be redesigned along the lines of the model contained in Appendix
A (developed by consultanis and trainees of the Harish Chandra
Mathur State Institute of Pubhc Admmistration) This form,
wiih appropriate modificalion, can adequately serve both the

fechnical and general services

A separate form for evaluating members of the ministerial
services should be introduced Two forms suggested by Shri
V Kumar in his study ‘Performance Appraisal System and
Technmiques™ are contamed mn Appendix B and with suifable
modification should be adopted for  appraising  mmsterial

staff.

(12) To evolve suitable Forms for Performance Appraisal
Report and o prepare a manual for gurdance of reporting and
reviewing oflicers a commuitee consisting of the following should

be constituied.

!

tnpaa

1. Spectal Secretary, Appointments
2 Head of the :Deparlmeni, and .
3. Depuly -Secrétary, O&M Secrelariat



TRAINING

The Seminar expressed general satisfaction with the strong
interest which the Government is taking 1n the traming of 1its officers.
Nevertheless, it was felt that certain improvements could be under-
taken in order to accomplish more purposeful training and to provide
{raining to all members of the State services. The group felt that the
institutional base which has been established for civil service training
in Rajasthan and the iecord of efiectiveness which has already been
achieved requires that even greater effort be applied to training. In
submitting its recommendations, the group was guided by the delibera-
tions of the State Committee on Training and the recent Personnel

Report of the Administralive Reforms Commission Specific recom-
mendations have been made 1n terms of :

. (a) categories of persons to be trained | w
(b) content and method of training
(c) staff and institutional resources for {raining

(d) relationship between training and Government
operation.

2 The Seminar recognized that training must be linked to other
factors of the personnel system and could not be fully effective unless
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reform occurs in such areas as career and manpower planning, postings
and promotions With this 11 mind, the Seminar proposed the
tollowing changes in the training activities of the State

. STATE SERVICES
Foundational Training

(a) While accepting the content of Lhe Foundational Trammg
provided to the State Services, it was recommended thal greater
emphasis be given-to the management component of such traning
and that new techniques of training be introduced to impart a genuine
understanding of the role of the public servant in responding to his
various responsibilities The leclure method has litlle ulility as a
aevice for assisting a public servan( to understand s relations with
the public and a more experimenlal approach lo tramming nceds to be
adopled to effeclively serve tins training need

Refresher Training

(b): The difficulty 1in giving tramung to the large number of
officers who have not yet recerved foundational traiming might be
resolved by limiting, for the time being, such tramming to the most
recent recruits and to include- those not {atling into this category in
the refresher traming which 1s contemplated for older and morc
experienced officers.

Judicial Service

(c) Foundational tratmng should be extended to the Judicial
Service, and it-is understood thal this matter 1s being cousidered hy
{he Institute and the High Court

(d) To the extent possible, job tramming should be provided
by departments, especially in mstances where the size of the depart-
ment warrants such training. Where departmental tranung 1s not
feasible because of the small number fto be f{ramned within the
department, several departments might cooperate 1 conducting sucn
training. The Institute would serve as a technical resource io
departments giving job traming

A panel consisting of the Head of the Department as Charrman,
and a representative of the Institute of a related academic institution
should be constituted to devise the format and content of such
{raining:



Field Traimng.

(e) Field traiming designed to provide the officer with the
widest possible exposure to problems which he will actually encounter
Jhould be an obligatory component of all foundational tramning. Th1§
tratning should be carefully structured and supervised, and the
supervising officer should submut a delailed report to the sponsoring
Department indicating the nature of the field experience.given to the -
trainee and his performance in that siluation Feedback should be
given to the department so that, where appropriate, additional
{ramning can be provided and modifications made 1n subsequent field
training.

Inservice Training

(f) Referring to the recommendations of the State Commuttee
on Traimng concerning inservice tramning it was proposed that
refresher courses be given to officers mn terms of the availabihity of
new assignments and higher responsibilities or 1n ‘areas where the
mtroduction ol new practices and techniques make additional train-
ing necessary Such training should generally be provided when the
officer falls within the age brackel of 30'to 35 years and again when
he reaches the age of 40 to 45 years ‘

P
S

Specialised Courses.

(g) Specialized traiming must be given greater emphasis but
must be 1elated to the spetial experiise which will be required of the
Government and should be hinked to the development of career plans
ior officers Specialized {fraiming shouid be designed in terms ol
specific arcas of admimstration, giving due allention {o the technical
and management aspects of such a field The Institute in collabora-
tion with the relevant deparimenis should establish tramnmpg 1 such

fields as Planmng and Developmeni, Performance Budgeting, Opera-
fional Research and Work Study

External Training . L

(h) Study leave should be ‘'granted to a select number of
officers for the purpose of increasing their understanding of socio-
cconomic  problems or {o equip the;]n to _perform un a specialized
capacity for the Government A leave, period of 6 .to 12 months
should be constdered for those participating i such edu

: cational
experiences. '

-
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Centre Training.

(i) "Since opportumties for State cadres to have direct expo-
sure to the operations of the Central Government are conspicuous by
their absence, officers should be deputed to the Centre in the Ministries
of Finance, Commerce and Home The Chief Secretary in arranging
for the deputation of these officers should take precautions to ensure
that their assignments conform to their anticipated duties in the State
and that the experience is mutually beneficial to the State and the
Ceniral Government

(;) Greater emphasis must be given to management training
Courses at both the middle and-higher levels of management dealing
exclusively with the problems and techniques of government manage-

- ment should be’introduced on a systematic basis The duration of
such training should be approximately 4 weeks for middle managers
"and at intervals for a period of 3 {o 4 days for higher management
trainees. " Secretaries to the Government/Heads of Departments,
Additional/Joint/Deputy Secretaries and a few senior Collectors should
be invited to such sessions.

II SUBORDINATE SERVICES

‘¢

Foundational Training -

. (a) The trundational tramning of the State services should be
extended to the subordinate services Recogmzing that the volume
of. work for imparting this {raming would be substantial and beyond
the present resources of the Institule, two alternatives might be consi-
dered for handling this fraiming, (1) creation of a special staff for
conducting thus training at the institute, or (11) ‘the establishment of
a Foundational Traming Centre as an affihate organization of the
“ Institute which would conduct all foundational training for both State
and subordinate services Requisite ‘accommodation should be
provided to support this training assignment

" lob and Field ‘Training.

(b) Various depariments should offer job traming along the
lines indicated under the calegory of job training for the State Services,
making appropriate modification for the level of responsibility and

nature of work to be performed
F

Common trammg eould be provided by departments to both
State and subordinate services where interests are _common to each of
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e services. Thig arrangement would be more cconomical and efficient
and could contribute to the essentiai inter-change which should occur
helween the services and to the.democratization of the personnel

system.
Field Training.

(¢) Field traming should be organized along the lines suggested
tor (he Stale services, althoueh (he tour in rural areas should be mor
mtensive and of longer duration

111 MINISTERIAL SERVICES

(a) The failure to tram this category of public setvants should
be immediately remedied by the introduction of training for ministerial
<{afl in the respective departments This arrangement is suggested
hecatse of the magnitude of the candidates for such tramning

To assist the departments in  evecuting this {raining, the
tollowing suggestions are offered-

(a) The Institute should equip iramners to organize and
conduct trainine n the various departments,

(b) The Central Secrelariat Training School could be con-
sulled 11 terms of the design and confent of such {raining, and
Stale officers could be deputed to the School with the intention
of building up sufficient expertise to conduct such tramming on
an nngomg hasis in the State

IV. RELATIONSHIP Of THE INSTITUTE WITH OTHFR
STATE TRAINING CENTRES

In the interest of having a cootdinated system of training in the
Siate, 1t was fell that the Institute as an apex institution shouid
assume -more responsibility jor the tramming programmes of other
spectalized (raining institutions In ‘this regard, -the followine
rerommendations were made

(a) The All Purpose Revenue Training School in Tork
should be shifted to  Jaipur, placing it directly under the
" “Inslitute, ‘ -
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(b) The training in commercial taxes Tor Assistant Sales
Tax .Officers, should be ,provided i this school (All FPurposes
Revenue Training School)

(c) The Tribal Orientation and Training Centre at
Udaipur should retain 1ls autonomy but greater faculty
support {o this Centre ‘might be provided by the Institute and
that collaboration between the (wo organizations should be
strengthened in areas where each organization has a com-
petence which could assist the -other with its {traiming

programmes

(d) Under the auspices of the Institule, specialised training
courses .for trainers and staft of the wvarious training
organizations n the State should be undertaken

(e) The Director of Traimng for the ‘State who also
functions as Director for the Imstitute should assume greater
supervisory responsibility for the overall training activities of

the State

V. ADDITIONAL GENERAL PROBLEMS

1. Identification of trawning needs —Since relevant training
requires°that the neetds ‘of the trainees be identified and that the
training be valid in terms of the goals -and mission of the-departments
concerned, the Institute should provide technical assistance to the
various departments-to enable them tondentify the ‘trammng needs of
their employees This work might ‘be undertaken by the Researcn
and/or Extension Cells of the Institute, working in consultation with
the concerned department heads or their representatives

The problem of identifying iraiming needs must be seen within
the context of career planning, for training should be related to the
present and future postings of an officer and 1o the manpower requure-
ments of the Departments A pilot effort at carcer planning should be
initiated 1n two major departments, and a committee consisting of the
Chief Secretary, Spectal Secretary, Appointments, Secretary of the
Department concerned, the Head of the Department, and the
Director of.{he ‘Institute should be set-up for the purpose of planning
and implementing.an experrment .n career :planmng



. 30

9. Manpower resources. [or training —The. recommendations
. conlgined herein obviously assume an enlapged ' sphere of training
activity in the State and thus the following r’ecomm'enda}lon,s, are made
to ensure that the training expertise commensurate with this enlarged
responsibility is available:

(a) Various services should have a panel of departmenial
cflizers with a knowledge of traming, ,

(b) these officers would be available on ‘deputation to
assist departments wilh the development and implementation
of their training programmes;

(¢c) in order to ensure thal the departments assign
adequate priority to tramning, the officer at the headquarters
level responsible for personnel or establishment should also

_be assigned the responsibility for training. His dufies would
include liaison with the Institute in ipstances where collabora-
tive training is involved, designating and assigning officers
for training, evaluating the training experierice of depart-
mental officer and designing and conducting departmental
training where the need and resources warrant internal
training courses; T

(d) the Government should avail of the tramning expertise
which 1s developed 1n the various services and departments by
'giving training personnel special instruction and experiences
which will contribute to their competence as professional
trainers. Moreover, such persons should he assigned to posts

" where their expertise as trainers would be relevant;

(e) the following guidelines should govern staffing })rap-
tices at training institutions,

(1) persons selected for training assignments should
be from among the best qualified in the services,

(2) incentives should be provided to those accepling
training assignments: ;

(3) promotional opportunities should be made avail-
able to trainers in their capacity as.trainers;
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(4) training assignments should be made on the
basis of the needs of the institution to which the officer s
deputed,

(5) training positions should be occupied for sufficient
duration (a pettod of not less than 5 years) 1n order to
permit the tnstitution to develop faculty strength and fo
give the officer adequate time to develop his competence
as a ftraner,

(6) assignments to training institutions should he
considered an additional qualification for promotion,

(7) continuity 1n the admimstration of traming orga-
nizations should be promoted by having the Deputy or
Vice-Principal selected with the ultimale objective of
advancing him to the post of Director/Principal

3 Utilization of other resources and institutions for training
purposes—

(a) greater effort should be made to involve the Umver-
sity of Rajasthan, and the various Institutes of Management n
India in the tramming programmes of the State,

(b) members of the Umversity staff under arrangements
to be agreed upon between the Government and the University
should be deputed to ihe Institute, other training schools in the
State, and to departments undertaking a {ramning mission Such
temporary posts would give the various mstitutions and
departmenis an academic, educational, and research resource
which could facilitate the traiming and education of iis
cmployees

4  Departmental responsibility n support of traimung —Each
department of Government should anticipate 1its tramning require-
ments and be diligent in assigning persons {o appropriate training
courses. Morcover, Heads of Departments and other scntor officers
should be available to assist with traiming in instances where their
presence could contribute to the impact and credibility of the
tramning.

The priority assigned to traimmng should be reflected 1n
budgetory alloca'i faff resources assigned to traiming Each
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department should provide in its budgel an allocation of resources
commensurate with the extent of its traiming responsibility.

In order that the departments are betier able lo provide the
requisite number of {rainees, in each cadre provision should be made
for a training reserve.
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GOVERNMENT OF RAJASTHAN
APPRAISAL FORM

FOR THE PERIOD

------------------------

-----------------------------

Designation

----------------------

Service

Date of appointment in Government Service

-------------------

In the present post

-------------------------

Posts held during the period under review 1.

...............

with dates D T
3.
Pay .o
Gradeof Pay............ccovviiinnnnn,

Appointment to the present grade. ...... ... ...

Academic quahfications

........................................
....................

--------------------------

Rasic Job Dutieg~——1,
2

3.
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APPENDIX BI

FORM OF CONFIDENTIAL REPORT ON ;SECTION OFFICER

Ministry / Office of.........ocvvienees

Y EREEELE

Report for the year/period ending ....-.... e

;v D

10.

11.

12,

Name of Officer :
Date of birth : :
Designation of post held : -
Date of continuous appointment to the present grado :

Sections in which employed during the year and periods
of servicein each . -

-~

Assessment by the Reporting Officer (Under Secretary ar
Corresponding Officer). -

r In making the assessment Reporting Officer should keep in view
speed and quality of performance as revealed.by the O. & M. data

e.g; Inspection Reports, Control Chait, Arrear Statements, proper
exercise of delegated powers, etc.]

Supervision and distribution of work amongst his staff:

Maintaining order and discipline and checking late
attendance :

Handling of dak and exercise of proper discretion in
marking it for perusal of higher officer:

Capacity for ensuring prompt disposal of work and sub-
mission of the various O. & M. and other returns.:

Submission of cases in proper order i.e. whether all rele-

vant papers are put up p:operly referenced without
errors or mis-statement of facts:

Capacity to train, help, advise his staff and handle his
subordinates:

Knowledge of procedures and regulations:

13, Ability to handle intricate cases;



14,

15.

16.

17.

18.

19.

[

43

Has he been responsible for any outstanding work duting
the period under-report meriting special commendation ?
If so, what ?

Has he been reprimanded for indifferent work or for other
causes during the period under report ? If so, give brief
particulars :

Remarks as to defects in chatacter, indebtedness, etc

" which may militate against efficiency and suitabihty for

particular types of work :
Fitness for p omotion to grade :

Goneral assessment of personality, chaiacter and tem-
perament including relations with the fellow employees,
ete. ;

’

Assessment of integiity (if anything adveise has como
to your notice, please specify it also)';

A N Vs
Grading. “Outstanding”, “Very good”, “Good”’, “Famr” .
or “Poor” o

Pt ' Signatuie of the Reporting Officer
Name in Block Letters............
Uy v Designation.. .. .. e
. LA T v ' ' ' »
Remarks of the Reviewing Officer (Deputy Secietary or c(o)rfl%esponding
T ' icer).

\ i

[ The Reviewing Officer should carefully conside; and state whether
he accepts the assessment recorded:by the Repoiting Officer in all
respect. If he differs from the reporting officer i any respect, the fact
should be clearly stated.] :

Signature of the Reviewing Officer. .
Name wn Block Letters..... .. cer aene

Designation.ceeve  vioe  teeies e

Signature of the mnext superior officer. .
(with  semarks, of ANY). v ivievnins
Name wn Block Lefters.. .. ..o...e.
Designatione oo eve o vevie aisean

Nore:—Where an ‘adverse entry is made, whethev it relates to a remedi.
’ able or to an irremediable defect, it should be communicated;
but whlle doing so, the substance of the entire report including

what may have been said in praise of the officer reported upon

should be communicated. .

~ 3 - ~

-



44
APPENDIX B-2

FORI OF CONFIDENTIAL REPORT ON ASSISTAN T/OPPER DIVISION
CLERKS

Ministry/Office of..... .

Report for the year/period ending

S ;o W o e

T

Name
Date of birth :

Present grade :

Date of continuous appommiment to the present grade :
Whether permanent, quasi-permanent or temporary ':

Sections in which served during the year under report
and period of service in each :

Assessment by the reporiing officer (Section Officer).

Referencing and paging of notes and correspondence :
Keeping files and papers in tidy condition :

Maintaining properly the Assistant’s Diary and Standing
Guard files:

Promptness and accuracy in disposing of work :
. Intelligence, keenness and industry :

Knowlrdge of procedures and regulations :

Aptitude for particular types of work :

Skill in drafting :

Relation with fellow employees :

Amenability to discipline :

17, Punctual attendance

Has he been responsible for any outstanding work during
the year under report ? If so, what ?

+ Assessment of integrity, (if anything adverse has come
to your notice, please specify it also) :
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2.0 Has he been reprimanded for indifferent work or for
other causes during the year under report ? If so, give
brief particulars

21. Remarks as to defects in character, imndebtedness, ete.
which may militate against efficiency and smtabihity for
particular types of work:

22. Fitness for promotion to the grade of Section Officer/
Assistant

23. Gen-rel assessment of good and bad quahties

24. Grad ng:
(“Outstandmg”, “Very good”, “Good”, “Fam”, or
‘6P001,,):

Swgnatwre of the Reporting Officer. . ...
Name wn  Block Letters, cee
Designation. . ... ce e

Remarks of the Reviewing Officer (Under-Secretary or Corresponding
Officer)

(The Reviewing Officer should carefully consider and state whether
he accepts the assessmont rccorded b, the Reporting Officer 1 all
respects If he differs from the Reporting Officer m any respect, the
fact should be clearly stated).

Swnature of the Rewiewing Officer......
Name wn Block Lett#a.... .... ......
Designation... .. coovviiiiiis civavan.

Swgnature of the next  superor officer

('l remarks, +f any)  ..........
Name n Block Lefters . ... ........
Desygnation... ......ccoiiiiieivnnnn

Note —The substance of an unfavourable report will as a rule be com-
municated to the Officer reported on either orally or in writing
as may be considered appropriate by the Reviewing Officer
and the fact of such communication noted on this report.

In exceptional cases,1f the Reviewmng Officer feels that com-
munication of unfavourable remarls will serve no useful purpose
and may only discoutage the officer repoited on, he should sub-
mit the matter for the oiders of the next superor officer,
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It is being increasingly recognised that while economic factors

such as material resources, savings, capital investment, foreign

exchange earnings play a very important role in economic development,
the development of human resources has an equally important bearing
on the rate of growth of the economy of any Country. This explains
the crucial role of Manpower plannmng which m 1t’s widest connotation
aims at the optimum utilisation of human resources. Manpower
planning is thus an all embracing concept and has two mam
componentsi—

(2) Optimum utilisation of the existing Manpower resources;
and

(b) Creation of skills necessary for meeting the Manpower
needs of a growing and dynamic economy.

Thus m its wider context Manpower planning would cover
almost the entire field of economic and social development planning.
So far m our Country greater emphasis has been placed only on one
aspect of Manpower planning which concerns Manpower budgetting
for middle and higher level Manpower. This implies regular assess-
ment of the requirements and the availabihity of personnel in different
felds and the planning of measures to meet these requirements. It 1s
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being felt that the emphasis has now to  shift from quantilative
assessment to qualitative 1mprovement to keep pace with rapid
technological changes

One of the urgent problems facing the Country is the growing
problem of unemployment both in urban and rural areas and a study
of the measures required for making our Plans and Schemes employ-
ment oriented without sacrificing their economic viability and -Ficiency

should be a major concern of planners in this field.

\

The Family Planning programme which ultimately would
reduce the number of entrants to the labour force and also of the
unemployed 1s vitally concerned with the subject. The Manpower
implications both quantitative and qualitative of the family planning
programme would be another priority for study.

The mmpact of the green revolution on unemployment and
under-employment m rural areas 1s also of great significance and it

should be worthwhile to study 1ts full mpact on the unemployment
sttuation ;n the Country.

The present Working-Group 1s a part of Seminar on Personnel
Admimistration and it may seem that the mmplications of Manpower
planning have to be examined in the rather restricted context of the
requirements of the Rajasthan Government Tven so, as would be
explained subsequently, it is not possible {0 climinate the private
sector and the Central public sector for any realistic Manpower
planning The Working Group, therefore, has felt impelled to mention
some of the important implications of.i\/lanpower planning in relation
to the economic development of the  Stafe as a whole and suggest
certamn areas in which further studies -may be undertaken to
appreciate the problem in greater’ ‘depth and t6 devise suitable
policies for solving'them.” ~ ’ ’ o o

Tlrge first aspect to be considered purely from the pomnt of view
of the fequirements of Government is the regular assessment of

manpower needs of the public sector for personnel of diferent disci-

Blines asd ceordingiion of edugational policies and traimng facilities

in relation thereto The Manpower, Directorate in the Planning Depart-
ment has been engaged for the past several years with the task of
es%m}a.txon df ‘techtiieal persormel of the vdrious” categories namely
%E?d}cai practitioners, Agriculture Graduiites, Veterinary Doctors,
Thﬁfsl:eees?irrf ?Cglll‘ee and Diploma Holders m various disciplines etc.
e ates nave been very useful to the Government in deciding
€ intake capacity of different institutions and also in plannmg for
opening of new iastitutions of professional and technical education
Tt 15 necessary to strengthen this organisation and enlarge the' scope
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of its activities It should not restrict itself only to the guantitative
estimation-of the requirements-of technical and professional personnel
in the Government but should also concern itself- with' stimulating
action in"the vatious departments inéluding so called non-Plan-depart-
ments for proper cadre planning. --It should also undertake-the study
of the requirements of these departments for personnel with- needed
skills at various levels of the hierarchy In order to-achieve this end
it is felt that there should be a Cell in each major department which-
should concern 1itself with Manpower plannmng and -should keep a
tlose liaison with the Manpower Directoraten the State Secretariat:
The Manpower -Directorate will necessarily- have to act as a catalytic
agent stimulatmg thinking and study on different aspects of Manpower
problems 1 all the important Departments of the Government.

There is-also need for a continuous review and improvement in the
methodology and concepts adopted for estimation of Manpower require-
raents particularly as the role of the private sector 1s gradually being
enlarged. It would be necessary to work out suitable norms -for
estimation of their requirements in relation to the specific situation
in our-State The Manpower Directorate would have to conduct a
series of studies to bring about significant improvement in this
direction. Similarly the rapid changes in the agrarian economy require
a study in depth. The trend towards mechanisation and adoption of
improved techmques m Agriculture would have a substantial impact
on the requairement of Agricultural Engineers and Agricultural specia-
lists of different categories and area studies particularly in Rajasthan
Canal or Chambal would help to locate the problems and to evolve
puitable measures for anticipating these requrements and making
preparation for it from now on

Another important area which deserves attention 1s the study
of wastage mm different educational institutions The Manpower
Directorate has already conducted studies in the Medical and Veteri-
nary Colleges and this needs to be extended to other institutions of
technical and professional learning. These should be followed up with
an analysis of the causes of wastage which are often quite large, with a
view to improving the productivity of mvestment in education

The quality of personnel entering Government service will
Jepend largely upon ‘the general educational standards and the
attractiveness of Government services with respect to their status,
emoluments and other benefits v1s-a-v1s other jobs in the private sector
and autonomous bodies A discussion on the improvement of the
educational standards of the State will obwviously be outlside the
purview of this Working Group However, even for services- which’
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do not insist upon anv pre-entry professional or technical qualifications
there can be certai~ specialised courses or certain modifications in the
curricula to equip the students to hetter perform the tasks in the
Government services For instance, a course in public administration
which is closely related to the adminisirative needs of the State can
be very useful for competitors seeking to join either generalist
services or non-technical unifunctional services. Similarly, considering
the important place of tax administration there can be a specialised
course on taxation laws. These examples can be multiplied indefinitely.
Basically there 1s a great need for a constant exchange of ideas between
the Universities and the State Government for introduction of new
courses and the modification of curricula to meet the requircments of
the State Government.

What has been said for the general services above applies with
even greater force to the technical services The need for coordmating
the qualitative requirementis of employers (of which the State is
still the dominant one) and the producers is paramount For this
purpose it is suggesied that on the appropriate decision making bodies
of technical and professional institutions, representatives of the

concerned Departments and other organised employvers should be
associated.

As was mentioned mm the beginning, the qualitative aspect of
technical education is of far greater relevance today than quantitative
assessment because we know that in the foreseeable future the State
is likely o remain substantially surplus with regard to availability of
technical personnel of all categories. While this Group cannot examine
q1'1e‘stions of educational reform, it would like to emphasise the need for
giving a more practical orientation to the training at different levels so
that the technically qualified people are not dependent entirely on
Government jobs for a livmg but are ina position to start some
v.en’cures on their own. This 1s, in our opinion, the appropriate
’mm‘e for suggesting modifications in the courses to give greater
weightage to on the job training and self-employment. It may also
be e‘mphasised that even the requirements of the Government are not
sjcatlc and they keep on changing m relation to the policies and objec-
tzves. and also technological considerations. Therefore, it is not
sufficient only o lay down the curricula in consultation with the
consumer Department bhut to undertake a constant review in the
light of changing conditions This would imply detailed job analysis
of different categories of functionaries in the employing agencies so
that educational institutions are m a position to cater to these needs.

Manpower planiing at micro level is indistinguishable from
personnel management. Thercfore, a discussion on Manpower
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planning in governmental organisations will cover all aspects of
personnel admimstration like recruitment, placement, motivation,
training etc However, since all these aspects are being separately
considered by other Working Groups, it would not be proper for this
Group to consider them in detail ~We will, therefore, imit ourselves
to high-lighting certain aspects of personnel admmistration which are
of special relevance to Manpower planning and which have received
inadequate atfention in the past.

The foremost need is for evolving a suitable system of career
planning for the Government employees to draw the best out of them
and to prepare them adequately to shoulder higher responsibilities. As
the admmustration grows more complex and undentakes diverse tasks,
specialisation will become an unavoidable necessity. This is an
irreversible trend all over the world 1n all fields and we will only
wrreparably damage the efficiency of the administration by closing our
eyes to the same Even m respect of the so called generalist services
there 1s need for specialisation hike financial administration, economic
administration, taxation efc.

In respect of the technical services also there 1s need for greater
specialisation and new specialities are emerging every day. For
mstance, mn Agriculture, there can be various fields of specialisation
like Soil Conservation, Blant Protection, Extension, Horticulture ete.
Similarly even amongst Engmeers, some of them can specialize in
construction of Dams, others m constroction of bridges The object is
to so devise the placement policy that every employee gets the fullest
opportunity to develop his special aptitude and potential and to give his
best for the benefit of the Government and the people. The emphasis on
specialisation in technical services also implies that much greater
weightage needs to be given in mitial recruitment, promotion ete., to
attamment of professional qualifications.

And lastly, we would re-emphasise the urgent need of proper
career planning which will mvolve talent spotting, its development by
appropriate traming and deployment, purposive placement in higher
levels of responsibility ete.

—— - - -
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(iv) Class IV Service.

(2) Initial recruitment to posts in the State service arc made
through any of the following methods:—

(1) Direct recruitment through P. S. C.

(a) A written competitive examination followed by a
viva-voce test, or

(b) A viva-voce test.

(11) Promotion/selection from certain posts according to
rules of eligibility

(3) Regarding (2) above, Departmental Promotion Committee
constituted under Rules is entrusted with this work.

(4) Preference for Competitive Examination for Direct Re-
crurtment —For direct recruitment the Group is of the view that
the method of written competitive examination followed by wviva-voce
to be conducted by the Commission should be the general rule. Accor-
ding to the existng system, recruitment to technical services in
the field of Agriculture, Engineering ete. is made solely through
mnterview. The paueity of surtable candidates at the time of promulga-
tion of the Rules appears to be the guiding factor for preferring this
method ~Now the situation has undergone rapid change. The various
technical institutions are turning out a large number of graduates every
vear and 1 some fields, there i actually a glut in the employment
market. The number of jobs is fewer than the eligibles.

Secondly, the standards set by different institutions are different
and a comparative assessment of the attainments of the candidates who
qualify therefrom 1s not an easy tagk.

Thirdly, therc? are certain qualities which are not exhibited in the
academic qualifications. An exammation in which the basic intelli-
gence, grasping power and practical bias is tested is necessary.

The Group 1s, therefore, of the view that even in technical
services, the present system should be replaced by the more scientific

and ob.Jectxve system of a written competitive examination followed
by a viva-voce test,

-

comm:;d azfif)crmtmgnt by Interview—As an exception to the re-
recrurtment 11;1 mat ® by us in the preceding paragraph we feel that
the & ) CErtain services may continue for the present merely on

7818 0L vwa voce test. The position may however be reviewed at
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the end of the Fourth Plan. The reason is that in these services either
performance in academic fields is the main criterion for recruitment to
the services, e. g. Rajasthan Education Service (Collegiate and General
branches) or different posts in the same service require slightly
different technical qualifications or experience in the speciality; or
the cadre is too small and most of the posts are filled by promotion
from within the service. These services are mentioned below:—

(1) Rajasthan Archaeology and Museum Service.
(2) Rajasthan Ayurvedic Service.
(3) Rajasthan Circuit House Service.

(4) Rajasthan Education Service (Collegiate and General
Branches).

(5) Rajasthan Horticulture Service.

(6) Rajasthan Medical & Health Service (mncluding Colle-
giate Branch).

(7) Rajasthan Mines & Geological Service.
(8) Rajasthan Motor Garage Service.
(9) Rajasthan Oriental Research Institute Service.
(10) Rajasthan Government Presses Service,
(11) Rajasthan Sanskrit Education Service.
(12) Rajasthan Town Planning Service.
(13) Rajasthan Higher Judicial Service.
(14) Rajasthan Agriculture Service (Research Wing only).
5. Broad Classificaton of Services—The Services may be broadly
grouped into three categories:—

(1) Generalists—These are services in which the subjects
studied do not necessarily have much relevance to the job requirements.
Accordingly, recruitment to these services should be made by a
common competitive examination followed by a vwa-voce test
These services are:—

3G R.A.S
(i) R. P. S
() Rajasthan C
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(iv) Rajasthan Employment Exchange Service.
(v) Rajasthan Jail Service.

(vi) Proposed Rajasthan Commercial Taxcs Service.

(2) Generalists-cum-Specialists —This category occupics a posi-
tion in between the Generalists and the Technical Scrvicer. In these
services some of the subjecis studied by the candidate have relevance
to the job requirements It 1s therefore, proposed that thcy may also be
recrutted through a common competilive examination alongwith the
Generalists with the proviso ihat 1t should he obligatory for them
to take up certain specified optional papers indicated helow cach
service, besides others which they may select from amongst the list
of optional subjects. These services are—

(1) Rajasthan Accounts Service—
Two out of—

(a) Economics-I,
(b) Economics-1I,

(c) Auditing & Accountancy, and
(d) Commerce,

(n) Rajasthan Siate Insurance Service—

Same as for Rajasthan Accounts Service
(1i1) Rajasthan Public Relations Service—

Journalism and Two out of—

Sanskrit, Urdu, Persian and English.

(1v) Rajasthan Statistical Service—

Two out of—

(2) Economies-I,

(b) Economies-II,

(c) Statistics,

(d) Commerce,

(e) Pure Mathematics, and

(f) Applied Mathematics.

(v) Rajasthen Labour Welfare Service—
Lahour Laws and Two out of—

(a) Economies-],
(b) Economies-I1,
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(c) Law,
(d) Sociology, and
(e) Psychology.

- (vi) Proposed Rajasthan Commercial Taxes Service—
Two out of—

(a) Auditing & Accountancy,
(b) Commerce, and
(¢) Law.

«

(3) Technical —This category consists of services i which
subjects! studied 1n the Technical Institutions are of direct relevance to
the job requirements. At present recruitment to most of these services
is made merely on the basis of a viva-voce test. The Group, however,
feels that entry to the following services should be made through a
competitive examination follwed by vwa-voce test.—

(1) Rajasthan Service of Engineers (B&R).
(1) Rajasthan Service of Engineers (Irrigation).
(iii) Rajasthan Service of Engineers (Public Health).
(iv) Rajasthan Agriculture Service (excluding Research
Wing).
(v) Rajasthan Animal Husbandry Service.
(vi) Rajasthan Service of Inspectors of Factories and Boilers,
(vii) Rajasthan Industries Service (for senior posts to be
specified) .
Note —For the following Techmical Services, we are not recommen-
ding competifive examination, but merely viva-voce test for

reasons given 1n the preceding paragraph:—
(2) Rajasthan Medical & Health Service.
(1) Rajasthan Medical Service (Collegiate Branch).
(m) Rajasthan Mines & Geological Service
(1v) Rajasthan Motor Garage Service
(v) Rajasthan Government Presses Service

Tt will be necessary to prescribe suitable syllabus for the wriften
examination to these Scrvices.

-

.o (6 Technical O'fﬁcers ehgible for Generalists posts.—A Graduate
m Agriculture (including Graduate m Animal Husbandry) is already
eligible for competing for the Generalist service. Sumilarly the degree
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of B. E. (Engineering or Technology) has also been recognised for the
combined competitive examination. But Engineering subjects have
not been added in the list of optional subjects as a result of which
Engmeering Graduates are handicapped. We, therefore, recommend

that Engineermg subjects should also be added to the list of Optional
Subjects.

7. Subordinate Services —We have not been able to examine the
above jssues in respect of the Rajasthan Subordinate Services in
detail but the classification and recommendations suggested for the

State Services should apply mutatis mutandis to the Subordinate
Services also.

8. Compulsory Papers—Compulsory subjects for the State
Services inter alic include:—

English :
(1) Paper I—English General.
(2) Paper II—English Essay.

For Subordinate Services:—
English:

(1) General English & Essay.

In order to give equal opportunity to the candidates who do not
have English as the medum at the University stage, the Group is of
the view that for both the services paper or part of the paper on English
Essay should be replaced by Essay to be written either in English or
Hindi at the option of the candidate The Group considers that paper
or part of the paper on General English should be
retained as English is a compulsory subject in High
School and in Three Vears Degree Course. A fair working
knov.vledge of the language is essential for the efficient performance of
the job. Further it enables the employee to develop his knowledge by

keepi’ng himself abreast of the improved techniques in his sphere of
activities.

9. Optional Subjects—~In the lightof the recommendations
made a’above the f9110W1ng optional subjects should be added to the list
of subjects prescribed for the common competitive examination:—

] (1)_ Engineering (It may be examined if one common paper in
Engineering can be set for all the Engineering Graduates. This paper
could be divided in three parts, each part dealing with civil, mecha-
nical and electrical engineermg. We are informed thab there is a
COmMIMon course .during the first two years for all the Engineering
Students  Questions in each part of the paper could therefore perhaps
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be formed in such a way that atleast some of them could be answered
by all the Graduates. If however this is not found feasible, a separate
subject in each of the engineering branches should be added to the list).

(2) Diploma in Journalism.
(3) Labour Laws.

(4) At present a subject entitled “Indian Constitutional History
and Law” has been prescribed. The Group has been advised that the

proper title for this subject should be “Indian Constitution and Law
and Indian Administration”

10. Personality Test.—The Group is of the view that the weightage
given, to Personality Test and viva-voce in the combimed competitive
examination 1s reasonable. Such a Test 1s absolutely necessary to
assess the general intelligence, power of expression, capacity to grasp
and re-act etc. of the candidate which cannot be judged by a mere
written test and which are necessary ingredients of the personality of
an Officer. For R. A. S. and R P. S. 33 percent has been fixed as
minimum qualifying marks which in the view of the Group is very
necessary. We are, however, of the view that mere interview is not
adequate to assess the personality of a candidate for recruitment to
R.AS. and R.P.S. and that it should be supplemented by a Group
Discussion in which tact, patience, quality of leadership & ability
to express 1deas can be judged We do not recommend any change in
the marks provided for vwa voce. The assessment should, however,
be made on the basis of performance of the candidate, both in Group
discussion and in the interview.

11. Direct recruitment to the Rajasthan Secretariat Seruvice,
Ministerial and Rajasthan Excise Service—Ab present direct recruit-
ment is provided in the Secretariat Ministerial Service to the post of
L.D.C./UD.C The iGroup was informed that the Secretariat Reorga-
nisation Committee which has been set up by Government is recommen-
ding direct recruitment at the level of the Assistants The Group
was inclined to agree with this recommendation. If this 1s accepted
by Government, no recruitment at any other level in the Sectt
Ministerial Service nor in the Secretariat Service would be necessary.

As regards Rajasthan Excise Service, (1t has a small cadre which
is likely to diminish with the introduction of Prohibition) no change
in the present method of recruitment is considered necessary.

12. Jurisdiction of Rajasthan Public Service Commission —The
information given to the Group shows that the object of withdrawing
posts from the purview of the Rajasthan Public Service Commission
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has not been achieved. On the other hand il has led to a spate of
ad hoc appomtments which 1s creating confusion in the service. The
Group therefore strongly recommends that the list of posts_taken out
of the purview of the Commussion should be immediately reviewed. The
Group has examined the list of such posts given m Annexure II of the
discussion paper and we recommend as under:—

(i) Posts carrying an initial salary Rs. 200/ and below
per month have been excluded. The total number of such posts
runs mto 37 pages. It was not possible for the Group to examine
these postd in detail. We feel that mnon-technical posts for
which the minimum qualfication prescribed in the rules is a
degree should be filled as a result of the combined Subordinate
Services Competitive Examination. This question however
may be examined by the Committee consisting of representa-
tives from the Commission, Appointments Departmeni and
Finance Department. This Committee may also suggest how
the recruitment to each of the services may be made hya
combined competitive examination for technical and mnon-
technical services.

(2) Fosts mentioned atS. Nos 2 {0 7, 11, 13, 14 and 15 in
Annexure II may remain outside the purview of the Commission.

(3) Technical posts in the Directorate of Technical Educa-
tion should henceforth be filled through the Commission.

(4) At present recruitment to C.A.S has been excluded
from the purview of the Commission up to 10-1-1970. On the

expiry of this period recruitment of C.AS. should be made
through the Commission.

(5) Posts of Mechanical staff hoth gazetted and non-
gazetted required for the Rajasthan Canal Project are at
present excluded from the purview of the Commission.
This 1list should be reviewed Posts for which

specialised experience is not required should be filled through
the Commission.

(6) Post of Commandant, Border and Home Guards which
was excluded from the purview of the Commussion for the
duration of the emergency should now revert to the Commission.

(7) Appointments or re-employment on contract basis upto
5 years 15 excluded from the purview of the Commission. We
fcel that such appomtments or re-employments should be made
in consultation with the Commission, 1f the post is a cadre post

or if the cadre post 1s held in abeyance for a period exceeding
two years.
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13 Considerations for excluding posts from the juisdiction of
the Rajasthan Public Service Commussion —The Group recommends
that whenever Government considers it necessary to withdraw posis
from {he Commission’s purview, this should 1invariably be done in
consultation with the Commission  The general rule should be that
all: appointments should be made i consultation with the Commission
except when, as i the case of the High Court, there are Constitu-
tional restrictions or when there 1s an extreme paucity of qualified
candidates or when 1solaled posts are filled by posting a cadre officer

14. Recrwitment m the public sector —Recruitment in  autono-
mous or semi-autonomous organisation are on a different footing
and 1t will not be desirable to equate them with posts under the
Government It would, however, be advaniageous 1o associate an
expert body, hike the Commuission 1n filling higher posts i these public
seclor organisations We recommend that posts carrying emoluments
of Rs 700/- and above should be filled by associating the Commussion

Secondly, we also rccommend that Service Rules embodying the
methods of recruitment, qualifications, constitution of Selection Boards
and Promotion Committees ete should be finalised in consultation with
the Commission

15 Recruitinent to posts wm Muusterial cadre — (1) We have
clsewhere recommended a review of the posts, which are ai present
excluded from the purview of the Commission

(2) We feel that the posts of L.D Cs nced not be filled through
the Commussion, but posts of UD Cs and Accountants should he filled
by the Commaission There 1s no need for a separate agency for this
purpose.

(3) For recruitment of I.D Cs, a written test should be con-
ducted by the appointing authorily on standard lincs o be prescribed
by. the Commission

(4) The nature of work m the Secretariat 1s different from the
Subordmate offices and we do not recommend 1nterchangeability of the
two cadres. .-

(5) For recrurtment to the posis of L DCs. the qualification
should remain as at preseni. 1e Matriculation or Higher Secondary
with the prescribed speed for typing IL would not be adwisable to
raise the educational qualification in view of the faci that Graduates
are ehigible for the State Services.

16 Reduction wn the number of Class IV Seivants —The Group
did not consider tlus question as inits view 1hisisnot a problem
connected with recruitment.
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17. Educational qualfications for Class IV.—Il is not necessary
{o prescribe any educational qualifications for Class IV Scrvants.

18. Age of recruntment.— (1) The age hmit should bhe 1clated Lo
ihe educational qualifications prescribed for a posi. A person cannot be
admitted to the I Year T.D Course unless he has attained the age of
16 years Thus a person can graduate at an age not carlier than 19 and
he can obtain Post-Graduate degrec al an age noi earhier than 21. We
would, therefore, recommend that for posts where {he minimum
educational qualification 1s Matriculation, the age lIimit should he 16 to
21, for Graduates 19 10 25 and for Posi-Graduates 21 10 26.

(Note.—A{ present, service under the age of 18 does not qualify
for pension This restriction should be removed).

(2) In view of whatl we have slated above, we do not recommend
lhe upward revision of the upper age limit of 25 years to 26 years.

(3) Relaxation of age limit in exceptional cases s not provided
m any Service Rules This, however, may become necessary for such
posts 1or which Service Rules do not exist Under the R.S.R. the age
for entry mto Government service in cases where no Service Rules
have been framed 1s 25 years. It 1s, thercfore, recasonable that in such
cases 1f 1t 1s considered necessary to relax the age, this should be done
taking into consideration the qualifications and experience p-eseribed
{or the post

19 Lateral entry —In Technical Services, persons possessing
Igher technical qualifications and experience are often available, but
m the absence of provision in the Rules for their direct appoiniment at
higher levels, no suilable opportunities exist for their appointment
Recruiiment of such highly qualified persons at the lowest levels is
obviously not acceptable to them To atiract such talents, an opening
at the higher levels has 1o be provided. We therefore,
recommend that in technical and specialist services, a provision should
be made for direct recruitment at higher levels, 1e on posts the
starting galary of which 1s Rs 700/- or more. We further recommend

that 20% of the annual intake m such posts should be by direct
recruitment.

. »

20 Summary of 1ecommendations — (1) For a proper study of a
change 1n the reeruitment policy. a study group should be sel up.

(2) As arule, the recruiiment to the Stale Services should be by
means of Competitive Examination followed by a viva-voce test.
Exceptions to this rule should be made only for compelling reasons.

(3) Services may be broadly classified into three categories
A combined compelitive examination should he held for services which
falli the category of Generalist and Generalist-cum-specialist
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services For the latter category, candidates will be required to take
up certam specified optional papers

(4) For recruitment to techmical posts n which there is no
shortage of qualified persons, a compelitive examination followed by
viva-voce iesi, should be held.

(5) Engimeermg Graduates should also be made eligible for the
combined competitive exammation to State Services by adding engi-
neering subjects 1n the List of optional subjects

(6) The classification and recommendations suggested for the
State Services should apply mutatis mutandis to the Subordinate
services also

(7) Compulsory paper of English Essay should be replaced by a
paper on essay which may he answered either in Englhish or in Hindi at
the option of the candidate The paper on General English should
however be retamed

(8) Certain additional subjects have been suggested for inclu-
sion m the list of optional subjects

(9) Weightage given to personality test 1s reasonable but for
recruitment to RAS and RPS a Group discussion n addition to

mterview 1s suggested.

(10) In view of the proposed recommendation of the Secretariat Re-
orgamsation Committee for direct recruitment at the level of Assistant,
no direct recruitment of the Rajasthan Secretariat Service 1s required
No change 1s proposed 1n the recruitment to the Rajasthan Excise

Service.

(11) Several posts at present excluded from the purview of the
Commussion should be brought within its purview A committee should
be constituted to examime this suggestion in detail,

(12) The Comnussion should nvariably be consulted before a
post 1s taken out of 1ts purview.

(13) The Public Service Commussion should be associated in

recruitmg personnel m public sector where the salary of the post 1s
Rs 700/- or more In all cases the service rules should have prior

approval of the Commission
(14) The Comnussion should conduct combined competitive
exammation for UDCs /Accountants and other posts i the Sub-
ordmate services, delails of which may be worked out by a Commuitee
(15) No separaie Central agency for recruitment to the Minis-
{erial cadre is necessary Posts of LD.Cs may be filled by the
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appointing authorily afier holding a fest on standard lines io he
prescribed by the Commission.

(16) Interchangeability of staff m the Sceretarial and subordinate
offices is not feasible. '

(17) TL is not necessary to raise the qualifications for reeruit-
ment to the posis of L. D. Cs.

(18) The question of reduction in the number of Class IV
servanis being not related 1o recruitment was not considered.

(19) No educalional qualifications need he prescribed for recruit-
ment o class IV services.

(20) Fixation of lower and upper age limils should he co-related
to the time usually taken to qualify for a particular service.

(21) Relaxation of upper age limil may be nceessary in certain
cases.

(22) Lateral entry should be provided in technical and specialist
services al the higher level posts carrying salary of Rs. 700/- and
above. The percentage for direet recruitment ati this level should be
20% of the annual vacancies.
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The Group considered the present Personnel Administration
and Placement policies and was in agreement with the general
criticism voiced frequently that these polictzes do not take into account
the present day needs of admimistration and that the placement of a
person in a particular job 1s more often than not based on fortuitous cir-
cumsiances rather than any coherent system based upon the assessment
and utilisation of skills. experience, qualifications and aptitude.  The
public services today are being called upon to undertake actlivities not
only on a greatly exiended scale, but of mcreasmgly complex nature,
requiring specialised knowledge and techniques, whereas the peisonncl
policies continue to be of the old vintage when the sphere of govern-
mental activity was of a comparatively simple natuie capable of being
handled conveniently by anyone recrusted to the cadre of a particular
discipline This led the Group to examine the basic question whether in
the present day context the cadre system at all was capable of delivering
the goods or the system of “position classification” would serwc the
nceds of specralised activities of the Government better The consensus
in the Group was, however, that the “position classification™ system hns
more drawbacks than advantages i the context of our country.
Lateral entry 1s the cruv of the “position clossification™ system impluing
thereby that at certamn levels selection would be confined nnt marely
{o the persons 1 a particular eadre eligible for promotion, but would
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be done through means of open recrurtment. Superficially, it appears to
be an alternative approach on the assumption that by enlargmg the
field of selection for a particular specialised level, the method of open
recruttment would make hetter persons of reguisite experience and
competence available In reality, however, the Group felt that the two
following factors would defeat the desired obj ective, creating a situation
much worse than before —

(1) For middle levels, which presupposes an experience and
standing of at least 8 to 10 years m a particular specialisation, no one
of competence and worth from outside the Government would he
mterested m joming the service of the Government, because he would
have already made a standing for himself in his own vocalion and
would not be atiracted by the Government scales of pay. No major
increase 1n the scales of pay is conceivable atleast in the near future.
The result would be that only second-rale persons would apply, with no
result and benefit to the quality of Government work.

(2) Young people ~* merit would not be interested n joining
Government service, if they are not certamn ihat the avenues of
promotion are reasonably clear and uninterrupted For mslance,
an engmeering graduate of merit may not want to join the Government
as an Assistant Engineer if he knows that the post of Executive
Engineer will not be filled from among the cadre, which he has joined,
hut by open recruitment with all its attendant uncertamnties.

' ‘The Group. therefore, felt that there is considerable merit in
relaining the cadre system, and that 1t would present no insuperable
problems to build the necessary diversification of jobs and specialisa-

lions within a cadre 1tself The Group makes the following recommen-
dations m this behalf:—

(1) The initial entry nto the cadre of a depariment should
be secured by means of an open recruitment and by promotions
{rom the subordinaie service in a certain pre-determned proportion,
For mstlance. in the senior Agricultural Service. 75% of the recruitment

may be done from open market and 25% {rom the Agricultural
Subordinate Service

(2) In the first few years of their service, say 6 to § years, all
of them should be posted in jobs of a generalised nature For mstance,
a Doclor recruited fo the service may be posted n dispensaries
without particular regard 1io ris specialisation as a Physician, or a
Surgeon or a Dermatologist  If there are a number of groups of
generalised jobs in a department, then a person should he made to
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serve in at least three such groups, during this peiiod of 6 to years
with a mimimum of two years 1n cach such group.

(3) During the course of this mmitial period of genceral eapericnce
i the department, the performance and aplitude of cach one of them
should be appraised and such of those who show special qualitics
swiling the requirements of the needed specialisation m the department
should be picked out to occupy those specialised posis

(4) The persons so choscn should then be specially tramed as

necessary, 1 the specialisation concerned before being posted on the
specialised jobs

(5) They would contmue to remam in their specialised held of
activity. They should however, be eligible for jobs ke Heads of
Deparimenls or Jemil Heads of Departments. which  are more of an
admymstrauve nature, so that the meie fact of speaalist does
not deprive them of the highest posts in the Department

(6) If need arises m a department for a new speerahisation, the
experlise of which 1s notl available in the depariment, like demographet
1 the department of Statistics, lateral entry would become mecvitable
and has to be resorted to However, while a specialist may be
recrutted {from outside the service or even from outside the country,
eitther on a short or long iterm basis, simultaneously recruitment
should be undertaken at the lower level 1n thal particular field of
specialisation so that in course of time the department is able to buld
up 1ts sub-cadre in the related field to succeed the outside laterally
recruited entrant.

(7) Consultancy agenciles outside the Government may be utilised
when the need for some specialised job or study 1s of short tczm and of
femporary nature  Though the consensus mn the Group was decidedly
m favour of the cadre system with modifications, as detailed above,
nonetheless 1t was not averse 1o the idea thatl a department, which has a
large number of sub-specialisations, may be selected on a pilot basis
to iest out the actual results of the lateral entry system

PROMOTIONS POLICY

The Group was of the view that a sound promotions policy was
crucial 1o the effective operation of the cadre system, as detailed ab‘ove
Things as they are now, it often happens that after a man has gained
experience 1n a particular field of activity and his continued pl:esencc
there would be ¥ the mterest of work, he 1s moved out t9 a different
field when his turn for promotion comes Thxs‘ resulis in .no‘c only
the deprivation to the department of his specialised cperience, but
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also in a sense of hewilderment and colscquent lack of job satlsfact‘it?n
in him by being saddled with job, no doubt higher in pay or status, in
which he has not developed the same experbise as he had done
in the previous job For instance, a Reader in Cardialogy
may have to be posted as Prof of medicine when his turn for promotion
comes The Group, therefore, makes the followmng recommendations
m this behalf —

(1) Equal opportunity of promotion should be made available
{o all the specialised sub-cadres mn a particular cadre. For instance,
if the Designs Engmeer, who 1s of the level of an Executive
Engineer 1n the office of the Chief Engineer, PW.D. (B & R). 15 due to
be promoted because his turn has come on the basis of merit/
seniority, 1t will be wasteful to promote Jum as a Superintending
Engineer mcharge of a Works Circle just because there 1s no post of
Superintending Engmeer 1 the Designs Section. He should be
given the pay scale of a Superintending Engincer in the Designs
Scction 1tself  The additional expense incurred will be more than
compensaled by the conuinued availability of the specialisation of
thalt man on the designs side Undoubtedly, in higher administrative
jobs, like Chie{ Engineer or Additional Chief Engineer, the selection

will be open 1o all the specialised sub-cadres on the basis of seniority-
cum-merif.

(2) In cases like the medical educational service where a person
starts right from the very begimning in a specialised sub-cadre, it
should be ensured that a clear line of promotion 15 available to him
right upto the top It should not be that a specialist should not be
able to proceed beyond the post of Reader just because
th‘ere 1s no post of Professor in that field The number of posts that
will actually need to be increased on account of this factor would not
be Jarge in practical terms In fact, if clear promotion patierns are
devised, the strength of higher posts would be clearly determined

;mlike the present practice of creation of a number of posts on ad hoc
hasis.

Steps  to be taken for career development and proper

placement —Very little effort has been made 1n the State, to under-
take any clear and coherent measure for career develol;ment con-
sistent with the exigencies of job needs 1n a cadre. The tendency has '
}?een to just [1ll up posts without regard to the experience and aptitude
required for the job The policy in fact needs to be so divised as
;o ensure the fulfilment of the needs of the organisation on the one
i ::lld zcxlnd the 1dentification and full development of the potential of
viduals occupying positions in the organisation on the other. The
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salient features of the devclopment of this policy are c¢onceived of as
follows —

. s

1 Job .analysis and 1dent1ﬁcat10n of skills

2 Specialised training

v’

3 Dev1smg more ObJeCtIVG methods of performance appraisal.

4 Apt1tude testing.. ;

+

5! Advance planning of man-power requirements in the light of
]obq class1ﬁcatxon and antlmpated new specialisations.

-

J

{The intention of the above steps 1s to :dentify the skills and
requirements’of jobs in' a particular department and also to locate most
appropriate talent available n the department to man each post It
Has ‘already heen mentidoned that the first 7 to 8 years of a Government
servant’s career should be so planned that he 1s afforded an opportumty
to serve 1n different fields of activity related to a service After having
gamed “general experience of the working of the department,
every .» member .of the service should be encouraged to
spec1a’11’!se. m g particular field of activity. The area of specialisation
should be determinéd by the Government taking into consideration
the qualifications and aptitude of the individual Officer While domg so,
views of the Officer concerned should also be obtamed Having deter-
mmegf the area of specialisation, the Officer should be deputed to

ndergo a specialised traning course  having a bearing on the specialised
sphere of actmty determmed for hm  The training, thus, will be given
not only at the stage of mmtial entry in the service but also at
the: midcareer level, As such there would be need to create trainmg
reseryes not only for the junior posts but also for midcareer posts.

" The need for devismng more objeciive methods of performance
appraisal particularly oriented to implementing a sound placement
policy is obvious, because the present method of appraisal 1s far too
genérahsed and subjeative mm character and does not bring out a
correct perspective of the real potential or capabilities of the indivi-
duals I# 1s quité possible that an Officer may be very mtelligent and
capable of much better output otherwise, but due to his being assigned
to a job for which he has no apt1tude or the necessary experience, he
1s not 1n a position to gve out his base

- .The Group was of the view that it was necessary to set up a
Performance Evaluation and Career Development Unit in the Appoint-
ments Department and similar cells with the Heads of Departments.
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he Government level would guide the cellsin the

i he analysis and assess-
tments which would actually be making t
flzi?sr ans1 mentioned above and advising the Government and the Heads

of the Departments respectively i drawing up a clear plan of action.

The units at t

Every department of the Government must in principle relate

its placement policy with job requirements on the one hand and the

skills and experience developed by individual members of the Depart-

ment on the other. In order to conceive and implement such a

placement policy, both long term and short term recommendations
must be made by the Performance Appraisal and Career Development
units/cells which, after approval by the Government, must be strictly
adhered to  One of the functions of the Performance Appraisal and
Career Development unit attached to the Appointments Department,
would be to watch the manner in which the placement policies are
evolved and adhered to by the various departments of the Government.
The unit should submit an annual report to the Council of Ministers

for consideration

Transfers —In relation to the policy on transfers, the following
recommendations are made:—

(1) As stated above, the policy relating to the posting and
transfers must be integrally linked with the recommendations made by
the performance appraisal and career development units/cells.

(2) Frequent transfers must be avoided. Government orders
already exist to the effect that transfers should not be effected prior to
the expiry of two years on a particular post save with the approval of
the next higher authority In order to ensure more effective imple-
mentation of this crder, it should be prescribed that transfers: before
the expiry of two years on a particular post should only be ordered by
the next higher authority to the one normally competent to effect such

transfers.

(3) Officers belonging to the State and Subordinate services
should not normally be posted in their home districts. Exceptions, if
any, made to this rule should not relate to the functionaries who have
public dealings of any kind. The Government has already ordered that
the members of the subordinate service should not be posted outside the
region in which their home district lies. One of the difficulties usually
experienced by the Officers, specially those in low-income groups, is
lack of suitable residential facilities at some of the places of postings.
The Group therefore recommends that the Government may take
adequate steps subject to availability of funds, to overcome this

problem.

™
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(4) Instances have come to notice in which transfer orders once
issued have been cancelled, modified and changed soon after issue.
This practice reduces the sanctity of the Government orders, breeds
indiscipline amongst the services, gives rise to other unhealthy trends
and should to the extent possible be avoided

(5) The Group has already recommended that after a period of
about 6 to 8 years in the service, all the members of the service should
be encouraged to specialise in specific fields of activity and be trained
for the purpose. Once the Government servant is assigned toa
particular speciality, he should not be moved from it except in the case
of his promotion to the highest level in the service. However within
that speciality, he should not remain at a particular place of posting
for less than three years and more than 5 years.

(6) There are some parts of the State which are considered as
inconvenient or difficult and there 1s tendency to avoid posting to such
places. The State may be divided into three classes of area (a) Good
(b) Average and (c) Difficult. With a view to avoid dissatisfaction

- amongst the services and provide equal opportunities, every member of
each service, in the course of first six to eight years of his career, should
be posted for a period of two years in the difficult areas and for the
remaining period by rotation in other areas.

Manning of Senior Posts in the Government -—UOne of the recom-
mendations made by the A.R.C. was to categorise the senior posts into
functional and “other than functional” groups Further on, they have
classified the posts in “other than functional group” into 8 specialisms
and have suggested a machamsm for fillmg up the posts both in the
functicnal and “other than the functional” areas.

These recommendations basically had a perspective and focus on
the manning of Central Government jobs and to a large extent are not
applicable to the staffing of the senior posts m the State Government
where structuring and context is quite different However the sugges-

- tions made by the Commussion were considered by the Group and three
points of view were forcefully posed One was that posts in the
Secretariat Departments dealing with the technical departments of and
above the level of the Deputy Secretaries should be manned by the
Officers of the technical departments concerned in wview of the fact
that they possess the necessary technical background and experience
in the subjects bemng dealt with, and would be m a better position to
advise the Government 1n the matter of formulation and implementa-
tion of policies relating to that Department.
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The second view point expressed was that a higher civil service
should be constituted and officers belonging to all the State Services
should be eligible to compele for entry inlo such service. All the
higher posts under the Stale Government which do not require specia-
Lised technical knowledge should be encadered in such service.

The third view poini was that a clear distinction should be made
between the functions to be discharged in the Secrelariat and at the
level of Head of the Departments. The {ormulation of the Zovernment
policies demands a much wider perspective in the consideration of
departmental proposals than those relating to the department itself
and necessitates the evolution of an optimal coursc of action taking
into consideration departmental needs, the resources available with
the State, mamifold needs and aspirations of the people and to the over-
all policies and objectives of the Governmeni. For an Officer to be
able to discharge these functions effectively, it is very nccessary that
he should have come nto intimatc contact with the people, with
therr representative institutions and he should also have gaincd
famiharity with the working of different Government departments.
It 15 1n this context that the experience gained in their field assign-
ments by professional administrators 1s essential and of direct relevance

t(})1 the manning of the senior posts in the Secretariat being manned by
them.

It was also stated that the modern age is one of increasing
specialisation  With greater specialisation, the grealer will be the
need for co-ordination of the activities of the organisation as a whole,
to prevent the total picture from becoming disjointed and unbalanced.
Co-ordination 1s a function which cannot be performed by specialists
but by admmnustrators possessing the background referred 1o above.
In the light of these considerations, 1t 15 necessary to retain the present

system of specialist administrators to oceupy the higher senior position
n the Secretariat and co-ordinating position m the field

Afler discussing all the above view points, the Group felt that
processes should be mitiated for job analysis on scientific basis of each
post of the level of Dy Secretary and above m the Secretariat as also
of analagous.posts outside the Secretariat with a view to determime
whether these posts should remam encadered 1n a particular service
or be thrown open fo the members of other services as well.
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This working group has been entrusted with the work of drawing
up a sound and systematic promotion policy for public services. It
needs hardly to be emphasised that the policies governing recruitment,
tramning, placement and promotion in public services are inextricably
interlinked and call for an integrated approach. The first and fore-
most requirement is obviously to recruit the personnel having the
necessary qualifications and to train them adequately both at the
time of their recruitment and for the responsibilities during the
course of their career that they may be called upon to discharge from
time to time Along with proper recruitment and training goes the
policy of placement and deployment which should ensure that the
personnel have full opportumities for developmng their potential and
aptitude. It is only in the background of a sound recruifment, traming
and placement policy that a proper promotion policy can be evolved
which can take care of the organisational needs and the organisational
morale.

2. In our view, any systematic promotion policy should take
into account the following three basic factors:

N (a)_ The motivation and morale of the services should be
maintained at a high level;
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(b) Subject to satisfactory performance of one’s duties, a
person should have adequate opportunities for career advance-
ment up fo certain levels;

(c) Beyond certain levels, merit should be the main
criterion for further advancement.

3. The maintenance of the morale of the services requires that
promotions are not only done in an impartial and objective manner but
appear also fo he done so. It 1s the prospects of promotion that, from
the human point of view, bring out the best in a public servant, and
any system of promotion should be such as to generate the confidence
in him that efficiency and mmtiative would be recognized and rewarded
and that the avenues for further advancement are kept open to him
in an impartial manner. This in turn would require that there is a
system for an objective and impartial appraisal of the performance and
potentialities of a public servant. In the present set up of our adminis-
tration, the performance assessment reports or the Annual Confiden-
tial reports as they are commonly known are the best measure of a
person’s merits and capabilities, and their proper preparation is,
therefore, of crucial importance in the promotion system. Experience
has shown that the existing procedure for drawing up ACRs suffers
from several defects, the foremost of which is that the same form is
used for a varety of services and posts. As another Working Group
is engaged mn formulating scientific performance assessment reports,

we confine ourselves to suggesting two broad considerations only,
namely that:

(2) different forms must be prescribed for different posts
and services, taking into account their job requirements;

(b) the form should be so divided as to cover the person’s
performance of the duties with regard to the particular post he
holds, his overall rating and evaluation of his capabilities and
potentialities for discharging higher responsibilities.

4 Granted that the performance and potentialities of a public
servant would be assessed 1n as objective a manner as possible through
the system of performance assessment reports, we feel that every
public servant should have opportunities to rise to certain levels
subject to his discharging his duties satisfactorily. In other words,
promotion up to certain levels should be on the principle of ‘seniority
with due regard to merit’. On an overall consideration, we would
recommend that this principle should apply to all promotions from
junior to the next higher scale in thd State services and to all posts
m the subordnate, ministerial and class IV services. On this principle,
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a person will be eligible for promotion according to his seniority on
the basis of satisfactory performance assessment reports alone, but
even so, we feel that the promotions in the case of State and
subordinate services should be done through Departmental Promotion
Committees to ensure objectivity. Wherever the PSC has been
associated with the DPC, further reference to PSC is considered
unnecessary.. We do not consider 1t advisable that there should be
any method of mathematical evaluation of the assessment reports.
In our view, the entire service record of the person, should be scruti-

nised by the D. P. C, and an overall assessment should be made as to
whether he is fit for promotion.

5. Beyond certain levels, promotion in public services should be
based entirely on the principle of ‘merit with due regard to semority.
This principle will apply to promotions to selection scale, State and
regional level posts in the State services and to promotions from
subordinate/ministerial to State services. Here, merit will be the
sole criterion for promotion, and the element of seniority wnall come
into play only if more than one person is adjudged to be of the same
merit. The adoption of this policy will obviously require a methodical
assessment of the relative merits of the ehgible persons We do not
consider it advisable that there should be any marking system for the
evaluation of the performance assessment reports. The entire
service records of the person, includmng acquisition of additional
technical/professional qualifications, t{raming experience etc should
be carefully scrutinised by the DPC with a wview to adjudging his
calibre and suitability for the higher post. Wherever necessary, the
persons concerned can also be called for interview.

6. We feel that in any system of promotion where merit is to
be given due recogmition, there should simultaneously be a procedure
for weeding out mefficient hands. At present there is no provision for
weeding out such persons except that of compulsory retirement on
completion of twenty five years of qualifying service or fifty years of
age. The CCA Rules do not provide for an effective and speedy
method 1n this regard. We suggest that there should be a continuous
and periodical screening of persons after say ten, fifteen, twenty
years of service, and those with consistently poor record of service
should be compulsorily retired in public interest.

IS

7. We have considered the question of the proportion that
should be maintained between direct recruitment and promotion in
public service, but with the limited fime at our disposal, we have
not been able to go into the details. In our view, there should be
reasonable balance between the need for keeping adequate promotion

1
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opportunities available 1o in-service persons, and the induction of fresh
blood into the services at various levels.

8. In the end, we would draw attention to the imperative need
for the timely preparation of seniority list and the regular meeting of
the D. P. Cs. Promotion delayed is virtually promotion denied. For
maintenance of the morale of the services, and for avoiding the complx-
cations which arise because of delay in promotions, it is essential that
promotions are given whenever they fall due.
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Why Performance appraisal ?

In all systems of personnel admuniswration, che perrormance
appraisal constitutes an importaut part The effectiveness with which
an admmistrative organisation functions 1s very largely dependent on
the manner m which 1its employees function It 1s thus obwviously
necessary to evaluate performance of mdividual employees from time
to time to find out how well they are doing their job

Performance appraisal systems are undoubtedly of considerable
use. Some of the ways m which administrative organisations make usc
of performance appraisal may be listed here .

(1) To keep employees mmformed of what 1s er pected of them
and how they are doing their job.

(2) To provide continuing record of an employee’s perfor-
mance,

(3) To tell a good worker from a bad one and to
reward good worker and help remove deficiencies -f g poor
performes.

(4) To find out trammng requirements of employees for
various kinds of skills

(5) To help 1n the placement, promotion and related service
matters of employees.
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The performance appraisal system should be such that it
enables employees 1o better therr own performance, keep their
morale high and serves various orgamsational purposes well. In
making 1ts observations and recommendations the working group has
been guided primarily by these considerations.

Job description and performance standards.

Before performance appraisal can actually begin, 1t is necessary
thal the employee has a clear notion of the job he is expected to
perform Unless he has full understanding of his assignment, he cannot
he expecled to do the job in the best manner possible. Preparation of
a job description 1s easily the best way 1n which this knowledge can be
mstilled 1in an employee’s mind.

Having drawn up job descriptions for various categories of
employees the next step 1s to tell an employee what, how well and how
much he 1s expected to do 1n order that he may attain his job goals and
objectives In other words performance standards must be laid down.

Preparation of job descriptions and performance standards are
not easy matters While this can be done in case of a large variety of
jobs that the Government servants are called upon to perform, there are
other jobs where 1t may be difficult to precisely reduce to writing their
description and standards to be attamned in performing them. For
instance, there are various laws, manuals, structions etc. that tell
the Collector what he should do and how he should go about doing it.
But the nature ofhis dufiesis such thatit sets limifs
to the task of telling hum what he should do m certam circumstances.
There are so many imponderables 1n situations of law and order and
many other emergencies that job description can adequately equip hum
to deal with them On the other hand, there are jobs for which it 1s
fairly easy to lay down hoth what is expected of an employee and how
well he should do that The effort to prepare job descriptions and per-
formance standards must however continue and a committee which
will be referred to later should see to it that this is done to the
extent possible. As experience 1s gained these statements will
get refined and eventually turn out to be the tools that may be relied

upon 1 the delicate and important matter of appraising the perfor-
mance of employees

Objectivity wn rating

-

In judging the performance of his subordinates the reporting
officer has tc3 be guided by considerations of equity, justice and fair
play. Subordinates sometimes are not able to do what is expected of
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them, not due to any of their fauits but owing to certain circumstances
completely out of their control. This has to be given due consideration.

Training in writing appraisal reports can be of great practical
value to reporting officers. While it should not be necessary to arrange
training of senior officers specifically for this purpose, they should be
educated in this matter whenever they get opportunities of attending
short term courses that are arranged from time to time at the
Harishchandra Mathur State Institute of Public Administration, Jaipur
Discussion of this problem in the annual Conference of Senior
Administrative Officers can also be a useful method of instruction. A
Manual of mstructions for the guidance of reporting officers should
also be drawn up and circulated amongst all concerned.

One way of inducting greater objectivity in performance apprai-
sal 1s that the employee reported upon should submit by April 30
every year a brief summary of the work done by him highlighting his
particular achievements and difficulties encountered in domg the job.
This should form part of the appraisal report The manner of writing
this narrative could also be prescribed The reporting officer should then
proceed to give his own evaluation In the eveni of an employee not
submitting the self-appraisal report in {ime, the reporting officer should
go ahead with his busmness of writing the arpraisal report The
subordinate would then lcse the chance of submittrag it  This
procedure need not apply to the non-supervisory ministerial staff

Adverse entries

The reporting officer has an obhgation to go on 2dvising sub
crdinate about deficiencies that he may notice in him Tt :s only when
he does nct improve despite his superior’s efforts that en alvesse
remark should be recorded

Where an adverse remark has to be recorded the reporting officar
should append to the report a detailed nole giving the reasons for
domg so If reporting officer does not follow this procedure, the
reviewing officer should call upon him {o justify the adverse remarks.

The employees reported upon adversely must have a right to
represent agamst these remarks 1o the appropriatc authority

Great delays occur at present 1n  commumealing the adverse
remarks and also in finally disposmg them of. This sometimes adversely
affects the employees, particularly 1f Deparimental Promotion
Committees meet 1n the mtervenng period It has, therefore
been felt necessary to fix time limits for submission of self anpraisal
reports, communication of adverse remarks, their disposal elc
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The reporting officer should submit the revort to the reviewing
officer by May 31. The reviewing oflicer after recording his remarks
should send the renert to the Appointments, Department/Appropriate
Authority hy June 30 The Appomtments Doepartinent/Appropriate
Autkorny should then commumcate advers rene’tn by July 3L
Representations agamnst adverse remarks by the s cled  employees
should rcach Appointments Depattment/Appropiinie  Authority by
Angust 31 Action on the representations should i hately be {aken
and the whole case should be finalised by Octobier o1 noratively.

exfract from the report 15 seut to the concerned et oo As a matter
of fact remarks 1 full should be communieaf ¥ gl ual extracts only,
which taken out of contert do not convey the 1eal meqmmg, To eite an
Hustration, if only the wundeslined portion of these romarks “his work
15 quute sotisfactory but there o seope for vuprorewent * is communi-
cated. the real meanmmg would not te conveyed resultme o undue
frustration i the mind of the emplovee. h

“Outctanding”’ entries

In communicating the adverse 1cmarks @0 olimes only an

Sometimes performance 1s caterorisnd as “outstandmyr” though
there may be nothing so deserving m an emplovee to justify that, In
oider to ensure cawty and fair plav to all employcees, it is necessary

m such cases for the reporting officer to add a note giving his reasons
for recording such remarks

Inteqity assessment

Al present the reporting officer is required t{o certify integrity
of lus subordinates annually In practice this certificate has come to
be recorded purely as a matler of routine. The reporting officers have
difficulty i having any ducetl knowledge of facts casting reflection on
thewr :subordmates’ mtegrity and 3t 15 therefore too much to expect
that they should certify thewr miegiity. Thereis also hesitation in
withhold ng this certificate {or the rcason that 1eporting officers are
subsequently asked to furmsh facts on the basis of which the
certificate was withheld Bui smce integrity 1s a vitally important
attribute of the government employces, this should find a specific
eniry m the personality column. It is, thercfore, fell that instead of
cartifying integrity only a  statement that “Nothing has come
to my notice which casts any reficction on the mtegrity of Shri ”

should be enough Instead of recording a certificate only integrity
assessment has 1o be recorded

Apprasel Jorms

Jobs that employces of various categories arc expecled to
perform differ so mar

kedly that it really 15 not possible to evaluate
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their performance by ary uniform set of standards. It is in recognition
of these differences in the nature of dulies of various categories of
employees that in Rajasthan there are three different forms
currently in use It 1s felt that they are of limited use m evaluating
performance of a large number of employees doing a variety of jobs.
While 1t is true that the government employees in whatever sphere
they might be working should possess certain common attributes, it
appears necessary to judge their performance in their assigned jobs
by standards appropriate to their situation

The task of designing forms 1s a complicaled affaar. The
Harishchandra Mathur Stlate Instituiec of Public Admimstration,
Jaipur has done very useful work i this connection To the
Discussion Paper on Performance Appraisal 1s appended
an Appraisal Form which in the Working Group’s view will, with
certain amendments, meet the requirements for officers of all State
services and subordinate services functioning in supervisory and
executive capacity. In order to correctly evaluate the performance
of officers in different functional areas Part IT of the Appraisal Form
should be carefully examined by the committee proposed in the Discus-
sion Paper which will suggest necessary modifications to suit particular
requircments of dafferent departments

It 1s also recommended that for the remarks of the reviewing
officer (item 19 of Appraisal Form) the form proposed by the Union
Home Mmistry for All India Services may be adopted

For the ministerial services two .orms that are proposed by
Shri V. Kumar m his book “Performance Appraisal Systems and
Technmiques” will be of help with necessary modificatlions as may be
suggested by the proposed committee in the context of administration
m Rajasthan .

For the top executives the appraisal form need not be too
elaborate Their performance should be evaluated primarily by the
following considerations .

(1) Implementation of State policies and programmes.
(2) Capacity to take quick and sound decisions.
(3) Relations with the public
(4) Capacity to mspire confidence and buld up competence
amongst his colleagues and subordinates
Performance apprawsal report

Consistent with this approach to evaluating the performance of
an employee, 1t 1s recommended that this document henceforth be
called “Performance Appraisal’ mstead “Annual Confidential Report”.



82

Part J1—REMARKS OF THE REVIEWING OFFI(ER
1. Length of servico under Roviewing  Officer.

2. Do you agree or disagice with the assessment,
of the officer given by the Reporting officer ?
Ts there anytlung you wish to modify or add ?

(eneral remarks with speaific eccmments about
the geneial remarks given by Reporling
officer and remarks aboul the outstanding

work of the Officer.

3.

4. {a) Fitness for promotion to Thgher grade(s)

in his turn
() Tit
(1) Not yet
(+27) Unfit.

(b) Has tle off cer ary special characteristics
andfor any outstanding ments or abil-
ties which would justify his ady ancement
and spceial selection for higl er appoint-
ment out of turn ? If yes, please nen-
tion these characteristics briefly.

(¢} Recommendation  regarding euifabihty
for other spheres of woik viz.

— P—

Signature of Reviewing Officcr.

Name wn Blocl: leltors

Designation

Date
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The group cosidered the views expressed in (i) Discussion paper
on Traming, prepared in the Institute, (i1) the paper by Shri
B. Mehta, and (1) information given m “Introduction to Harish-
chandra Mathur State Institute of Public Administration”. The
Group also examined the recommendations of the State Committee on
Training and the Administrative Reforms Commuission.

The objectives of training could brefly be spelled out as
follows —

(1) Attainment of precision and clarity in the transaction
of business.

(1i) Continuing adjustment of the official’'s outlook and
methods to the new needs of the times.

(ii1) Inculcation of broad views to counteract the tendency
towards machine-like efficiency

(iv) Vocational tramming, not merely to fit the individual
to his present work, but also to develop his capacity for higher
work and greater responsibilities.
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(v) Special regard {o stafl morale, in order to counieract
the adverse effects of routine work

One of the important ohjectives of training should be inculca-
tion of proper attitudes in the public servant towards his colleagues
in his department and the publiz. A common criticism against public
servants has been lack of sympathetic approach {o the problems of the
common man, excessive devotton {o precedenti, remotencss from the
rest of the community, inaccessibilily, lack of initialive and
imagination, procrastination and unwillmgness {o {zke responsi-
bility or to give decisions. No cffort should. therefore, be spared in
developing hoth during the Foundational Course and in the Job
traming correct attitudes and skills which counteract these deficiencics
Besides these gencral objeclives, traming has of nccessity to be related
to personnel policies and procedures and its cifectiveness 1s contingent
upon their soundness. .

Another mmporiant objective has 1o be the development of
the employec for assuming higher responsibilities ond therefore training
must anticipate job requirements of the foresceable future as well as
those of the present.

The Group considered trammg {or the {ollowing caleyories ;
(a) State Service;

(h) Subordinate Service; and

(¢) Mmisterial Service

It also exammed the desirability and conient of Specialised
Training, In-service Training, Trammg of Trainers, relationship of the
State Institute of Public Administration vis-a-vis other State Training
Institutes with particular reference to the All Purposes Revenue
Training School, Tonk: Police Training School, Kishangarh;
Commercial Taxes Traming School, Jaipur; and Tribal Orientation
and Training Centre, Udaipur.

STATE SERVICE

(a) Post-entry Pre-service Training.—The Group generally agreed
with the content of Foundational training imparted to Stiate Services
in the Institute It, however, {felt {hat greater emphasis nceds
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in the Institute It, however, fell that grealer cmphasis needs
to be given to management component of this training. Inculcation of
valucs and attiludes consistent with principles of development and
democratic socialism also require greater emphasis. The Institute
may consider new methods and approaches for developing both
sensitivity to public needs and a sense of urgency and service in
execution of various responsibilities

Knowledge of economic and 'social frame work within which
the public servants would have to function and an awareness of our
cultural traditions or cultural conditions also has to be imparted
It was generally felt that the traditional lecture method is inadequate
for accomplishing this object and that a more innovative and experi-
mental approach to framming was needed.

It was thought that attempt should be made to apply such
trainng techniques that would 'allow officers to engage in a critical
examination of their own attitudes and preceptions about the relation-
ship between civil servants and the public Foundational traming should
assist the civil servants to appreciate the importance of co-operation
with their colleagues and to develop understanding, both for problems
of other officers n the samc or other departments of the Government

The Group recognised the fact thal, with .the present faculty
strength, the mnstitute would not be able to cope. with the backlog
of officers who have yet to receive Foundational traming It would,
therefore, be enough 1f the Institute, for the time being, imparted
Foundational trammmg to the relatively younger group of new
recruats and if necessary, had a combination of Foundational and
Refresher traiming for such of the officers who had not undergonc
this traming, but were due for Refresher courses Details of such
arrangement will have to be worked out in consultation with various
departments concerned. The Group considered that the period of
training may, if possible, be extended {rom 8 weeks 1o 12 weeks.

Officers of the Judicial Servicc do not reccive Foundational
iraining at present. In the opinion of the Group, this {iraining
1s essential for them. The Group understands that this malier has
already been taken up by the Institute with the High Court

JOB TRAINING

The success or cffectiveness of job training is contingent upon
identification of job requirements and the Group felt that a consistent
effort has to be made n that direction before organising such tr.ammg.
To the exieni possible, various departments mn consultation with the
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Institute, should conduct job training. In an mstance where the size of
the departments would not warrant departmental {ramning, scvcral
departments with similar or related responsibilities might co-operate in
orgamising and conducting such ftraining. The group rccommends that
a panel consisting of the Head of the Deparitment as the Chairman, a
representative of the Institute and a representative of the related
academic mstitution should draw up declails of such training. This,
as mentioned earlier, should be related to the job requirements which

ought to be laid down for various calegories of personnel in the
departments.

FIELD TRAINING

Subsequent to the iraming in the Institute. ficld traming should
he organised for cach department The content of the field iraining
should give the officer an exposurc to actual working conditions that
he will be expected to encounier. The field {fraining should be so
designed as to equip the officer not only with vocational skills but also
with understanding of the total environment m which he has to work.
1e. attitudes and expectations of his clieni and the behaviour of other
functionaries, both political and civil service, with whom he has to be
associated This training should give more atiention to participation for
a sufficiently long duration, mn the actual life of the community so that
he can be more responsive to the needs of those whom he is obliged
to serve. For officers of the Administrative Scrvice and. in some
measure, for other services also, adequate understanding of the customs
and traditions obtaining 1n the rural areas is very ecssential. Some of
the old seftlement reports provide this information in adequate
measure The Group, therefore, rccommends that some of these

repgrts should he prmted and made available to these officers for
study.

During the settlement trainmng, it should be made obligatory for
an officcr of the Administrative Service to survey 500 Khasra numbers

arﬁl write a report on the socio-economic aspect of that particular
village. ’

The supervisory officcr should bhe asked to send a detailed
report on the performance of the officer during the course of

ﬁelc'l traming, his interest i the traming programme and the extent to
which he could adjust himself to those conditions.

Fleld‘training should be followed by “feed back™ to the depart-
ment as to identify areas where additional training might be provided.
The department should consider this training as a hasis for providing
additional training and experience as might be required.
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IN-SERVICE TRAINING ' ’

The State Committee on Training has made detailed recommen-
dations with respect to in-service training in the form of Refresher
courses (a) at the age of 30 to 35 years and (b) at the age of 40 to 45
years. The Group, however, felt that the governing factor for providing
refresher training should not be age but rather the availability of
opportunities for new assignments and higher responsibhilities In
case where such opportunities may not be available, for instance
where an officer continues to be in one position for an extended period
of time, he should be obliged to undertake the training in the interest
of receiving exposure to new practices and procedures which are
relevant to his job assignment.

SPECIALISED COURSES

With the growmg specialisation of governmental actwity
alround, a stage has been reached when ciwvil servants will have to be
trained for particular areas of specialisation. “The administrative
Tunctions have become so difficult and complicaled that a generalist
while possessing common sense and undersianding of public affairs and
management, must have a greater degree of specialisation in some field
or other.” *This {raining will have to be in diverse fields. A1 the
middle level, different groups will have 1o be given specialised {raining
so that after putting in 15 to 20 years service, he cullivates a measure
of specialisation. The specialisation, needless to say, has to be related
to the more imporiant problem of career planning.

The Group also considered the need for programmes which may
not have a direct bearing on one job but which are designed to deve-
lop wider understanding of socio-economic problems of society
and of public affairs generally. Self-education programmes should
therefore, be encouraged by granting of study leave on hberai terms
and allowing the officer to spend 6 to 12 months in an institution of his
own choosing

While officers of the Indian Adminisirative Service and other
A1l India Services do have, at any rate in theory opportunities of
gomg to the Centre, such opportumties for the State cadres are
conspicuous by their absence The Group, therefore, recommends that
opportunities to these officers should also be made available in the
Ministries of Finance, Commerce and Industry and Home. The Chief
Secretary, should ensure that officers sent on deputation to the Central
Governmeni arc assigned positions which may conform to their
anticipated duties in the State. so that their deputation to the Centre is
of benefit both io the Siate and the Central Government.

*Shri L P Singh.
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The Group recommends that the Institute in collaboration with
the appropriate departments organise specialised courses that would
serve particular administrative needs in special arcas of public policy-
examples of such traming might be Planming and Development.
Performance—Budgeting, Operational ‘Research, Work Siudy etc.
Such training would obviously cross deparimental lines and would be
geared to areas of common concern to more than one department,

MANAGEMENT COURSES

Tt 1s recommended that emphasis should be given to Manage-
ment training. This would be accomplished by including a Manage-
meni tramning component in the Foundational {iraming as well as
establishmg courses at both the lower and the higher levels of
administration that would dedl’ exclusively with the problems and
techniques of GGovernment management. The duration of Management
trainimg should be about 4 weeks Higher Management training should
be provided at intervals for'a period of 3 to 4 days. The Stlate
Committee on Training has made detailed recommendations about the
participants 1in such courses. The Group, however, felt that in the
Higher Management course, Secretaries to the Government, Headsf
Additional /Joint/Deputy (wherever there are no Jomt Heads of
Departments) and a few semior Collectors should be inviied.

SUBORDINATE SERVICE ‘

3

(i) Foundational Training.—The Institute has so far heen
organising Foundational courses for State services In the opinion of
the group such courses for subordinate services, as recommended by
the State Committee on Traming, are very essential Recognizing that
the volume of work for imparting this traiming to the various cadres
in this category of services would be large, the group is of the opimion
that a special staff {or conducting this traimmg should be established
m this Institute  Requisite accommodation (residential and class room)
should be added as required. An alternative arrangement could be to
have a Foundational Traiming Centre which would conduct Foun-
dational/Orientation trainmg for all cadres (State and Subordinate
Services). This Centre be affihated with the Institute. The duration of

Foundational course for the subordinate services should he about
4 weeks.

"l‘he Group felt that in case the number of persons 1o be {rained
in various departments become unmanageable, the employees of the

Education Department, except Headmasters. may for the time hemg,
be left out of this framning.
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JOB AND FIELD TRAINING

Vartous departments should provide Job {raining along the
lines mdicated under the calegory of Job 1rammng for State Services
with appropriate modifications being made for the level of responsi-
bility and natwie of the work to he performed Wherever possible,
this training could be provided simultaneously or jomtly for both the
State and the Subordinate Services where mterests are common to each
of the Services, as for example—for Engineering Services some of the
common 1tems could be mviting of tenders, preparation of contractor’s
bills, preparation and maintenance of accounts and stores elc  This
arrangement might also facilitate better communication between the
various Services and coniribute to the democratization of our
personnel system.

The field trammg of these Services should be organised
generally on the lines suggested for the Staie Services except that
greater emphasis should be placed on a tour of longer duration in the
rural areas

MINISTERIAL SERVICE

The Group felt that training for these services has been badly
neglected Systematic traming should be provided to these services also.
Because of the magmitude of this task, it was felt that the responsibility
for conducting such trainng should reside with the various departments,
but that the Institute should equip trainers to organise and conduct
such iraining for the departments Content of this training programme
could also be drawn up in consultation with the Central Secretariat
Tramning , School,  which has been conducting such
training for the Central Secretariat Ministerial staff. For developing
traming techmques the trainers from the State Government could be
deputed to this School and in the course of time, sufficient expertise
bualt up n the Institute for the traming of tramers for ministerial staff.

The Group also recommends that a Committee be constituted
for working out a detailed syllab: of training for such Services This
can, of course, be supplemented to meet specific need of each
department .

RULATIONSHIP OF THE INSTITUTE WITH OTHER STATE
TRAINING CENTRES

Concern was expressed about the neglect of some of the special
iraining Schools operating m the Siale Specifically, reference was
made to the All Purposes Revenue Traming School, Tonk and the
Police Traiming School, Xishangarh., It was recommended that the
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State Institutc as an Apex Institute should take a more direct
mterest in and assume greater responsibility for their activities. This
could be accomplished by shifting the All Purposes Revenue Training
School from Tonk to Jaipur, placing il under the direction of the
Institute and also organising {raming in commercial taxes for
Assistant Sales Tax Officers and the Sales Tax Officers here. The
existing School may continue to cater to the needs of training of
Inspectors and other staff of the Department.

The Tribal Orientation and Training Cenire at Udaipur may
continue to be at Udaipur hut in the opinion of the Group, there was
need for greater faculty support to this Centre from the Institute
as also delineation of areas of training between the Instifute and the
Centre Collaboration between the Centre at Udaipur and the
Institute would be based upon the trainming strengths of the respective
institutions

As the Director of Training for the State, the Director of the
Institute should assume greater supervisory responsibility for the
working of this Centre and other Institutions in the State. In order
to assure that all traming schools in the State are stlaffed with

competent trainers, the Institute should undertiake specialised training

for {ramers. L

ADDITIONAL GENERAL PROBLEMS

Identification of training needs.—Since relevant training requires
ihat the needs of the trainees be identified, ithe Group recommends
that the Institute should provide technical assistance to the various

departments for identifying the training needs of their employees
at all levels.

Man power resources for training—In addition to training
faculty of the various institutions, it was felt that
the State should adopt a programme whereby various services
could have available a panel of departmental officers with knowledge
of training. These officers would be available for deputation {o assist
the department with the development and implementation of its
traming programmes  Also, 11 was deemed adwvisable to capitalise upon
the iraining expertise developed through specialised instruction and

_experience in traimng mstitutions by placing such persons in positions
where such expertise would be relevant

In order to ensure that the depariments of the Government
assign adequate priority to iraining, the Group recornmends that the
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officer at the headquarters responsible for personncl management or
cslablishment should also assume responsibilily for tramimng. This
officer, wherever the number of employees so warranted, may have to
be assisted by another officer m order to give adequate attention io
this work. The officer made responsible for traming would also serve
as a Liaison Officer belween the Institute and the Department both for
orgamsing training programmes for various categories of employeces
and for working oul syllab1 of the various courses. In course of time,
the Institute with lthe assisiance of 1ls technical staff would assist
this officer in identifying the traimming needs of each depariment.

The Group recommendcd following measures for proper staffing
of tramning instituiions.—

(1) That persons sclected for training assignmenis be f1om
among the most qualified in the Service.

(2) That there should be appropriate incentives for
accepting such assignments.

(3) That promotion opportunities should be made available
to them in their capacity as trainers.

(4) That traming positions should be occupied for a period
of not less than 5 years in order to permut the institution
to develop faculty strength

(5) Assignment to traming mstitutions should be consi-
dered additional qualification for promotion to attract really
competent people for such assignments

There 15 need for contmuity in stafling institutions, especially the
higher echelons. In the opmion of the Group, therefore, 1t 1s desirable
that the Dy Dircclor/Vice-Principal 1s selected with t‘he- ultimate
objeclive of grooming him for the post of the Director /Principal.

A related concern of the Group was under-utihsation of possible
{taining resources in the University of Rajasthan and Instltutc:hoi
Management and allied insfitutions. It was felt, thereforf:, ad
initiative should be taken to involve these institutions in designing an]
conducting certain types ot traming * for which they have specia

competence Also members of the University staff under arrangements

to be mutually agreed upon between the University and ihe Govern-

ment should be deputed with the Institule and other Traming S.chcﬁll:
for a temporary period. Such assignments would help 1o rauset e
academic standard of irainmg and also to equip the University s :51t
with greater appreciation of the practical problems of tlze Ci;)vgrllrlréslse-
Tmitially, this could be iried m a few _dppartm;:nts lIike Agricu ,

Animal Husbandry, Co-operative and Engmeering.
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Recognising that there 1s constant neced for more cffcctive
communication between different segments of the society, the Group
suggested that programmes be developed in collaboration with the
Centre for continuing Education, Unmiversity of Rajasthan, and Rajas-
than State Industrial and Mineral Development Corporation Ltd
around such areas as relation between civil servants and political
leaders, the executives in business in industrial undertakings and the
Government, to bring about greater understanding and appreciation of
problems of mutual concern.

Incentwe for travning.—In order that the departments are able
to provide the requisite number of tramees, 1t 1s essential that 1n each
cadre provision for training reserve 1s made. The size and scale of such
reserve would have to be determined by the concerned departments.
General resistance to deputation for traming should be discouraged by
an adverse entry, if an officer has failed 10 avail himself of {raining

opportunities offered.

Similarly, there is necd for generating betler sensitivily in the
Hecads of Departments to the importance of training m accomplishing
deparimental objectives. In order to ensure that the 1iraining has
its rightful place in the priorities of the depariment, specific hudgetary
allocation relevant to the number of people to be trained and resources
required to provide such tramning should he made.

General problems.—In order that the training programmes give
to the State Government adequate dividends, the Group strongly
recommends that at least for the State Services, a scheme of career
planning should be taken up. To begin with, it may be mtroduced in
one or two major departments. A Committee, consisting of the Chief
Secretary, Special Secretary Appomtments, Secretary of the Depart-
ment concerned, the Head of the Department and the Director of the
Institute should be constituted for the purpose. On the basis of
recommendations of this Committee, avenues of providing specialised
courses of training to equip officers with requisite knowledge of the
career envisaged for them, should be explored. This Committee should
periodically review the performance of the officers in the areas of
specialisation proposed by the Committee, so that correclive and
remedial steps could be taken in time.

The Research and Extension Cell of the Institute should be
continuously engaged in the appraisal of techniques of {iraming, its
content, and the improvement i performance of officers trained hoth
in the Institute and in other departmental trainmg programmes A
separale Cell for identifymg trainee’s needs for some of the important
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departments should be cstablished i the Institute  This Cell would
help the Departmental Head m identifving the troining requirements
of his depariment and in arranging for more rational and eflicient
personnel utilization.

e
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WELCOME ADDRESS

1 Respecled Chiel AMimsier, Respected Union Home Minis-
ter, Distingtushed Guests and Distingwished participants

2 On behalf of Harishchandra Mathur State Instifufe of
Public Admimstration, on behall of my colleagues and on my own
behalf I extend fo you my most respectiul welcome Sometimes n
the hves of individuals, nations and societies great evenis take place
wiuch become land marks and turning points I the his{ory of this
- jauslitution, today’s occasion 1s such an event and land mark

3 Tlus nstilution slarled in 1957 at Jodhpur as an Officers
Traimng School 1o train {he officers of the Rujasthan Admumstralbiv:
Service Soon after, Refresher Courses were added to iis curricul;
‘and Accounts Tramning School was merged with tlus institution A
the needs of State admunistration grew, more and more course:
were z}dded.

4. In 1963 the school was shifted to Jaipur 1n a renied house
and later 1n 1966 o the.70 acre campus with hostel facilities for
aboul 130 inmates.

5. At present the following courses are organized;—

/
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1. Foundational Courses for Stale Technical and Gensral
Services;

2 Specialised Institutional Course for .
Indian Admunistralive Service Officers allotled to Rajasthan;

Rajasthan Administrative Service Officers-—direey recruits:
¢ B PR I Sy
Rajasthan Accounis Service Officers—direct recruits,
and promoled officers, and Accountants,

3. Refresher Courses for Rajasthan Admimsirative Service
Officers,

4 Management  Coutses  for  Senior  Officers, District
Collectors and Dy. Heads ol Departmenls:

5. Specialised shor{-lerm  courses 1o caler (he require-
ments of various departments like Education, Electricity Board
and Secrelariat

Last;year, Government ook a .deciston to redesignate this
school as Harishchandra Mathur State Institule of Public Admins-
tration to commemorafe the name and memory oi late Shr1 Harish
chandfa Mathur who was one of the most llustrious sons of
Rajasthan  Shri Mathur staried his carcer as a civil servant. Aftel
the merger of States he took to politics. All along his career, he was
a great champion of admuistrative reforms. » He headed number of
commuttees at the State and all india level. Of these, mention may
he made to the State Admunmstrative Reforms Commifiece. He was a
member of the Adminisirative Reforms  Commisston in  which ha
made a profound coniribution 1fe died m h‘z'arness, working for the
cause f)f administrative reforms which became a constant pursil
and mission of his hife It was, thercfore, appropriate that the school
Was named after him  Shri Mathur believed that bureaucracy was
concomitant to democracy., His conzept of bureaucracy was a cadre

of people, efficient, honest, impartial and dedicated. Towards this
end hie always directed hys efiort and time

1
§

fro t;) With the change 1n the designation of {his dtinstitution
me’:t hle school {o the Instiiute of Publje Admmistration, Govern-
ave recently sanclioned g SCheme‘Of‘reorganizaﬁon of traiming
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programmes The institute’ will now cater Tor the training of all

cadres of Government and will have Research and Exlension Wings.
The Research Umit of the Institute will {ake ip preparation of back-
ground papers concerning major problems of administration, pre-
paration of case studies, smiveys and reviews of selected areas of
admunistration and development The purpose of this programme 1s
to provide trainees with material which has relevance to their job
requrements Both {raining and research would be of limited value
i not backed by extension efiort The h\tenmon Umt will transmit
1o various departments of Government the result of various field
studies. The field trainmng will be so structured that the class room
experience of tramees 1s comphmented by actual field work The
am 1s 1o achieve a blend belween lhe theoretical and practical and
{o test the applicabilily of the formal instruclion given at the
msiifute  The {rainees will have an advantage of working n the
setting and environment 1n which they will have lo work m future
They will know the problems of rural arcas and mslitulions, they
\vrnll be required {o serve

7. The reorganization scheme also provides for the evalua-
fion of training effort at regular inlervals

8 The State Traiming Advisory Commtiee has been expanded
{o include participation of the National Academy of Adminstration,
Indian Institute of Public Admumstration, the department of Public
Adnmuinistration and  of Political Science of the Unmiversity of
Rajasthan It 1s proposed to constitute commuttees for each major
department to look {o the training programme of the Department
T'he committee will consist of Secretary of the Department and the
HMead of Department and the Direclor of this institute  This measure
will involve concerned departmenls in the trammng programme

9 We are working 1n close collaboration with the Umiversity
ol Rajasthan' Aclually we draw' our key facully assistance from the
Umiversity  In the days ahead we look forward to their grealer
cooperation and guidance We also look for help and guidance from
the Indian Institute of Publhc Administration and National Academy
of Admimstration We have bheen receiving support and guidance
from the tramning division ol the 'Mimsiry of'Home Afairs m abun-
dan{ measure We look forward for closer co-operafion with all these
mstitutions and organizations

10 With this briel intioduction, I would hke {o say a word
about the background of -our personnel sysiem. This State as we all

’
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know started its personnel syslem with a great handicap inheriting
from the Princely States all kinds of persons with hundreds of pay
scales and grades. Wiih a few exceptions then, the simple rule was
appointment at discretion and termination at will. I was indeed a
Herculian task o integrale all services into well organised cadres.
We have Public Service Commission We have service rules
framed under the Constitution of India for almost all services. The
rules provide for a system of Recrmitment and Promotion. For pro-
motion to State services and even within the inservice promotions,
Departmenial Promotion Commitiees have been made responsible,
These commitiees are presided over by the Chairman or Member oi
{he Public Service Comnussion. Thus, in working of our personnel
system objectivity, impartiality and equal opportunity is ensured.
Every person with satisfactory performance can look up fo higher
posts as a matler of course. To encourage ialent and ability along
with the traditional concept of seniorily, a system of Merit promo-
fion has been iniroduced. Pay scales ol various services have been
rationalized and we have a sysiem of unified graded pay siruciure
evolved almost on the concept of equal pay for equal work For177
lakh employees we have now only 33 pay scales. Although our
personnel system conforms to the general patiern of the personnel
sysiem in the country, the {echnical services comparatively have
been given recognition which is due to them. These are indeerl
great achievements for which our State can take legitimate pride

II It is due to your great vision and foresight Mr. Chiel
Minister, that right from the very beginning you accorded a high
priority to the training effort The continued growih and expansion

of traming activity has provided our Governmenl with a {rained
manpower,

12 Sir, 1l has been my dream and also of my iltustiions
predecessors, three of whom are present in this seminar {hal unless
top echelons of Government are involved in the {raining process,
training will not have the impact it should Here 1s the galany of
lop admintsirators I 1s quile fitting that this seminar 1s being naugu-
rated by the Union Home Minister and presided over by our Chiei

Minister Today 1s the realization of thai dream and so I call this
event as 4 land mark

13 Although the State has a well organised personnel
system, there 1s always a need for assessment and reassessment.
The modern Stale faces comples admimsirative problems, In a
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developing Stale with goals of plannmg and develdpment, dhere s
continued need for mmprovement in ils personnel system  This
seminar, therefore, has been organised {o examine major aspecis of
the personnel system of Rajasthan The purpose of {lis Seminar :s

be modified 1n order to make the sysiem conform more iully io ihc
requiremenis of a modern Government commitied to political
democracy and social and economic progress

14 This Seminar 1s comptised of Sccretaries o Governmeni.
Heads of Departments, two Collectors and senior adminisiraiors of
{he State services We have here a forum which combipes o\~
perience and insights of those who are critically sifuafed within the
system and who can articulale 1ifs strength and lmitations. The
semnar will be assisted by eaperts but the basic resource would bo
the experience and 1nsight of seasoned admimstrators. The probicm
of personnel admimstration will be discussed in 1ts compleiencss in
<Ixn major areas namely —

1 Man Power Planning.

2 Recruiiment.

3 Placcment !
) 4. Promotion

5 Performance Apprasal

6 Traming

15 1 am confident thal as a itesull of deliberations by the
sentor executives of lhe Governmeni, we should be ablo to find
solutions to the problems which face our admunistration.

This is the
principal mission of this seminar.

16 Sir, I crave your forgiveness of tls lengthy statement
but I could'nt resist the temptation of speaking something about this
institution, the purpose for which 1t stands for, {je mandate 1t has
Irom the Government and the goals it has set for jtself. To our
respected Chief Minister and to the respecteq Union Home Mmmuster
once again I pay my profound regards for the honour they have done
s 1n sparing tume out of their precious schednte Ta +he Jietmouished
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with then presence  To the disbiuguished participants T once agam
accord a hearly welcome. 1 will once agamn appear before them on
Ist October when our wotlk is over lo seek forgiveness for the deti-
ctencies and shorl-comings they are bound to notice mn the organisa-

tion of, this seminar.

17. Mr Chiel Mimister Sir, with my woid of welcome over, |
now request you to address 1hus seminar.



ADDRESS*

I gives me greal pleasure {o welcome Shri Y B Chavan, Union
Home Minisler, on the occasion ol the Higher Management Semunar
which he has so kindly consenled o 1naugurate It 1s most befitling
{that the Higher Management Seminar orgamsed by Harishchandra
Mathur State Institute of Public Admimistration 1s being imauguratet
by a man of Shri Chavan’s standing, who has a varied eaperience of
adnumstration as Clief Mimster of Bombay and as Umion Hom
Minister. The very fact that inspile of tus other important pre-occu
pations he has spared time lo come over here shows the importance
ha{ he atfaches to public administiration [ am sure, the messagc
which Shri Chavan has lo give to the participants in this seminas
shall serve as a guide not only n the rdiscussions here but also
the wider field of admunistration

2 The Principal 1in hus welcome address has given me credit
for the.estabhshment of this ‘Institule The real credit goes to
Shri B Mehta our former Chief Secrelary, who conceived the idea
of this Institute for tramming of public servanis and whose foresight
and wisdom has brought this institute {o its present stature

*English version
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3. One can recall that the early stages of administration in
this State were beset with problems arising oul of inlegration of
~ervices from a number of covenanting States with varied service
conditions, pay scales and the absence of well defined cadres I
goes o the credit of our admimsiration that the mitial  problems
were salisfactorily solved and well defined integrated services were
crealed. The problems have since been  reviewed from time fo time
and admimstrative improvements of far reaching consequences have
been achieved

4 The concept of the role of the services has undergone a
fremendous change smce  we  attamed mdependence  Under the
alien rule, the mam functions were 1egulatory in nafure only, namely
{he mammtenance of public order ang the collection of government
tevenues ele. The regulatory functions may stll be there, but
siice we won our freedom and embarhed on the road of planned
development. the welare functions of the State have become the
heynole of our cfforts, and the predominant role of the services
This change 1 the central theme calls for a new Lipe  of civil
scervice—a service which will be fully alwe to the needs of the day
and responsive to the aspirations of the people

5 We are wedded to certamn basic primciples lihe democracy,
sccularisin and planned development  Qur <ervices also should he
mmbued with  these basic principles and objectives, because without
a basic faith n them, a awvil servanl cannol Taithfully implement
the policies of the Government hased on them. This i1s not a plea
for a civil servant identifying himsclf with the government of the day,
or for ‘meddling 1n politics’  The basic qualities of the civil servant
should contmue to be there—namely. mdependence, 1mpartiahiy,
sieutrality, frank and free cxpression of advice, anonymily in hus work
ele. but combined with these old and well-cstablished virtues, there
should be faith 1n certain basic values and principles for wihich our
country stands—namely, democracy, secularism and socialism

6. We are a nascent democracy We are wedded to a
democratic way of hife, and we have 1{o build up democratic
traditions and values The ushering 1n of the Panchayat: Raj is
but a part of the whole process of building up democratic institutions
and making people parlicipate fully i ‘their own afairs’  The civil
service has a vital role {o play 1n the promotion ang nurluring oj
ﬂ}e democratic traditions, particularly af the ‘grass roots’ levels
Unfortunately, there 1s sometimes 2 confhict bet\\.een the civil servaii
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and the elected public representatives in regard to their respective
roles or ‘spheres of mfluence’ But there need hardly be any conflict
Cach has {o play a definite 10le, but it has to be complementary to
the other On lis pait, the cvil servant has to shed the old,
bureaucratic approach He has a responsibilily to nurture demo-
cralic values and traditions.

7 The concept of planned development through {he Five
Year Plans has also called for a new type of administration and a
new orientation to civil service The problem of public admimstiration
1is bolh vast and compley, parlicularly in an  under-developed
country hike ours {rying {o raise the standard of living of mulhions
of people through democratic planming  Without an efficient. dedica-
{ed and responsive civil service, we cannol achieve our goal Whatever
may be {he forms and the details, 1f should not be forgotten that the
couniry stands for certamn basic 1deals, policies and values, and it is
{heir realisation that is {he ultimate objective of a gooq Government

8. I have often mentioned, and 1 prefer to repeat it here that
ihe administiafive delays have been responsible for refarding fhe
progiess of {he implementation of developmental programmes When
quick decisions are not taken and matlers are allowed to linger on,
people gel irrifated and even feel frusirated. T have heard this criticism
agamnst the governmen{ machinery on many occasions and I do feel
that delays are responsible for tarmishing the image of the government
I would rather prefer a government servant who commits a bonafide
misiake in the process of taking a quich decision rather than one
who postpones and delavs the decision particularly in matiers which
concern the  general public  Similarly we hear a fot about the
behaviour and attitude of the government <ervants {owards the public
In a democratic syslem of governmenl, every citizen expects a proper
treatment and the government servanis winje dealing with the people
should realise that the cilizens aire the masters ang  government
servanis are there to <erve them

9 Adnunistrators  have got {o  develop a  correct  attitude
towards the execution of the laws and rules framed by the govern-
ment  The laws enacted by the government ang the rules framed I
it are meant to serve the people and nol {o harass them. FEFyverv
government servant should, therefore, have a  positive  approach af
help and  assistance  wlhile mierpreting the rules and laws of ihe
government,
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10 We have made i a practice o review the administrative
arrangements from time o time and bring about reform and improve-
menis as a result of such reviews. [ am glad that in this Seminar
senior officers of the Government arc discussing problems relaling lo
personnel admimisiration 1 am confident, as a result of {heir discus-
sions concrele suggestions would emerge which would pave the way
for further reform

I T realize that you are all anxious {o hear Shri Chavan and
would not like to stang long belwecn vou and him. With these words
I'would 1equest Shri Chavan to inaugurate {lus Seminar



INAUGURAL ADDRESS

I am thankful to Shr1 Sukhadiaj for giving me this opportumty
to be with you today At the outsel, I must say that I was very sorry
for not having been able to associate myself with the function fo
renaming of this Institute  But I would iike to take this opportumty
{o pay my homage to.the memory of late Shri Harish Chandra Mathur
whose name this Institute now bears This 1s the most Dbefitting
memorial to Shri Mathur  He was a distinguished leader with great
admimstrative acumen which he put to use for the welfare of the
people  With his nsight into the probiems of development and his
deep and abiding concern for the poor and the down-trodden, he had
some valuable 1deas on the question of admimisirative set-up for the
country The rich and varied experience of Shri Mathur in the field
of public admimstration was widely drawn upon by the Government
Frequently, his services were sought on Commitees and Comnussions.
The most important of these was the Admimstralive Reforms
Commission.  Shri Mathur coniributed sigmificantly {o the work of
the Comnussion I hope that the associalion of his name with the
Institute would 1nspire the traimnees to keep the ideal of service of the
people before them.
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9. 1 am glad to find that you propose to discuss the personnel
problem and policies n the context of the State Admnistration. In
a sense, the problems of Stale admimslration are qualitalively
Gifferent from {hose of the Cenfral Government. By ifs very nalure,
the State admimsiration is more closely associated with the common
masses of this huge country and as a result reflects their hopes ana
aspiralions, therr frustralions and clation much more effectively. It
1s also more re<ponsive {o the day to day needs of the people And
this 1& as 1t should be In a way, the problems of the Central
administrative set-up are somewhat difierent  Though complex and
mmportant the Central admimistration 1s somewhat removed from the
massecs for whose weliare it has to funclion purposeiully  This aspect
has to be carefully borne in mind by those concerned with decision-
making at 1ihe central level 1 am glad, you have chosen for your
discussion an important fielq 1n which so much needs to be done 1
am sure, other State Governments will {ollow yvour fead There 15 a
great deal to learn by this free and frank exchange of views hetween
sentor adminisirators who man a variety of posts in the State
Administration T am also happy to find that you are associating
with your deliberations distinguished persons from academsc field as
also those from Centiral Government

3 When we look back upon the administrative set-up ang ifs
growth during the last two decades, we find a significant shift 1n the
emphasis from law and order admimsiration {o a Welfare adminisira-
tion  This 1s as 1t should be 1 a developing couniry which is
undergoing  revolutionary social, political and economic change
within a democratic frame-work  Bui when we look around, we
find a disquieting and disturbing trend lowards growing violence 1n
the country  There 1s an increasing {endeney to lake issues {o ihe
treets In a democracy, violent means have no place in decision-
mahing processes  Democracy stands for a continuous dialogue,
fhscussmn and debate on various issues which face us as a nation
ihe increase 1 violence whether due {o communal, regional or
teconomic causes can cut at the very root of our progress and stability
[ would, therefore, like to urge that though the problems of growih
and welfare are important, the problems of law and order are equally
important 1f nol more important. 1 am sure, our admimstralors will
he able to meet this challenge of violence with firmness coupled
vith tacl, patience and understanding I mentioned this aspect of
the problem mainly because 1o all our discussions of developmental
administration, we tend to take law ang order for granted. But no



107

super-structure of progress and prosperity can be possible unless we
have peace and stabilily in the sociely This is more so when we
are 1n the midsi of significant social and economic changes Any
change does lead {o resistance from sections of soctely which are
affected by 1 This 1s as truc in malters like removal of untoucha-
bilily and money-lending practices as i agricultural, econonuc
educalional or industrial sectors A deep and human understanding
of these processes of aclion ang reaction so as to deal with them
wilh tact and patience 1s an important task before the adminmistration
foday I am sute, we will meet this challenge with fortitude and a
courage of conviclion

4 1 briefly referred to the problems of developmental
administration earlier As Napoleon had said, war 1s easy, 1l 1s
waging it that 1s difficult  This 1s equally true in another but a more
real context A war against poverly, squalor and misery is easy, 1t 15
waging 1t that 1s difficull  An organised atlempt {o plan a country’s
development miroduces mnew and unfamiliar enirepreneurial aml
managerial tashs on an unprecedented scale  Few developing
couniries can cope with these admimmsirative problems successiully
over a substantial length of ime  These problems are so complex
that 11 most of the developing countries. the himitation in  1mple-
mentmg the plans 1s not the financial resources bui administrative
capacity

5 Since Independence, admimistration had to contain with
several ntricate and difficult problems and situations  We have, no
doubt, been able to deal with some of them effectively  But a great
deal remains to be done specially 1n the social and economic field
where radical changes are necessary and that too at a quick pace
Any complacency and short-sightedness in the area of administration
1s bound to have far-reaching repercussions on our goal of achieving
democratic socialism

6 One basic requirement 1 any good admimsiration s an
understanding of the problems of {he common man  The admims-
tration has to be in tune with the larger goal of social and economic
welfare ¢m glad to find that over the last few years more and
more of our admistrators are being recruiled from the middle and
lower middle classes as also from the poorer sections of the society
This 1s a healthy change because these are the people who live the
lives of privation and difficullies and they are bound to be more
responsive to the hopes and aspirations oi the people  The dislance
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between an administrator and a common man must be removed if
the adminisiration has to work as an effective tool for soctal and
economic iransformation  This 1s as much true of admimsirative
personnel 1 the field as of that at the Secretariat I realistic and
pragmatic policies and programmes arc to cmerge, 11 1s  necessary
that the adminstrator comes to grips with the urgent and basic
problems of the people

7. The concept of public services, thier functioming and their
role has undergone a change with 1{he recent decision of bank
nationalisation With this measure, an important instrument of
change has now become available lo us  In a sense, this  measure
1s not only economic but also admimistrative and social 1 would
call i1 a waler-shed in the admunistrative history of our country.
With this and other changes which would follow in years {o come.
the public seclor or the governmenial sphere will enlarge substan-
tially.  To man these posts 1 diveise fields-economic, social and
educational-qualified and talented man-power in  various walks of
life will have to be harnessed  As I sec i, problem will no more
be lack of opportunities but will be lack of qualified and caperienced
man-power  And this can be a serious bottleneck in the process oi
planming T would, therefore, urge that any controversy over non-
availability of opportunities will be unreal in the new context At the
same time, I would underhinc that the problems of administration
are becoming creasingly complex and would require some deeper
understanding, specialisation and espertise  This would essentially
imply some serious thinking on the question of placement and carcer
planming  There will have to be some conscious thinking on this
question both in the State Governments and the Central Government.
FFrequent changes from one type of job o another will have to be
avoided as a matter of policy As I said earher, we must make the

best use of tramned and qualified man-power available {o us in thc
diverse fields of activily

8. I would like to make a briel meniion of another aspect of
admmstration  This relates to the decentralisation of admimistra-
tion  As we all know, we ushered in the ‘Panchayati Raj in various
Stales with a great deal of enthusiasm Unfortunately, the initial
enthusiasm has subsided over a period of time  Yours was one Slate
where the new sel-up was introduced with a courage of conviction and

a commitment lo the cause of democracy  Maharashtra,

Gujarat
and some other Slates also

introduced these new institutions of
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Panchayati Raj. In view of the experience of the last few years, 4
conslant review and analysis of ihe results achieved so far will be
necessary to improve upon the present sysiem and to modify 1t. 1
am one of . ,those who bhelieve that any. conceniration of power,’
whether economic or administrative, will be against the very basic
concept of democratic soctalism. When I refer to the ‘concentratiot
of admimstrative power, 1 have 1n mind the whole gamut of govern-
mental set-up both in the field and' the Secretariat. There is a
great deal to learn from the experience of Panchayati Raj Institutions.
Delegation of powers and functions and encouragement to independent
decision-making by officers at various levels can go a long way in
speeding up the developmental activities.

9 We often find that, unfortumately, the idea of democratic
decentralisation 1s ridiculed as distribution of political patronage.
I am alraid this will be an entirely wrong approach {o the problem
Our war against poverty, inaction, social inequalities and economic
1lls is going to be a long and arduous one  There 1s no parallel for
this gigantic effort 1n any counfry at any time in the human history.
This task cannol be performed by a handiul of people, howsoever
imaginative, gifted and talented they may be The only way lo
achieve our aim speedily will be by a creation of a sense of involve-
ment n the people al all levels and to make them responsible for the
tasks small and big in the nation-building effort. In a sense, this
will call for a great deal of ingenuity and adaptation on our part.
We should, no doubt, learn from the experiences of others We must
also be receplive o new 1deas and advances made in the field of
public administration  Bul an uncritical acceplance of the adminis-
trative practices followed in advanced countries s not likely {o make
our lask of development any easier. In fact, it may complicate il
further ~ This 1s as true of imported technology and innovations n
industry as 1 admimstration

10 I must also refer briefly to the provlems of {raining The
{raining of admumsirators for the variely of lasks, they will be called,
upon to perform, 1s very imporiant in conditioning the minds of the
young admumstrators Even (alenled and intelligent recruits to the
public services can be ineffective if not {rained with 3 great deal of
care. Comprehensive tramning programmes are inevitable in any
scheme of sound administrative stiucture However, mere 1nitial
posi-entry traiming 1s not enough, programmes have to be devised
for mid-career training and for training of senior administrators.
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A free and frank exchange of vigws regarding expetiences and
situations by administraters, not ofily ‘with {liéir colfeagies bul also
with leading fiefi dfawn from' various walks of fife, can be a
rewarding’ expérierice for the partidipants. It can also bring in a
fresh breeze Of mew ideas and approachés {6 the problems of the

people.

13. 1 have briefly touched upon some major problems which
face Us 1 the adminstralive field today.  You will be discussing
soitié Other questiotis pertaining to promotions, career planning,
perfortance 4ppraisal, etel inythe next few days. These are of
vital significance. I have mno .doubt that with your experience,
knowledge and understanding, you will be able to do justice to them.
[ af 54, yolir recomitendations: will bé valuable not only for the
Stat ‘Government, but also for tite Central Government.
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MAMPOWER PLANNING

Ahout a decade angd half bagk, both the economists and adminis-
trators of development programmes tended to neglect human
resources in their programmes, emphasisipg the role of capital only.
It was assumed that necessary supply qf man- power wouyld be forth-
coming infright place and right numbers. ‘Actual bottlenecks in
development pragrammes, however, removed this qlusnon Skill and
human resources do nqt appear spontaneously They require invest-
ment 1n human capital and must be pjanned as one plans for economic
development. The successiul implementation of the 'Five Year
Plans for econpmic development pre-supposes the availability of
trained personrel 1n all spheres of activitv.  The, eaperience of Indian
Plans has high-lighted the need for a comprehenslve manpower

planning.

2 Manpower planning does not imply a mere estimate 'nf
"the number of persons required at a certain future date, but a complete
system of desistons governing all facts of future personnel adminis-
{ration and thus covers (a) organisational structure (b) qualitative
and quantitative assessment of skills and trades needed in the future
(c) recruitment and placement (d) maximisation of productivity
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with a view to oplimum utilisation of scarce resources (e) working
conditions and facilities (f) motivation and (g) establishment oi
a labour market, research, statistical and information system.
However, in this statement the procedure adopted for manpower
budgeting has been analysed.

3. The main aspects of Manpower budgeting are:—
(i) Knowledge of exisling shortages.
(11) Appreciation of the supply position

- (m) Estimate of current and [ulure demand.

Lo 70 (i) Medstires té, balance current and fulure demand.

4. Despite the fact that the shortage of technical personnel
came to the surface in the first plan period, no serious efforl was made
towards assessing the supply and demand of trained personnel. Some
assessment was, of course, aitempled in connection with the Second
Plan but was more in the nature of listing personnel required to carry
out an individual project in the public sector rather than an attempt
at comprehending the fota] requirement of the economy and pianning
well in advance so as {o ‘ensure thdt supply meets the demand for
dxfferent categorles of personnel.

Do 5. Wzth a view fo comprehendmg the {total requlrements of
the State and o plan well in advance, to ensure 1hal the supply
meets the demand for different categorles of personnel, a working
group had been set up by {he Ministry of Home Affairs in 1965. The
Jvorklng group felt that the task of manpower planning durmg tne
. fourtti plan w1l] be far more complex than in the pasi, due to the estab-

. hshment of new industries and the requirements of drverse skills and the
expansion of educahonal and training programmes _ They also felt
that there should be close coordination belween the Departments
engaged in the planning and implementation of development pro-

. grarr'rnes and that the manpower aspect should’ receive continuing
a{lention. ' For this purpose, thcy recommended that a compact and
well qualified manpower unit should be created in the planmng
© organisation and thal the primary responsihilily. for manpower
. planning,should continue 1o rest with, the department concerned, while
the manpower unit.should be responsible for analysis, appraisal and

. interprefation of the data collecied by various agencies.  Conse-

« quently the Dxreciorate of Manpower was set up in the PRlanning
Department with the following functions:—

i
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(i) Estimate requirements of different categories of personnel
B . R i .
,‘bY',;,., N L
(a) prepare overall manpower estimates,

(b) associate closely with'and assist other depariments
at the stage of preparing detailed estimates. .

(c) integrate the estimates inlo a consistent frame for the
economy ag well as for the plan as a whole and.

(d) forecast future’ requn‘ements *

(ii) Assist in the 1mprovement of data collection, relevant to
manpower, for example—-—E MI preparatlon of Fact Book,
rationalisation of statistics regardmg employment-un-
employment, education and training statistics.

(ii1) Analyse a recruitment eaperience e.g. State’s public service
commssion reports, EMI. reports; other employment
exchange data eic, and' the pattern of utilization of trained
manpower on a continuing ‘basis

(1v) Propose or initiate. manpower studies, specially in the
field of employment unemployment and ulilization,
in conqu]tahon with "the departments concerned and
associale with and assist in the designing and conduct

of studies.

6 In computing the estimates of demand, expenditure to
personnel approach is being adopted ie. it is being computed on
the bhasis of the cost nvolved m different schemes being implemented or
proposed to be implemented. ,With U‘llS view, the information on
the demand of technical personnel is obtained from the Heads of
Departments.  They are requested to, indicate shortage as well as
ihe requirement that would be necessary to implement the different
schemes  In the assessment of the over- all demand, provision 1s also
made for the demand which 1s caused by replacement of the existing
trained personnel on a..count of retirement due to old age, accident
etc. Wastage due 1o superannuatlon depends upon the ‘age’ of the
department Wastage on account of an old department would be
considerable while 10 entxre]y new depariments 1t may be
neghgible since the employees of such departments would be
comparatively young.. Such factors, no doubt, are taken into account
in working out the replacement demand arising out -of retirement and
deathe Allowance .for leave and deputation. reserves are made
according to existing rules. :

s

- - - P -~
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7. The demand for personnel also emanates from the private
sector. The requirements of this sector are also assessed. Inspile
of efiorts it has not been possible to collect adequate data on man-
power requirements of this sector as such studies should be taken

up 1o make these estimates more scientific.

8. It may, however, he emphasised here that these estimates
of requirements are highly tentative but broad indications for
placing the minimum level in the light of expansion plans of existing
units and the likely intakes of.new, projects are to be initiated. Fore-
casts of manpower requirements are generally attempted in terms of a
prospective plan of economi¢c development; although this is not
happening at present pecause of the non-finalisation of the Siale’s jourih

Five Year Plan.

9. The supply of technical personnel is governed by the intake
capacity of the existing and proposed teachipg institutions after pro-
viding for casualties dyring the training periad. The later occurs
largely due to under-utilization of available facilities, withdrawals of
tfrainees in the middle af courses or iailures in the examination. The
size of wastage occurring due to these causes differs from course io
course and for the same course from institution to institution. This
necessitates undertaking of studies to form norms of ‘wastage'
Such studies have been initiated in this State by the Directorate of
Manpower. Recently a report has been released by the Directorate
on ‘Wastage and Siagnation in ‘Medical Colleges’.

10 Foreign training and {echnical assistance, {empdrary
importation of skills from abroad, immigration and encouragement
of foreign mvestnient add to the supply of local human capital and
@herefore the manpower planner should give proper consideration to
increasing this source of supply and to improving its utilisation. ' In
Rajasthan a single high-level coordinating agency named as Screening
Committee is functioning with the object of scrutinising and
reFommending candidates for trajning in India and abroad. The
Dlr.eciorate of Manpower is entrusted with the task of formulating
traimng programmes in consuliation with the Administrative
Departments and Heads of Departments to meet the requirement of
planting,

1. The availability of persorinel is also dependent on the extent
of unemployed personnel at a particular time. At present dala made
available by the Employment Exchange and other ad hoc studies
undertaken is being ufilised to arrive at certain estimates but are
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not reliable enough to indicate the depth of unemployment 1n various
categories of personnel at the State level ard, therefore, it'is essential
lo tahe up such studiés which may fil) up this gap in the process of
manpower planning and developmeiit. Biit all this pré-stpposes the
availability of factual and statistical data upon which fo base action.
At present the' adequate factual and statislical data is not obtainable
for manpower programming. Efforts, therefore, have to be made 1o
improve the existing organisations and programmes for assembling

of relevant data.

N

12. The seminar méy consrder the followitig issnes 43 the basis

for their recommendations:—

L

Whether adequate information exists upon which reasonable

manpower projeclions can be based.  Recommendations
should focus upon the need to have information relating
to the following variables:

(a)

(b)

(c)

(d)

(e)

Manpower requirements, both technical and adminis-
trative, required to implemeni development schemes,

phased projections of manpower requirements for
varjous phases of the scheme, ’

possible means of obtaining qualified manpower such
as through promotion, entry level recruitment, entry
from outside the government, and ad hoc contract
appoinunent for specific assignments on projects.

type of educational programmes available and the
extent o which these are capable of producing
sufficient number of relevant employees,

{otal demand which may be made from all sectors-—
government, public and private—upon cerlain cate-
gories of manpower, and those factors which will
effect government’s ability to compete favourably
for its share of necessary manpower,

(f) the quantity and quality of manpower which can be

developed through training and career development
programmes and the types of manpower which can
best be produced by these means,

- - - e e
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9  Whether plans as presenily constituted are devised with
manpower implicalions in mind and whether adequate
resources are provided for malching manpower require-

. ments with development goals and targets ? *

H

3  Whether ex:simg manpower can be reconverted through
postings and {training lo fill anticipaled manpower

requirements ?
4 What system might be adopted {o ensure that manpower

projections are kept current and that appropriate adjust-
ments are made within the personnel system to account

for these shufts or changes ?
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RECRUITMENT IN PUBLIC SERVICES
(State, Subordinate, Mirusterial and Class 1V)

e,

“(1) There shzll be eyuahity of opportumiy for ali citizens
in matters relating to employment or appointment to ary office
under the State

(2) No citizen shall on grounds only of religion, race, caste
sex, discent, place of birth, residence or any of them, be
ineligible for, or discriminated against in respect of, am
_employment or office under the State

(3) - ¥ & L ] L2 F

(4) Nothing in this article shall prevent the State from
making any provision for reservation of appointments or posts
in favour of any backward class of . citizens which, 1n the
opinion of the State, 1s not adequately represented in the
services under the State”

(Article 16 of the Indian Constitution)

: The State Government, whose rule making power is guided by
the above provision and the fundamental right of ‘equality before law’
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guaranteed by the Constitution, has issued a number of rules governing
recruitment to various classes of services. The principle of recruit-
ment by open competition, which aims at ensuring equality of appor-
turuty 1n the matter of employment and obtaining for the services the
most meritorious candidates, is achieved in some public services by
a written competitive examination followed by a personality test and
viva voce examination and in others by only an oral examination
{(interview).  There 1s yet another method, namely, recruitment by
promotion in which only those persons who are already serving on
particular posts under the State are eligible to compete. Selection
under this method is partly on the basis of merit and partly on
sentority-cum-merit and is entirely based on performance rating of
eligible candidates as depicted by their annual confidential reports.
The application of two different methods of recruitment by open
competition to different services 1n the State on a selective basis
raises interesting 1ssues about their adequacy, utility, and compara-
tive merit  Before these issues are sat forth, the present situation
needs to be examined

2 Writlen competitive examination —The Government in
consultation with the Public Service Commission prescribes the
svllabus  for the written examination The examination pre-
requisites such as essential academic qualifications, experience, etc.
are prescribed by rules. The Public Service Commission puts
advertisements 1n newspapers inviting candidales possessing
f_equlte qualifications to apply and also arrange writlen examina-
“ons  to which candidates jound eligible on the scrutiny of therr
apph;ahons by the Commission are admitted Those who secure
quahiying marks 1n written examination are required to appear before
the Commussion for 3 personality test ang wviva voce examination.
Separate marks for thesr performance in this test are awarded.
Selection 15 based on the aggregate marks obtained by the candidates
regardless ol any consideration for lheir educational attainments
For positions which have been taken out of the jurisdiction of the
PSC by the Governor, the functions of the Commission as aforesaid
are performed by the appointing authority himself who is usually
aided by a _committee of semor officers under him. Under the
Ra]as.thar? Civil Services (Recrmitment by combined competitive
examination) Rules, 1962, 4 combined examination can be held for
junior posts 1n a number of seérvices simultaneously In view of the

practical utilily of such combineg ex T
a
knowabout 1f 1n detail. ‘ mma}tlon, it would be us\gf}fl‘ to
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3. Combwned competitive examination —Coiibined examina-
tion card be held in respect of only junior (lowest grade) ih e
State services and four subordinate services mentioned below -
}

Name of service

Posts )

A: Stdte Services.

1.” Rajasthan Administrative
. Sérvice

Rdjasthan Police Service
. Rajasthan 4cecounts Service
Rajasthan Co-operative Service

R

Rijasthan Employment
Exchange Service

6. Rajasthan Jails Service
_ 7. Rajasthan Industries Service.

& ' Rajasthan State Industrics
Borvice

Subordinate Services.

? \

1 Rajasthan Subordnate Deves.
than Service -

< 2 Rajasthan Subordinate Co-opern.

- tiye Serviee
3 Rajasthan Tehsldar Service

4 Rajasthan Subordinate Pancha-

yat Service

Posts in the ordinary time-seale

.do-
Assistant Registrar

1 Assistant Employment Officer.

2  District Emplovment Officer

3  Assistant Director

4  Bub-Regional Employment
Officer

Deputy Superintendent ,

1 Assistant Diector
2  Dhstrict Tndustries Qffice:
3 Marketing Officer

Asastant Dircctor

Inspector, Grade 13
e

Naib Tehsildar
Panchayat Assistant,

The above lisl leaves out two State services, viz, Rajasthan

Forest Service, and

the Rajasthan

Judicial Service, and onc

subordinate service, viz, the Rajasthan Subordinale Accounts Service

for which the method of recruitment

by written competitive exame-

nation has otherwise been prescribed

The combined competitive examination follows a

procedure

more or less stmilar to a writlen competitive examination but "t has
the following distinguishing features

(a) Syllabus —There 15 a common. syllabus
serviges, A

rervices  and  subordinafe

for both State

candidate  aspiring o
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entrance to'a State service must, besides twe eompulsery subjects of
English (two papers—orne on General English, -and other on English
Essay—of 50 marks each) and General -Knowledge and Every.Day
Science (one paper of 100 marhks). also take: five -out of the-32
optional subjects as per Annexure I I he = contesting for entry to
a subordinate service, he must take {wo compulsory papers of «75
marks each (one paper of Gereral English and Essay and other of
General Knowledge and Every Day Science) and two optional subjects
vut of the 32, vide the said Annexure- The choice of optional
subjects 1s so wide that all umversity graduates, excepting those who
hold degrees in Engmeering and Technology, can compete in the
examination

"o
{

(b) Written evamination. personality test ‘and vwa wvoce
cvaminetion —Written examination is held by the R.P.S C. and marks
are awarded for each paper  The standard of the papers 1s equivalent
to a degree examination at the Unmiversity of Rajasthanh  All papers.
unless specifically required, must{ be answered ‘either in’ Hindi or
English, but no candidate 1s permitted to answer one paper partly
m Hindi and partly in English unless specifically allowed to do so,
Candidates who have obtained a mimmum of 359 ma"rk,s,*in each
of the compulsory subjects and & mimmum of 40% marks in the
eggregale for the wrilten test qualify for' personality test and
vtva voce examination  Such- candidates are interviewed by the
Commussion  and marks are awarded with respect: to .character,
personality, address and physique  Marks are also awarded for
candidale’s proficiency 1n any one of the Rajasthan dialects and his
hnowledge of social customs oi Rajasthan. This oral ‘test carfies

200 marks 1n case of Stale services ana 100 marks in’ case of
cubordinate services

; Marks f)btamed by candidates 1in written and oral fests are
added Candidates who have obtained 45% marks in the aggregale
are considered to have secured qualifying marks | In_respect, of

?.A' > and RP S, however, qualifying marks are 33% in oral test and
530% 1n written {est o - =

(c) Selecuion and Certification —Selection of  the candidates
on meril 1s made by the Commission on the basis of agg’regate marks
oblained by each In respect of candidates belonging to scheduléd
castes and scheduled fribes, consideration is given only‘ to qualifymg
marks obiained by Them i written examination - .and -their .-names
+3n be recommended by the Commission upto the number of vacancies
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teserved for thém even if they {ail te obtain minimum marks in' viva
woce. or the prescribed, aggregate.

~r . -

. _The Commission. while giving weight to the preferénce for the
posts 1n the .different services expressed by a candidate 1n lis
application, may recommend him for appontment to any post in any
such services.for which it considers him switable. The practice is lo
equate the performance of the candidate with the status of the various
“ervices - T

¥

4, Omé examination’ (bl/ inlerview) ——Thls method of, recruit-
ment 1s bated: on- selection of eligible canmdates by the
recruiling agency in a simple interview Posttions are advertised by
the agemcy in " newspapers inviting  candidates  possessing
requisie quahﬁcauons to apply. Applhications received in. response
to tHis are scrulinised by the agency and such of the candidates whom
the agency deems fit are called to appear before 1t for ‘an mterview
On the pasis of the perf\)rmanre of candidates in this interview, a Hst
in order of merit 1s prepared and communicated to the appointing
auihomy .In respect of all State services and subordinate services
(for only'those positions which have not been taken out of its purview).
the Public Service.Commussion 1s the recruiting agency For positions
outside the Commission’s purview, the appornting ;autl1orrty himself,
assisted by a commuttee of officers under him, makes selection.

In respect of Rajasthan Higher Judicial Service, the High
Court adverlises vacancies Candidates must submit therr application
through the District and Sessions Judge jn whose jurisdiction they
have been practising as advocales or pleaders A committee
consisting of Chief Justice, the Admimstrative Judge, and one Judge
nominated by the C J holds interview and makes final selection

This melhod of recruitment by siumple oral exarmnation has
been applied to almost all the remaiming State and Subordinate
Services noted below —

Stalc sirmccs Subordinate services
2
1} Rejasthan Agriculture Ssrvice 1 Rajasthan Devasthan Subor(h-
nate Service (Class II).
2 Rajosthan Anmimel Husbendry 2. Rdjasthan Government Presses
Service Subordinate Service,
3. Rajasthan Aichaeology and 3. Rajasthan Mmmes and Geole.’

Museums Sorviee gical. Subordinije Servies
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2

1]

6.

=~}

oo

10.

11.

12

13.

16.

17

18

19.

20

21.

22
23.
24.
25.

27.
28,

Rajasthan Ayurvedie Service. 4,

Rajasthan Circuit Houses Service b

Rajasthan Co operative Service 0.
(for senior posts)

Rajasthan Education Service
(Collegiate Branch).

Rajasthan Education Service 8.
(General Branch)

Rajasthan Service of Engineerr 9.

(Buildings ar.d Rcads)

Rajasthan Service of Engincers  10.
(Trrigation)
Rajasthan Service of Engircers  11.

(Pubhc Health)

Rajasthan Employment Exchange 12.

fervice (for semor yente)

Rajasthan Horticulture fervice. 13

Raesthan fervice of Inepectors 14,

of Factorics and Borlers.

Rajasthan Industries Service
{for senior posts)

Rajasthen State Insurance Ser-
vice (for senior posts)

Rajasthan Medicel and Heslth
Scrvices

Rajast] an Medical Service
(Collegiate Branch)

Rajasthan Mincs ard Geological
Service

Rajacthen Moter Carege Service

Rajasthan Oriental Research
Institute Service
Rajasthan Public Relations Sei-
vice
Rajasthan Government Presses
Service
Rajasthan Statistical Service
Rajasthan Social Welfare Service
Rajasthan Sansknit Edueation
Serviee
Rajasthan Town Plannirg Scrvice.
Rajasthan Higher Judicin] fervice

Rajasthan Forest Subordinate
Service

Rajasthan Social Welfare Sub-
ordinate Service

Rajasthan Transport Subordx-
nate Service.

Rajasthan Horticulture Suhmz
dinate Bervice.

Rajasthan Medical and Heal h
Subordinate Service

Rajasthan Industries Subordi.
nate Service.

Rajasthan Sanskrit Education
Subordinate Serviee

Rajasthan Subordinate Ayur-
vedic Service.

Rajasthan Engincering Subor-
dinate Scrvice (Irrigation).

Rajasthan Engineering Subor-
dinate Service (Public Health)

Rajasthan Archieves Subordi-

nate Service
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There afe’two services, vig,, (i) the Rajasthan Secretariat
Service, and (ii) the Rajasthan Excise (Preventive Officers) Service,
which do not' come under any one of the two categories obviously
because there ‘1s no direct recruitment to these Services. Appoiat-
ments to these services are made through the system of promotion
irom lower cadres. )

A comparison of the two methods of recruitment by competitive
examination reveals tnat a written competitive examination followed
by an oral test has been applied to select young candidates for
administrative careers while the method of simple interview has been
considered adequate for a vaiiety of technical, professional and
scientific services There are, however, a few services, which appear
more admimstrative in nature thap technical to which the method of
selection by interview is applicable These are.—

(1) The Rajasthan Circuit House Service

(1) The Rajasthan Social Welfare Service

(1iiy The Rajasthan Motor Garage Service
(1v) The Rajasthan Public Relations Service
(v) The Rajasthan Statistical Service

The following services for which high scholastic qualifications
in Arts or Science with certain experience are required also have been
put in the category to which selection is by interview —

(1) The Rajasthan Education Service (Collegiate Branch).
(1) The Rajasthan Education Service (General Branch).
(1) The Rajasthan Sanskrit Education Service.

(1v) The Rajasthan Oriental Research Institute Service.
(v) The Rajasthan Archaeology and Museums Service.

In view of the above illustrations, 1t 1s difficult to understand
the rationale behind the existing classification: of various services in
terms of two methods of direct recruitment discussed above

The method of written examination followed by a viva voce
test 1s widely used for recruitment to junior positions 1n civil services
in a number of countries 1t generally includes a general intelli-
gence test, an administrative aptitude test and a test of knowledge ot
current affairs It 1s designed to determine whether a candidate
possesses in required degree qualities necessary for high level
admimsirative success such as 1ulegiily, emotional stability, capacity
to negotitate and’ to make oral or written presentations. The
written part can alse be designed as a means of differentiating
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between top level, middle lovel and, latling. applicante ¢ that - the-
recruiting - agency -miay not have to call sach and ayery candidate
for interview. Proficiency for technical and. highly specxahsed
positiorns can also be assessed through written exammatlon if, questnon

papers-are properly designed. PP : A

Compared to this, the system of selection by 4n -interview,
though apparantly simpler and speedier, seems to be deficient in its
¢ontent.” Though no research has been made to evaluate the results
of the two -methods of recruitment and it cannot be said with any
amount of certainty which of the two has been more successful jn
selecting the best'candidates, certain aspects of. the. system. pomt
towards possible weaknesses. An oral interview is mainly helpful i
assessing-the level of innate ability and aptitude of a candidate, for
administrative work. Whether 1t 1s possible to assess comyaratwe
technical or professional ability of candidates in a short interview
without the aid of some written test is doubtful. Evaluation of a
candidate’s experience on the basis of testimonials furnished by himn
would hardly be sufficient since more length of service by a candidate
does not necessarily mean that he is experienced and competent.

Another aspect of the oral interview system concerns the
procedure of picking up candidates who should be called for
interview. ‘It 1S at’the discretion ofthe recruiting agenczy to decide

which of the applicants should be interviewed. This sort of.screeriing,
which 1s not based on any competitive test, _appears to be un-
salisfaclory, Unless all the applicants who are eligible are called
for interview, there is a risk that best candidates might have been
eliminated unknowingly in the initial screening.

1

Issues —In the light of above discussions, .the  following
1issues would require consideration in this seminar.—

(1) Whether selection by interview is a suitable. method
Jor direct reciuilmenl {0 all services to which it +has been
applied®> Whether for any of these services a written competi-
tive examination followed by an oral test, would be more
suitable > The A R.C. has recommended that the recruitment fo
class I Engineering posts. be made through competitive
examination o ) ' LT 7

i ‘ 1

(2) Whether it 1s desirable to extend the method of
combined competitive examination to some of.the services. fo
which recruitment at . present is by, sjmple interview?. How

<, seryices should be grouped for.-this' purpose.? -

ad
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(3) .Whether the nature of compulsory papers prescribed
«  for the combined competitive examination needs revision n
view of the fact that English 1s no longer a compulsory subject
in university degree classes and candidates who graduate with-
out a paper on General English are handicapped ?

(4) Whether the weightage given fo personalily test and
viva voce examination in a combinea competitive examination

is reasonable ?

(5) Whether there should be some quota of direct
recruitment to the Rajasthan Secretariat Service and Rajasthan
Excise Service ?

. 5. Jurisdiction of P S C —Under Article 320 of the Constitution,
the State 1s required to consult the Public Service Commission in each
and every service matier Proviso to the said Arlicle authorises the
Governor to take out of the purview of the Commission any matter he
may deem proper These powers of the Governor were first exercised
i 1951 and a few positions were faken out of Commission’s purview
under rule 6 of the RP S C (Limttation of Functions) Regulations,
1951. Since then the hst of such positions has been gradually
enlarging and 1its present size and shape is depicted by Annexure il.

Selection on account of merit, tested impartially and objectively,
1s an essenfial element of tenure 1n a public service. The system of
open competitive examination prescribed by the State might ensure
imparitality and due regard for merit even when recruitment 1s done
by an agency head himself but objectivity cannot be saved from
becoming a casualty It 1s only when examinations are conducted
by ap independent body like the P S C that the element of subjec-
tivity can be eliminated That the Government has felt it
necessary to take out more and more posts from Commission’s
purview 1 the face of the aforesaid umiversally accepted situation
calls for some thinking. Some of the possible causes which might

* have compelled the Goyernment to take this action are-

(1) Positions carrying initital pay of Rs 170/ or less
are all in mimsterial and subordinate services The number
of candidales recruited annually all over the State 1s so large
that the PSC with a meagre staff is not able to hold
examinations and select cangildatgs within z reasonable time

(u) Certain highly )svpemalvsed positions 1 fechnical
services under development projects are required {o be
manned by specially picked specialists.  Assignment against
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these positions is usually for a limited period. Incumbents
for these have to be searched out and offered jobs on condi-

tions acceptable to them.

(in) Candidates of required professional qualification are
in short supply to fill all vacant positions and every one who
comes out successful in a umversity examination and who is
willing to enler Government service gets employment.

(iv) Cerlain positions by their very nature are such that
men who must enjoy the confidence of the agency head should
be preferred

(v) Certain positions must be filled imnmediately because
of emergency situation

While some of the posilions taken out of the Commission’s
purview in the list, vide Annexure II, can be justified, there are
certain positions for which none of the above possible causes would
scem to apply; for example positions at serial Nos. 8 and 14 It
would be useful to evolve a rational basis to deal with this important
matter. The seminar may consider the jollowing issues:—

(1) Whether the object of making timely recruitment for
positions in subordinate and ministerial services has largely
been achieved by transferring the work of recruitment from
the P.SC to the agency head?

(2) What considerations should determine the jurisdiction
of the P S.C in the matter of recruitment to public services ?

(3) In the malter of recruilment of public personnel, a
large number of them are recruited by the Public sector of
autonomous or semi-autonomous organizations In future
this sector will grow rapidly. What part the P.S.C. should
play in the recruitment of the personnel of these organizations ?

MINISTERIAL SERVICE

The Ministerial Service is divided in two broad groups in the
+ State i.e. ministerial staff in the Secretariat and the ministerial staff
outside the Secretariat. The former is governed by the Rajasthan
Secretariat Ministerial Staff Rules, 1956 and the latter by the
_ Rajasthan Subordinate Offices Ministerial Stafi Rules, 1957.

Under the above rules the following categories of posts cons-
titule the Ministerial Service:

. -
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1. Secretariat Ministerial Service:

(a) 1. L.D.C,
U.D.C.
Assistant.
Section Officer.

Junior Stenographer. >
Senior Stenographer.
Section Officer (4 posts reserved).

(b)

Translator.
Asstt. Head Translator.
Head Translator

(d) 1 Legal Assistant.
2 Head Legal Assistant

11  Subordinate Offices Mirusterial Service.

(a) 1. L.D.C.

2. UD.C.
Assistant.
O.S. Grade 1
0.S Grade 11

Junior Stenographer.
Senior Stenographer

(c)

R Tl R

(b)

< I )

Inter-changeability of personnel in the Secretarial and
Subordinate offices is barred by Service Rules The pay-scale of
Secretariat employees also generally differ from that of the Subord:-
nate offices.

The rules provide for recruitment of staff at the bollom of
each cadre and partly to the posts of UD Cs by competitive examina-
tions conducted by the State Public Service Commission The rules
also provide for direct recruitment of Junior Diploma Course candi-
dates to the posts of LD.Cs. The JD C candidates can also be
appointed directly to the posts of UD Cs provided they have secured
65% marks or above Recently Government have taken decision o
discontinue the Course

The qualifications prescribed for direct recruitment on the
post of LDC is High School while for the posts of UD C and Assistant
1s Graduation  For the posts of Translators and Legal Assistants,
Graduation in Law is necessary.

Though the rules contain clear provisions for regular recruit-
ment of candidates in the cadre of L D Cs. and U D.Cs the process of
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with the requirements of the Secretariat

and the Subordinate Offices. This has resulted in ad hoc recruitment
on a large scale in various offices, parlicularly in the L.D.C's. cadre.
These ad hoc appointments continued for years and became a State-
wide pioblem Government, therefore, decided in {he year 1963 that
all persons who joned service on a temporary basis before 1-1-62
should be made permanent as L D.Cs of UD Ce on their passing a
test to be held by the Appomting Authoritics. As u resuil of this decr-
sion departmental tests were held by the various Appointing Authori-
ties and consequently a large number of candidate. were confirmed
their appointments  Still a sizable number of ad hoc 1. D.Cs, remained
who either did not appear in the examunalion or appcared but failed.
Under recent amendments i the Service Rules persons recruited as
L D Cs. on or before 1-9-68 would be made permanent if their work was
considered satisfactory. For tempordary UD.Cs recruited before
1-1-62 confirmation would be done if they pass J.D C. Esamination by
sccuring atleast 65% marks in a competitive Examination {o be held
by the Commission The issues for the consideration of the seminar
are —

recruitment has not kepl pace

(1) Whether the P S.C. should continue tlo conduct
co‘mpetitwe enaminations for recruiting candidales 1n the
Ministerial cadre notwithstanding the fact that these posts have
been taken out of the purview of the P.S.C.?

(2) 1f the reply to (1) is in the negative, should we have
a separale ceniral agency for selecting candidates or should the
recruitment be de-centralised 1n order to enable each Appointing
Authority to select candidates to meet its requirements ?

(3) What sh?uld be the method of recruitment to various
?lnls{e”al posts i e by Competitive Examination, interview, of
y both, or on the basis of the merit attained by them at the
public exarmnation conducted by the Boards or the Universities >

" S(4) Whiether there should be inter-changeability of staff in
e Secretariat and the Subordinate offices and 1f so in what

mann
; e;, whether on tenure basis or by maintaiming common
cadre for the entire State ?

and (Sgnel:l lVllew of the expansion of the educational facilities,
I 1-% ) al lowering of educational standards, should the
q :‘1 ((1:331011 for recruitment 1o the post of L D Cs be not
revised ? There 1s a general pressure for permission for higher

studies and these 'studies mac
s . are made at a G ] hy
not then raise the qualification > - overnment cQs‘t. '\V )
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II CLASS IV EMPLOYEES

In this category come all the employees who are at the lowest
rung of the services and perform work relating to carrying of letters,
messages, cleaning the offices, keeping watch and duties which are
considered as mental. They are recruited under a definite set of rules.

-Among the class IV service the largest number 1s of those who
are called ‘chaprasies’ and their main function 1s of attending to call
bells and carrying files from table to table in offices and Departments.
With the 1increasing availability of mechanical aids, there is
possibility of reducing the number of class IV servants At present
no educational qualification has been prescribed for entrance to class
IV service The seminar 'may consider

(1) Whether there 1s posmﬁdity of reducing the number
'of class IV setvants® If the answer 1s ‘yes’, what steps should

be taken 1n this direclion?

(2) Whether any educational qualification should he
prescribed for recruitment to class IV service ?

Recruitment age —Direct recrurtment is generally made {o
Towest positions in a service and candidates have opportunity to go
up the ladder of promotion as their seniority or/and merit warrant
and as vacancies occur. Therefore, for higher positions 1n a majority
of services direct recruitmeni{ 1s recsorfed 1o when suitable
candidates are not available for promotion, and 1n some services 4
small percentage of higher positions are allowed to be filled by this
method. The age of recruitment has to be determined with regard
to the academiic 'qualifications and évperience prescribed for each
position ‘A wide difference in the age limit of entrance to ‘Government
service is noticeable 1n the various services, vide Annexure III The
lower age-limit varies from 20 to 35 and the upper age-limit from
24 to 45 Relaxation 1n the condition of upper age-limit upto 5 years
has "been prescribed uniformally 1n every service for members of the
scheduled caste and scheduléd tribe and women candidates 1t is
relaxed ipto 50 years for reservisis (veterans) In addition, this
relaxation of the upper age-limit 1s also permissible 1n certain services
in specific circumstances as mentioned in column 6 and 7 of the said
‘Annexure  The following issues appear to need discussion

a

(1) Whether this wide divergence in the lower and upper
age-limits among various services should be reduced ?
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(ii) Whether the upper age-limit of 25 years prescribed for
various services is alright ?  The A.R.C. has suggested revision
of age for recruitment from 24 to 26 for entrance to the compe-
titive examinations.

(111) Whether it is desirable to specify circumstances for
relaxation of upper age-limits in every case and the use of the
words “in exceptional cases” or “in suitable cases” should be
avoided ? ol
Lateral Eniry.—The existing system, wherein all top positions

are filled by promotions, appears to ignore the advantage of drawing
upon the high qualily of falent and experience available outside the
service for senior positions The various service rules, no doubt,
authorise the application of method of direct recruitment where
suitable persons are not available for promotion but this is for
obvious reasons only a half hearted measure which can seldom be
used because 1t becomes difficull for the Government to deny promo-
tions to officers who are already in service and who have a satisfactory
record of service though they may not be exceptional  If Government
programmes and policies are to be executed with efficiency and
economy the system should provide for the use of talent and skill
available out side the service A closed system of public service
makes the public personnel so secure that they would hardly make
any effort to 1mprove {heir knowledge and skill to seek higher

positions, since they are sure to reach the top by sheer logic of
length of service.

The seminar, therefore, should consider the possibility of
mtroducing a system of lateral entry into various cadres of public
service at the level of management positions particularly in depart-
ments which deal with public sector projects.

Conclusion —1In the above discussion certain questions about
the present system of recruilment have been raised and various
alternatives to the status quo have been proposed. Although the
present system has many virtues and does represent an attempt to
conform to basic considerations of fairness and competence n
recruitment, the change which is so fundamental to our soctety and
its government must also have a bearing upon how persons are
brought 1nto the Government so that 1t will be a relevant and
responsive instrument of democracy and development.

rs
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ANNEXURE T

Syllabus for combined competitive examination.

1. Compulsory subjects’—

4.

B,

State Services
1. Englsh

() Paper 1 English General
(i1) Paper II English Essay

9. General Knowledge and Everyday Science
Subordinate Services

(1) Paper I General Enghsh and Essay

(i1) Paper II General Knowledge and Everyday Sc ence

II. Optional subjects —

Youd e et ek et et et e
PN oo kWSO 0TS g e W

20.
21.

22,
23,

Hindi

Sansknt ..

Urdu

Persian

English .
Indian History 1 ..
Indian History TT ..
European History .

Economies 1

Economics I1 . .o . ..
Statistics

Auditing and Accountanoy

Commerce

Pohtical Science ..
Indian Constitutional Hlstory and La\v
Moral Philosophy and Metaphysics
Indian Philosophy
Psychology .
Pure Mathematics
Applied Mathematics
Chemistry .
Physics .. . ..
Botany .. . .. . .

Marks.

50

100

~3
]

b

(=]}

100
100
100
100
100
100
100
100
100
100
100
100
100
100
100
100
100
100
109
100
100
100
100



24.
25.
26.
217.
28,
29.
30.
31.
32.

§32

Zoology .. . .
Geology

Geography

Agricultme I

Agricultmie 11

Law

International Law ..
Sociology

Publhic Administiation

100
100
100
* 100
100
100
100
10
1ot
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" ANNEXURE II ,

Positions for which recruitment through the Rajasthan Public Service
Commission 1s not necessary: (Vide Regulation 6 of the Rajasthan Public
Service Commussion Regulations).

(1) Any post whether {echnical o1 non-technical startmmg with an
mitial salary of Rs. 170/- P M (This 1s bemg rased 1o Rs 200/-
P, M.,

(2) Appomntment made by the Chief Justice of the High Court under
clause (1) of Article 229 of the Constitution of India

(3) Appomtment of a member ol any seivice to an 1solated post
which can he filled only by members of specified se1viees while

r
retaining lien on posts of paiticular status in the prosent scerviee.

(4) Offlélatlng appomtment to a post horne on the State cadie of the
I.A.S/1. P S.

(56) Appointment of an officer of the I A S/I. P S to a non-cadre
post declared equivaleni to a post borne on the cadie of the
service to which such officer Delongs

(6) Appointment made by an authority other than the Government
agamst 12-1/29, of the number of vacancies which occurred in
subordmate services from 1-1-1959 to 30-.6-1961 but were not
filled up fiom amongst candidates belongmmg to  scheduled
ocastes/tribes. .

Il

(7) Appommtment on the post of Deputy Commandant-General and
Deputy Commandants in Home Guards Orgamsation duting the
period of emergency declared m Oclober 1962 by the President.

(8) Appommtment made on techmical posts under the Dircctorate
of Technical Education

(9) Appointment of Doclors on vailous posts 1n the State for 1ecruit-
ment to C A S. posts at thie mitial of the scale for the next
five years (from 11-1-1965 to 10-1-1970)

(10) All posts of mechanical staff, both gazoiied and non-gazetted,
requued for the Rajasthan Canal Pioject Reciuitment 1o
these posts is made by a departmental commitiece mm wlhich a
representative of the P S C 1s not associated.

(11) Post of Assistant Sceiretary of Vigilance Comnussion fiom the
cadioc ol R A. 8., R Sce. S. or fiom officers of the Rajasthan
High Court

(12) Post. of Commandant, Botder Home Guards on the Border
Home Guards Orgamisation duiing the peiiod of emergency.

(13) Post of Private Secretary lo Mmister and Deputy Mumster
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(14) Following posts in the Medital and Health Department for the
duration of the Fourth Yive Year Plan.

(¢) Public Analyst.
(i) Assistant Health Officer.

(122) Matron Grade I.
(tv) Matron Grade 11,
() Assistant Matron,
(15) Deputatr n of an officer of the R. A. 8, and R.S. S. to administta.
tive pos's.

(16) Appomntments or re-employmeht to posts in civil serviee on
contract basis mvolving a perod up to 5 years.

et
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PLACEMENT

1. Placement is the test of an effective personnel system. All
other elements of a personnel system are meaningless unless a place-
inent policy exists which takes advantage of the manpower resources at
its disposal. Although placement 1s contingent upon manpower
planning, recruitment, and traiming, 1t 1s also the vital link within
the system that allows the government to capitalize upon its efforts

to secure the best qualified persons

2 In earlier days when governmental functions were more
or less regulatory, the problem of placement was relatively simple,
but with the growth of governmental responsibility, especially in the
fields of development and welfare, the proliferation of jobs has made
placement a more complex process. It is also a more critical
aspect of the personnel system, for as governmental activities
become progressively more important to the lives of citizens, so.
does the need to observe staffing practices which will yield efficient
and responsive public servants. It 1s for this seminar to determine
whether the fullest utthzation of manpower resources is occurring n
Rajasthan in the interest of achieving the highest quahty of admims-
tration possible.
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3  Generally agreed upon elements of a placement policy are
as follows.—

(a) a clear understanding or definttion of the mission and
objectives of the orgamuzation —The goals ol the organization
are abstracl and need to be {iranslated into operationt
objectives. Organizations should have plans which include a
personnel structure and manpcwer allocation which s
consistent with what 1t 1ntends to accomplish In so doimng,
the organmization can more readily determine the type of tajcnt
which will be required to translale policy mnto results It is
difficult to 1dentify positions or to make assignments rationally
unless the purposes of the orgamzation are precise and are
complimented by a recognition of the kinds of tasks which wiil
have to be performed

(b) a proper classification of jobs which describes the
nature of the work to be performed and the basic requirements
expecled of persons occupying the various positions withun the
organizational structure —If a correspondence is to be estab-
lished between the 1individual and his job, then the
characteristics of the job or the functions and responsibilities
embodied under the job should be specified. This process is
frequently referred to as “position classification”. It merely
assumes that jobs have 1dentifiable functions or tasks and that
persons holding the post must perform a role which
corresponds to the requirement of the job It 1s the process of
breaking a job into its various parts or tasks which allows an
orgamzation to make rational and objective selections of
personnel  Acceptance of this approach means that organiza-
tional needs as prescribed by position descriptions predominate
In the selection process and that individuals are assigned in
terms of switability A description of a job is simply the
yardstick by which swtabilify can be judged The means of
deriving a description of a job 1nvolves careful analysis The
practice is usually to work out a series of positions which
relate to the manpower required to accomplish an organiza-
tional mission The actual confent of a job can be determined
by examining the history of the position, if one exists, or by °
projecting what types of skills and abilities will probably be
needed fo meet organizalional goals  The process of
developing position-descriptions 1s a spedalized field of
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personnel management and is worthy of a separate analysis
For purposes of this discussion, 1t can merely be regarded as
a tool for deciding what qualities and capacities of an indivi-
dual must be taken into account in order to determine his

fitness for an assignment

(c) assignments or postings made n terms of ability and
aptitude of ndiwviduals to conjorin to job requirements- -The
selection of individuals for an assignment should give primary
emphasis to the ability of the individual to exhibit the requisite
skills to function effectively in a particular position  Although
a perfeclly balanced equation can rarely be achieved in
matching the individual with the job, the educational and job
expertence of the candidate as well as indications of his
characler and behaviour offer meaningful clues as to his fitness
ior a particular responsibiiity  There 1s, of course, some rish
involved 1n any assignment procedure, but an attempt to
equate job requirements with individual abilities tends to
minimize this risk  Even in instances where a precise match
cannot be achieved, and most cases would fall in this category,
an employer should ascertain whether an 1ndividual has the
aptitude fo learn and adjust to his assignment

(d) a graded classification of jobs based upon the
assumption that orgamzational tasks vary n fterms of
complevity and that some persons will be assi<ned to these
tasks with the evpectation that they will eventually be able
to assume lugher positions within the classification system —
Tasks within the organization should be analyzed according
to their difficulty or complexity as well as function Some
positions will obviously be simple, whereas others will require
considerable skill In making seleclions, organizations should
attempt to design their selection criteria realistically so that
overqualified persons are not placed in unrewarding, terminal
slots and that persons with potential are situated so that they
can realize this potential and advance to higher levels of
responsibility

(e) postings made not only on the basis of immediate
orgamwzational needs or vacancies but as part of a manpower
development pirogramme wluch will gwe the organization
personnel resources which are anticipated as well as a career
development programme which will equip indwiduals fo
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advance to other positions, recognizing their polential to move
info these positons.—An orgamization which expects 1o
continue in existence must not only staff for the present buf
should anticipate changes 1n both the number and confeni of
positions as the orgamzalion progresscs or adjusis {o new
situations  This consideration is particularly mmportant for
orgamzations which ave not stalic and must constantly adap!
{o a changing environment if they are fo be cffective. Projec-
ted manpower  requirements nterrelaled  wilh  career
development programmes constitutes an ideal formula for any

placement system

(1) due atlenlion given lo job salisfaction as a snurce of
motivation, as a determinant of on individval's commiutment fo
his jobs and thus a [actor coniributing {o lus performance —
Job satisfaction is frequently a derivative of a successful
placement system  An individual who is ill-prepared for a
position or whose aptitudes are not consonant with the demands
of the assignment 1s likely to be a habilily to his organization.
There should obviously be a positive correlation belween job
aplitude and job satisfaction. Moreover, organizations must he
conscious of the need to cultivate or nurture job satisfaction, for
unless the employce achieves a sense of gratificalion or
fulfilment, his potential may never be realized. The organiza-
tion creates an environment by its placement policies which can
cither promote individual satisfaction or blunt it Just as an
employee should be expected to give full service to his
organization, so should the organization provide a work
environment which s conducive to productivity. A faully
placement may be one of the best ways of damaging a person’s
development, whereas a well-conceived placement could
provide the basis for bhuilding an individual and the
organization.

(g) positions made for sufficient duration fo allow employec
tfy develop job proficiency and to make a significant conitribu-
tion to the organization —An individual will probably feel
frustrffsted and the organization will lose ifs investment in him
il he is not allowed {o remaig on an assignment long enough
to test his capacity to perform. A judgement needs to be made
about the neriod of time required o adjust to an assignment
and person. should be permitieq to serve in a post for a
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reasonable learning or traimng period Once the experience
1s acquired or the mastery of the job developed, an individual
should except to capitalize upon his knowledge This is
possible only if he can continue with the assignment for a
reasonable period of time, or if a re-assignment is n order, it
should be made 1n l:ight ol the level of experience mn a particular
area which the eniployee has achieved A good placement policy
attempts to utilize the cumulative expreience of the members
of an organization so as to develop the ndividual and
maximize his ability for the good of the organization

(h) assessment of performance as the fundamental
deterrunant of assignment or posiing and the cluef criterion
of advancement withun the system —The work experience of an
mdividual and an assessment of that experience 1s mvariably
the primary factor for deciding a person’s competence for a
post If correctly undertaken with due consideration given
to both experience and aptitude, the job history of a prospec-
invaluable source of 1nformation at the
time of selection This assertion, of course, assumes that a
reliable system of performance rating is observed and that
there has been a logical pattern to the individual’s career.

live assignee is an

4 The above list 1s not exhaustive but does represent what
are regarded as important considerations of a sound placement system
Additional factors might be included, but regardless of how refined the
enunicration, the main objective of any placement procedure should
be to associate the proper person with the proper assignment in the
inferest of optimal organizational effecliveness and 1ndividual job

satisfaction
5 Placement Policy in Rajasthan —In Rajasthan the responsi-

bility for placement rests with the following authorities
(1) Appomniments Department which is the Personnel

Department of the state deals with the postings and placements
of All India Service and the Rajasthan Administrative Service.

(2) Appointment Department as the Cenfral Personnel
Department 1s responsible for service rules, formulating re-
cruitment and promotion policies, and 1mitiating disciplinary
action agammst members of siate services

(3) Postings in olher slale services whether of generalist
or technical nature come within the scope of cencerned

administrative departments -
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(4) Postings in subordinate services come within the
purview of Heads of Depariments.

(5) Postings in ministerial services generally come within
the scope of Heads of Offices subject to the exteni of delegation
of authority given by the Heads of Departments.

6 There has been considerable delegation of authority 1n the
matler of transfers and postings To regulate proper excercise of
{these powers by various authorilies, the Stale Government has
1ssued nstructions that

(1) Persons who have been al one station for less than 2
years should not be transierred eacept when they are promoted
or reverted or when on tramning or when fransferred as a
result of abolilion of posts

(2) Gazetted officers of most of the Depariments should
not be posted in therr Home Districts,

(3) Extension Officers working 1in Panchayat Samitis
should not be posted in their Home Districts.

(4) To lessen the hardship, low paid employees drawing
less than Rs 250/- should not ordinarily be posted outside their
Home Districts,

(8) Officers belonging to All India Services or Stale
Services should spend 2 years of service during the first 12
years of their career in difficult areas

(6) Doctors should render service in the rural area for 3
years before they are allowed to cross Efficiency Bar or take up
post giaduate studies,

7. Obviously these are sound arrangements and, if proper's;
executed, represent a satisfactory system of placement. Quite often
the above instiuctions are not adhered 1o because of the following
reasons:

(1) Sometimes transfers are resorled to because of public

complaints or maladjustment of an employee on a particular
post.

(it) Transfers are also effected at the request of 1ndividual
employees,

- - - - —~ e
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(iii) Transfers also take place when an 1ndwvidual 'is
required for a more 1mportant or spectﬁc Job ‘

H

(1v) Sometimes an individual has to be shlfted from one
» posi to the other "because he 1s not found surtable on the job
assigned to him. Some-how he has-to be 'provided ‘because
+under the rules as they exist“no.personiican be removed from
servnce, however, 1nefficient he ‘may. be s

(v) Sometimes certain. employees do so we.'lllon1 the posts
that they continue for long on partlcular posis and are in heavy
demand from all departments so that, they always |, get good
postings.

v (v1) Then, there .may beccertain individuals who by ‘mere
'chance get a difficult posting..and may-not do well..They in!the
pracess acquire a poor reputation and become unwanled fellows.
Quite ‘often they remain awailing orders:or are - shunted drom
one post to the other. ' -

. (vu) Sometimes due to an. emergency like famine or
scarcity, new jobs are crealed  As a result.people have to be
reassigned Irom normal duties. This process  also  entails
changes.

(vin) At times as a result of closure of a project ur economy
cuts, certain people become surplus and they have {o be
absorbed on some postsirrespective of therr ‘compelence for
such posts. -Postings of R:A S.-officers on Family Planning
jobs can be cited as an example

(1x) Sometimes {ransfer 1s resorted to as a pumshment for
inefficiency or bad behaviour

8 There 1s yet another element of placement which is not
peculiar lo Rajasthan but 15 part of the Indian Personnel system No
lateral entry in an orgamjzed cadre is permissible A person recruited
loa generahst cadre moves from post {o post very often 1y unrelated
areas and therefore, fails lo acquire any specialism. In a closed doos
sysiem where lateral eniry is not permitted a person recrulted at the
base of the cadre structure moves up lo the top by sheer length of
,service In techmcal fields with the advance of stience and technology,
former concepts and theories have changed A person recruifed.at 20
or 25 years ol age when he reaches the top position 1n a department,
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”

despite hus vast evperience, wor ks under a handwap. Hiv jumors are
better equipped techmcally but because of the seniorily principle are

denied the opportunily to hold top posts.

Similarly 1 generalist services, very often one s confronted
with the problem of senior postings when it is recognized  thatl o
particular person is not suitable to hold a post of Igher responsibi-
lity. But since the post is a cadred post and a person has seniority he
is to be provided a senior post. In such si{uations there is a hunt for
posts to provide the man. The entire process of a sound assignment is
reversed. This stluation is the oulcome of cadre formations and the
zlosed door policy of our manning system. The AR.C has suggested
that to overcome this problem we should have a system of laleral
entry, and senior posts should he open to the best available {alent in
various services. A debate is taking place n this country on this issuc,
The seminar may consider this ssue and suggest how we should
1emodel our assignmen! system so as {o ensurc that our jobs arc held
by those who are best suited {o hold such jobs.

9 The ahove are broad generalivalions of the problems that
our administration faces Some of these situations are inherent in the
system of our administration and service structure. The resulls,
however, are.

(1) There is no carcer development.

(2) There 1s Iiffle commitment to jobs. Pcople scrve
because they have chosen to be in Governmen{ Service an(
because they are paid. This limits their sense of mission or
commitment {o any programme or aclivily.

(3) There is 3 search for posts rather than a search Jor
men, there 1s no matching of jobs with men.

’ (4) There is dissatislaclion lowards one’s postings. Therc
is little job satisfaction—some people are dissatisfied becausc
they have been premafurely transferred or because {heir
colleaguies have not been transferred or they have been long
i difficult areas; whereas their other colleagues have the benefit
of postings in good towns with modern amenities.

10 Int o _
the followinré-ie hight of abc?ve discussion, the Seminar may consider

AR
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(1) Should we make a beginning 1n the sphere of position
classification as an experiment in selected department/depart-

ments?

(2) What steps should be taken to introduce a proper
system of career developmeni—identify skills and talents at an
early period of man’s career, give him {raiming and prepare him

for jobs of responsibility?

(3) Should the concept of not posting n the home
district be modified in some cases® What policy should be

formulated?

(4) What kind of system should be introduced to ensure
consultation of employees 1n determiming assignments?

(5) How should the problem of quick transfers be
solved ® Can we suggest a mechanism which can enhance

objectivity and rationality 1n the transfer system ?

(6) Does the seminar accept the introduction of the system
of lateral entry ?

(7) Should resort be taken to appointments on a contract
basis » This may keep the present cadre system unaffected
but will be more efficient and economical ?

(8) Should the AR C. recommendations be accepted with
respect to the opening of senior jobs to all services on the
criteria of filling senior posts on the basis of talent and

competence ?
(9) Believing that with recruitment, assignment or

placement 1s the most wital part of a personnel system,
what machinery can be evolved {o deal with ihis matier ?






PROMOTIONS IN PUBLIC SERVICES

Fundamentals of  promotion  policy —“The  principal
object 'of a promotion policy 1s to secure the best possible
incumbents for the higher positions, while maintaiming the
morale of the whole orgamisation The main interest to be
served 1s the public interest, not the personal interest of
members of the official groups concerned The public interest
1s best served when reasonable opporiunities for promotion
exist for all qualified employees, when really superior civil
servants are enabled to move as rapidly up the promotion
ladder as their merits deserve and as vacancies occur, and
when selection for promotionis made on the sole basis of merit
For the merit system ought {o apply as specifically 1n making
promotions as 1n original recruitment ———--"

—————— Employecs often prefer the rule of seniority,
by which the ehgible longest in service 1s automatically
awarded the promotion ~ Within himits, seniority is entitled to
consideration as one criterion of selection It tends {o eliminate
favouritism or the suspicion thereof, and experience is certainly
a faclor in the making of a successiul employee Seniority is
given most weight in promotions from the lowest {o other sub-
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ordinate positions. As employees move up the ladder of
responstbility, 1t is entitled to less and less weight. ... .. ?

The above extracts from the book “An Infroduction to the Study
of Public Administration” by Leonard D. White were quoted wilh
approval and appreciation by the Supreme Court in their judgment on
a writ petition filed by a Rajasthan 1 P S. officer against promotion of
officers junior {o him to selection posts in preference to him. There
can be no better enunciation of fundamentals of a sound promotion
policy than this

2. Place of promotions in a career service—Quoting again
from the same book.— ‘

“The management of promotions is partly a technical
question, but it 1s also deeply affected by commonsense judg-
ment and fairness A badly planned promotion system harms
the service not merely by pushing ahead unqualified persons
but also by undermining the morale of the whole group. Thae
hope for timely promotion is so normal and so wide-spread
that the influence of a good promotion system 1s all pervasive,
It 1s one of the means of holding in government service the
best qualified men and women who enter the lower grades and
1s thus an important phase of a career service  Conversely,
delay 1n promotion may become one of the surest means of
driving them out In any large organisation 1t cannot be left
to chance or fo the casual attention of the persons most
concerned in particular cases, for the larger {he organization
the greater the likelihood that promising employees may be
shunied off into dead ends™

3 Types of promotions.—In the public services of the State
two types of promotions have been prescribed 1n view of separate
services having been created for various classes of public servants,
such as State Services, Subordinate Services and Minisierial Services
They are.

(a) Promotions from a lower fo higher service (ie
recruitment by promotion).

(b) Promotions within the same service.

While the provision of promotions within the same service
exists in all services, excepling a few subordinate services which have
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only one grade of employces, recruitment by ptomotion from a lower
to a higher service 1s restricted to thirty State services, vide Annexure
1, and nine subordinate seivices vide column two of the same
Annexurc

4  Ratio of promotions and direct recruitment —Excepting two
State Services, viz.,, the Rajasthan Secrelariat Service, and the
Rajasthan Excise (Preventive Officers) Service o which there 1s no
direct recruitment and eleven subordinate services o which there 1s
no recruifment by promotion all public services provide avenues for
direct recrmitment as well as promotions in a certain proportion as
given 1 Annexure II A study of {his Annexure reveals that top
positions 1n all State Services, with the sole exception of the post of
Director 1n the Rajasthan Oriental Research Institule Service, and
the Chief Superintendent in the Rajasthan Motor Garage Service are
reserved for inservice promotions. To middle positions, generally
speaking, larger percentiage of recruilment 1n these services is by
promotion In respect of lower positions 1n State services, three distinct
patterns are discernable. In certain services, all junior positions are
filled by direct recruitment while 1n two services recruitment 1s cent
per cent by promotion and in the rest of the State services ratio of
promotion and recruitment varies from service to service Why
should there be this wvariation 1s difficult fo explain It 1s equally
difficull to find a rational basis for still wider divergence 1n the ratio
of promotion and recruitment from one post to another 1 many of
the State as well as subordinate services This position, however,
poinis towards the need of reducing this variation as much as possible

5 Cieria for promotfion —Seivice rules which were pro-
mulgated during the years from 1954 to 1963 originally required that
promotions would be made on the basis of “seniority-cum-merit” It
implied that promotions were to be made mainly by seniority subject
to the rejection of those who were found to be below average In
1965 all service rules, excepting the Rajasthan Judicial Service, and
the Rajasthan Higher Judicial Service, were amended and the
element of pure merit was mntroduced side by side with semorily-cum-
merit  According to the revised policy, promotions agamnst
anticipated vacancies are required 1lo be made on the basis of
“merit” and “sentority-cum-merit” 1n the ratio of 1.2 in munisterial,
subordinate and State services alike.

6. Assessment of merit —A marking system has been evolved
which departmental promotion committees must follow in evaluating
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the merit and smtability of candidales based on the quality of
_ confidential reporis earned by them during ‘the last five years
immediately preceding the year of selection and the record of their
service prior to these five years. Marks are required to be given
separately for the past service record and for the five years immediately
preceding the year of selection. In respect of , the past service
record, other than five years immediately preceding the year of
selection, full filly marks must be given 1f the record 1s averagg,
subject to deduction of upto two marks for each punishment infiicted
during this period. The twenty-five marks reserved for aforesaid
five years are further divided into five marks for each year. out of
which marks are allotted according io the rating of candidates
arrived at on the quality of their confidential report in the following
manner.—

(2) Outstanding 5 marks
(%) Very good 4 marks
(i) Good 3 marks
(1v) Average 2% marks

(v) Unsatisfactory 2 marks
(vi) Adverse 1% marks
(vie) Adverse with punishment 1 mark

Extra 5 marks may be awarded to the recipient of a Siate or
National award.

A candidate who secures 624 marks out 'of the f{otal of 75
marks qualifies for selection on the basis of sentority-cum-merit
while the one who secures 65 marks or above qualifies for selection on
. the basis of pure merit A further selection 1s to be .made out of
those.who qughfy for promotion on the basis of merit ., Person
securing maximum marks gets the first opportunity. to . be in the
selected list, next chance goes to a person having next highest marks
and so on. After all posilions 1n the select, list, whose size is
determined by the number of vazancies to be 1illed by merit, are.filled

up, -the names of selected persons are rearranged 1in  order ofi ‘their
seniorily 1n the lower service or grade

7. Procedure of promotion —Th
—The head of the department at
’;f;e gon:jme;wement of the year determines the number of .vacancies
cacr{ll(llxilet( 0 be‘ filled by promotion  He then prepares a list of
'dates who' are eligible for promotion ‘which must contain names
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‘not exceeding a cerlain multiple (usually two times or five times) of
{he number of vacancies except in a few services whose cadre strength
1s so small that there 1s no difficully 1n 1ncluding names ol all eligible
members of a service in the list of eligible candidates  The hist 13,
however, to be cnlarged {o:ten times the vacancies 1n respect of
vacancies wliuch ate required to be filled by meril and sentority-cum-
merit Tlis list of eligible candidalesus arranged in order of semiorily
of the candidales m the service or grade o which they belong at the
time of selection. It 1s then placed before a deparimental promotion
commilice -constiluled for a particular service. All commuilees - 1n
respect of Stafe services are presided by Chatrman of the PSC, or
a member thereof and they consist of the Secretary lo the Govern-
ment m the concerned Admunistrative Departmeni, the Special
Secrelaty, Appoinlments as members and the Head of Department
conceined who usually acls as member-Secrelary of the Commuttee
The constitution of the D:P C for Rajasthan Higher Judicial Service
is, however, diffetent The Chiel Justice, the Admuustrative Judge
and one Judge nominaled by the Chief Justice form the Comnitiee In
a DPC of a suboirdinate seivice, the Head of Department, a Deputy
Secrelary lo Goveinment and a senior officer of the depailmen{ are
usually members In a few subordinate services, the DPC is presided
by a representative of the PSC while 1n others a ‘representative of the
PSC 1s notl assoctated Select list prepared by the DPC 15 sent to the
Commussion through the appointing authority and the Commission
have a right {o make changes 1n 1t as they may deem justified

While the above procedure 1s followed 1n a majorily of services,
there 1s marked difference 1in the procedure prescribed for a few
services on certain points which need mention

In the matler of recruilment by promotion {o three services
namely, the Rajasthan Adminisirative Service, the Rajasthan Police
Service, and the Rajastnan Tehsildar Service, the Head of the
Department enjoys the power of making preliminary scruliny of

- eligible candidates and screens out those whom he does not consider
suitable This power of assessing the merit and switability of eligible
candidates al a preluminary stage 1s obviously a himitation on the
functions of a DPC.

In regard lo the provision of departmental promotion commit-
tees, the exceptions are the Rajasthan Ayurvedic Service and the
Rajasthan Subordinate Co-operative Service (Class 1) which do not
have a DPC at all In the former service, selections are made by PSC
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who associates the Secretary and Head of Department during
deliberations. While in the laler service the Regislrar, Co-operatives

mimself is competent to make selections.

The other point of difference in the procedure relates to the
preparation of hst of selected candidates by the deparimental
promotion committees and the mode of consullation with the Public
Service Commission. Cerlain rules require that iwo lists shall be
prepared by the DPC, one of which includes names of selecled
candidates equal fo the number of actual permanent and officialing
vacancies arranged in order of seniority and the second—a supple-
mentary list—contasung names, fifty per cent of the first lisi, arranged
in order of preference In a few other services, only one hist containing
names cqual {o the actual permanent and officaling vacancies 1s
prepared in order of seniority of eligible candidates. While in some
olher services the size of this list should be {wice the number of
vacancies and there should also be a supplementary list.

The powers of the P.S.C. {o make changes in the above lists also
differ from one service to another. The following three patierns are
noticeable.—

(1) The P.S.C. in making changes in the sclect hist pre-
pared by the DPC cannot go beyond the ambil of the supple-
mentary hist.  They need not, however, consull the appointing
authority again

(2) The P.S.C. can make changes 1n he list prepared by the
DPC after oblaming comments of the appointing authority
regarding the proposed changes.

(3) The P.S C. can selezt as many candidales as they may
deem just and proper from the list sent by the DPC and prepare
a final list.

8. Problems.—The preceding brief discussion of the current
promotion policy suggesls a number of basic problems. The major
impediment {o the implementation.of a merit sysiem appears to be the
fear that arbitrary and non-objeciive factors will delermine assess-
ment. This fear has received some confirmation as a result of the
defects of the merit system as presenily praclised in Rajasthan,
Our concern, however, should be lo make certain that the conclusions
reached about the appropriateness of the merit formula take info
account that the merit system should not be categorically rejected
simply because we have not ~ designed  salisfaclory procedures for
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implementing it. Merit considerations are fundamental to the promotion
policies of a greal variety of organizations in vastly different' adm-
nistrative environments, and it 1s for us to decide the extent to which
it is applicable to our personnel system The general issue is how lo
devise ways of applying merit appraisal {o promotions so that selection
will be made on the basis of professional compelence while at the same
time prolecling the objectivity which 1s basic to our personnel
procedures The following enumeration of problems of the present
system accompanied by suggesied alternatives might constitule a
point of depariure for reassessing our promotion system

(1) The absence of precise standards for determining merit
promotions is a disturbing aspect of the system as 1t now
operates It must be conceded that what constitutes merit may
vary from person to person It can also be contended that there
are fairly reliable ways of bringing greater objectivity into the
merit system 1f certain practices are observed Merit assessment
is likely {o be more reliable 1f objeclive measurement of perfor-
mance occurs The exisling Confidential Report Form lacks the
precision which 1s essential to merit assessment Vague, open-
ended questions which may not focus clearly upon the content
of a person’s performance mvite responses which are either
casually given or are sometimes actuated by personal prejudice
It is understandable that some criticism has been levelled at
this instrument as a means for determining promotions 1n a
situation where several candidates are in competition® The
final judgment is nclined to be highly subjective, for the
assessment cannot be guided by any other type of information
We mught, therefore, recommend thal the Confidential Report
Form be redesigned.

(2) Promotions are as a rule made to particular posts
having particular responsibilities Merit 1s a function of per-
formance which 1s, m turn, a funclion of job requirements.
Assessment will probably be more reliable if a candidate is
evaluated with respect to his atiributes and qualifications for
a particular assignment Although several candidates may have
creditable service records, these records and other pertinent
information should be analyzed with respect {0 what will
be required 1n the anticipated assignment We might,

+ therefore, consider developing job descriptions or utilizing
those which presently exist at the time that promotions aie
i* 3 -being made. Some would contend that a stronger. case can be
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made for a posting if some malching between the candidate
and the job occurs Recognizing that such a process is rarely
scientific, 1t 1s neveitheless a possible way of objectifying the
promolion procedure

No devise, nol even a modified verson of the Confidential
Report, can msure thal all relevant factors have heen mncluded.
The pont should be raised as to whether {he entire service
record should be examined prior to making a selection for o
higher posting Would 1t also be advisable to include
references and traming received as factors worthy of contribu-
ting {o an eslimate of an individual’s job polential »
Assuming thal judgmenis aboul compelence and pofential
can be made from a variely of sources, should a sysiem be
proposed which would include supporting data beyond the
formal appraisal report ?

(3) 11 would seem that we are perpetualing the nolion that
seniority and merit are mutually exclusive considerations
Senmiority implies experience, onc of the most relevant
ingredients of merit Thus, the merit formula does nol deny
the validity of time spent in the service as important, but it
does require that experience be given a qualitative dimension
and that il he weighed against cither equally relevant factors
such as education, potential for development, atlitudes, elc.
Our thinking on this subject, therelore, mighi consider how
sertority can be rewarded not{ in and off iself but as a factor
which competes with othets 1n producing criteria of selection

(4) We have mstituted the merit system for 1/3 of the
vacant posts in almost all services, however, there is a con-
tradiction within the present plan which should be reassessed
IT a position 1s of sufficient importance to  warrant ifs being
staffed by the most qualified person, then all positions of that
category should be similarly slaffed To allocate a perceniage
of positions to selection by semorily and another percentage
to selection by merit is not only compounding confusion ahout
the two ferms but represents a lack of comprehension of what
the merit system is intended {o do  The merit system should
serve {he Government and only secondarily the government
officer But the present situation does the latler by implying
that a few positions are available for merit seleclion in order
to compensate and provide incentive_for the more able and
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ambitious members of our service. As laudable an ohjective
as {this might be. it obscures the:.purposes of the merit system:
Merit selection does reward competence and abihty hut 1t
should do this m the inferest of strengthening the ability of the
government to do ils jab. Any conclusions on this  subject
should make a decision as to whether 1t 1s 1n the public interest
to have any mmporlant position wlich 1s filled on the basis of
merit'ever filled on the basis of seniority alone

(8) Whatever action 1s (aken with respect to.the merit
system should be predicated upon an understanding that
il 1s a more time consuming and  difficult sysiem tn employ
in deciding upon the postings which might be subjecl o merit
placement, it would appear seusihle to reserve ment to higher
positions of 1esponsibility 1 {he services which may be cate-
gorised as “selection posts” {o which promotion should be
made strictly on the basic of merit Consideralions of
seniority under such an arrangemeni. would be limiled to
histing the eligible candidates from wluch selection is made in
order of seniorily and 1n instances wheie a person of junior
rank supersedes a senior ranking officer, recording reasons
why the junior person was preferred Promotions fo- posts,
other than selection posis, shouid he based on seniorily with
merif-entering as a factor only to disquabify the below average
candidale,

(6) Advancement in the Generalict Services usually
requires a new posting or transfer This does not always work
to the advanfage of the Government, for persons who have
gained experience and who.have demonstrated competence 1in a
particular, pasition are obliged to move to another department
m arder to be promoted. Thus the department from which he
moves 1s demed his experience and talent, and stability and
continmty 1n policy making and execulion are handicapped.
Upward mobhility should be possible within the same depart-
ment, and’ a:promotion should not invariably mean a transfer.
In some cases, :posts may be temporarily upgraded-to permit
‘the incumbent {o.remain.with a.depariment while at the same
time receiving' the promotion {o which the is entitled.  Although
mobhility among the departments can' be an. asset to the
Government, the excessive mobihty which can result: when
advancement' and-transfers are'linked constitutes a: dubious
situation:  Some temedy should be offered which:would allow
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the Government and its officers to capitalize on the experience
acquired in particular positions.

(7) The role of the Public Service Commission in pro-
motions has been important in Rajasthan, By having a
represeniative from the PSC participate in DPCs, the Govern-
men{ has created a sense of confidence in the fairness of its
promotion system. Consideration should he given fo the role
of the PSC in those rare instances where there is presently no
PSC involvement. If there 1s no ralional reason for excluding
the PSC from these promotions, then a procedure requiring ifs
participation might be extended fo all services. There is also a
question as to whether a decicion made by a DPC having PSC
representation needs to he referred to the PSC for final action.
Since the PSC’s judgment has already been rendered in the
deliberations of the DPC, is any purpose served by the final
referral o the PSC A decision should bhe {aken as {o the
value of continuing such a practice.

(8) It has been conlended that the arithmetical system of
marking places undue fetiers on the judgment and discretion
of a departmental promotion committee. = Adhering slavishly
to a marking system can result in too mechanical approach,
especially when the assessment must include such factors as
attitudes, intellect, etc. which may not lend themselves to a
fixed numerical weighting. Assuming that the promotional
commiltees are comprised on persons of integrity and
competence, il seems contradiclory and unrealistic {o compel
them to follow a rigid formula in making their determinations.
There is also the danger that a marking system will create an
illusion of objeclivity when in fact 1t is not. Recommendations
should, therefore, be made concerning the criteria {o be

followed and the Ilatitude which should be granted to
promotion commitfees.

(9) The ratio of promotions and direct recruitment varies
widely from service to service and from post to post, and some
have questioned t{he rationale behind these disparities A
formula which is reasonable should be ohserved for fixing the
ralio between -recruitment by promotion and direct recruit-
ment, and our attention should be directed fowards devising
such a formula, Related to {his problem ds the issue of
lateral. entry—the possibility - of a-person without..previous
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service entering the service at a level above the eniry level.
Although this 1s essenfially an aspect of recruitment procedure
it 1s relevant because the system of promotions would be
effected if lateral eniry were introduced The principle of
lateral entry accounts for the fact that there are those outside
the services whose experience and ability would be valuable
assets to the Government and that opportunities should exist
for bringing them into the Government at a level commensurate
with what their previous position and experience warrant I
should also be recognized thal recruilment by promotion docs
give stability and continuity {o the service and the Government.
Thus consideration must be given to the relative advanlages
of these two methods and a recommendation evolved which
incorporates {he virtues of both.

(10) The above list is hardly exhaustive, bul if these
problems are dealt with, we shall have examined the funda-
mentals of the promotion system in the hight of alternatives
which might be adopted to enhance the quality of administration
in the State
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ANNEXURE I

% Name of the Service to which recruitment 1s by promotion
0.

. State Services.

Rajasthan Administrative Service.

Rajasthan Police Service

Rajasthan Accounts Service.

Rajasthan Secretariat Service

Rajasthan Inspectors of Registration and Stamps Service
Rajasthan Higher Judieial Service.

Rajasthan Seivice of Enginecis (Buildings and Roads Branch).
Rajasthan Service of Engineers (Irrigation Branch)
Rajasthan Service of Eng 'ncers (Public Health Bianch)
Rajasthan Co-operative Scrvice

Rajasthan Labour and Welfaro Seivice.

Rajasthan Statistical Service

Rajasthan Jails Service

Rajasthan Ayurvedic Seiviee

ot ok et ot
)PWL\‘JHO@OO\'IGC«’IHKOOL\'JE

15 Rajasthan State Insurance Service.

16. Rajasthan Circuat Houses Service

17 Rajasthan Goveinment Piesses Service.

18 Rajasthan Mines and Geological Service.

19  Rajasthan Education Service (General).

20. Rajasthan Agiicultuic Servico

21 Rajasthan Archacology and Muscums Service.
22 Rajasthan Industries Seivice

23. Rajasthan Hoiticulture Service.

24. Rajasthan Forest Seivice

25 Rajasthan Social Wellare Service

26 Rajasthan Sanskrit Education Service,

27. Rajasthan Public Relations Service.

28 Rajasthan Town Planning Service

29. Rajasthan Orienial Research Institute Service,
30 Rajasthan Excise (Preventive Officers) Service.

Subordinate Services.

Rajasthan Subordmate Devasthan Service (Class I).
Rajasthan Subordinate Co-operative Service ( Class I)
Rajasthan Tehsildars Service.

Rajasthan Subordmate Accounts Service

Rajasthan Foiest Subordinate Service

Rajasthan Social Welfare Subordinate Service.
Rajasthan Hoirtienlture Subordinate Serviee
Rajasthan Sanskiit Education Subordinate Service.
Rajasthan Subordmate Panchayat Servico,

O@paS AW



170

[+ o

.\woS %6001
%001 .

%93 0681

covu IOHUJ
%09 %0¥
%001 .

uolgoapes [vroads £q %z
uwoIgospes £q %8¢

g350d JoTUAG

sysod xorunp  Lrpueqsng

s350d uoI303[es puE 0SS g

*g duoxy) worgeag Sutcourdug (az)
SI97[30 0§
83s0d awos 10§
‘g dnory worjosg yoiwoseyy (s:3)
g dnoxy wongoag [eor3susg (1)
'0 dnoxy) woryosg uorsueyxyy (3)

—: sy50d Joorunp g

§0[925 UOIJOI[OS PUB JOMUOY

CRIER G

[emruy  weyjseley -y

90IAI0g 0IY[MOLIFY weyyseluyy ¢

wonrjomoxrd £q %9gZ % ¥9 O[ed3 JOlUAQ  SOIAIAG SANBHSIUIWPY uBy3Se{vy ‘z

%001 . 9[BOS UOIJOI[0S PUT JOTUSY
o0 %409 9[BOS JOTUMP  *° 90IAI9Q SJUN0NDY uByyseluy -y

S9dIAIBS 8)BIS—V
Y ¥ g G I
JUOIJINIO
UOIj0TOIJ -9 00a1(T
"0
JUIUIHINIOAL JO 9FBIUIIIDJ sgsod yo L10593u) 9014108 JO owxB N WH

HIOXANNY



171

?osawapb

~op- -op- -op- g100UISUY JO 9O1AIY ueygseleyd Gl
o s1eouISUR]
\.wooﬂ o ‘e Jory) pue Surpuejuriedng ‘0ATMOAX{ (q% @
7098 YoSL s100uUISUy JUBISISSY sI00mISUG JO 091AIY uweygseleg ‘1T
%001 . worgoa[es 10 Jorues sysod YNV °8
(uorgeonpH
%0¢ on0c  reowAyg) 9 dnozp utsysod I0MUey g
*0%0 ‘[00YdS PUlIY
o O/ (0T ‘I09SEWPEOF] ‘IOYPH ‘I0INjoe] (20) ‘
7009 %08 -0q0 s1oysempeel  (?) (qoweag 1e30uD)
—: 7 dnotp wy spsod sowunp T OIS uoryeonpsL ueygseleyg Ol
%001 . §10889jJ01J pue spediour1 ‘1030311 (qouead oyerderioDd)
- %001 s10IN00r] Jowunp 9d1AILG uo1ysonpH ueygeeled 6
%001 s saexysiSey qutop pue AndaQ
%08 %08 £181181597 FUBISIESY 901AIRQ aa1ye1edo-0D uveyyseled '8
%001 * squopuoejurzedng
. %001 srofeusyy  ©01Aleg OSMOH qunoar)) weyyseled "L
%001 .t redounag
aogoon(g Ande 1030301

’ oo1AJ0g PRATMAY weyyseled "9
oorazeg SWNESHIT

%08 Y08 810859503
pue £50[098YIV ueyyseley G

%001 J0303X1(T
%08 %08 gjuopuejulIedng Pue SI04BIN]



172

70001 e Joy0dnq Amdogg “0pRen( Juiog P
USR] “Spuln
pur spy ‘pedpuag ‘Guraouisug)
NG “‘speanoy) “Juopuo pudng s
. Amdogp ~opuydng
wnmpoy “yuapusiuadng [Bouoyy
" Y0001 WUBIL o) vy Jedoung (1)
~0p- -op- Spang sty (1)
— sp50d wwunp 0214158 sorn)snpuy uvyyselegp 0g
Sotanag sdueyg pue uory
° e 9 ge n10390dsuy “RTPSISOY o J0padsuy uvip)seluyg 6L
T030adsuy jory)
001 .. "1o3adeut domog SI[IOE PUL soniojov,
.. ° 401 stopadsu) Jo saopadug 40 o1ANY wvyseloy "SI
ﬁ;.:: . st Ex:u:.:v:
°.uc Y MUOPITY) fjuopruiojutoding Q1AI0G DM uO1I0YT RULEECELY
Yorc S, 0By quelsissy
S 001 101esd0:u0y squdagy DOLAIOG 95010, ueygseleyy  gp
T9LJJ() OSLOXT] JuwICISay pue 991139y (s 1901330y
08001 .. “1001J}() ONIONTY Tuossttuwoyy A udagg QATJUOAOT]) ostoxfy urselvgy  eop
1001450
Juow Yoydugy JBUOISA4] -y ‘1033001
9 601 .. Jurassy t0300n ajudaq “1oj00uI(y
S1001430) S RRAIY
.- % 001 Juowlojdwgy qorysy  pun LSSy oSuwyoxy Rowsopdwrgy teyyseleay gy
§rcow S gy
% 001 . o) puw Su puogrizedug ‘eAtyndoxgy ) (y3voyy olqug )
% (% %o, SI00mBug quuystssy ST30ULugy J0 eo1i0g uwygselesy gt
e i £ !




173

lo.cl

%001
!Oﬂvl

/392

%08

%001
% 0¥

%001

[¢]
%08

%001
%0¢

%¢s

%08

lo.vl
%001

hhlgaly)
WaTeoH B [8OTPRTY 3113t (@)
Sutuur]J J0309I1([ Jueysissy (ar)
§801A19GQ
[BOIPRYY ‘1030011(] Jur)sISSy (121)
§901ATOQ
4[RO I0300I1( JUBISISSY (2)
systpeoadg Jotung (1)

—.s950d L01UDS G

, 19030 WIERH (1)
uooBing guessissy [1a1) (v)

— sgsod own, |

JOTOISSTUITIO)) ANOGRT]

ALynda(d pue ISUOISSTIIWIO]) INOYBT
JUIOP ‘IOUOISSIWTWO)) INOYLY

- “1001JJ() 2I8IO M INOQEY
Kpury ‘1001330 MOYe]

SUOSIIJ JO [8IOURY)
-10900dsuy Ande( ‘|eIouRn)-10%09dsuy
seLIpsNPU] S[rB[ JO J003I(L

‘sprep ‘quopuejuLdng %ﬁ&oﬁ

10ge0ar(f L9nde(y ‘1030911
J107001I(] JUe)SISSY

Q01AT0Q

e % T8oTpPaIx ﬁ@nﬁmﬁgm 7

att

90TAX

olejop\ pue anoqe] usyjsele

! R

ao1ATeg s[rep uvysseley ‘3%

90TAJOQ ©QUBINSUT 938}F uepseley ‘18



174

- e

%001
%089

%001

%001

%08

%001
%001

%001
%08

-

%eL

%001

%6001 30730331

1030011 £9ndo@

%08 M uu)sIssy Yoauoseyy J01Udg
%001 juopuojutzedng Jo1qpn
e Joouidugy ofiqowomy

JeaurSuy sormeIs)
puv  {solumey) ‘Ieouldug Suiu@
Lqudoy “g8180[00y) Jotueg ‘zeouiduf
Summyy ‘q0sfoig 18I0 18100dQ

-+ 4g8ojoon) Juipuejuitedng 1030911
87500 L03U3T "G

%08 gsr30j00) Jotung (af)
-190u13ug] SAULYY JUBYSISSY
.. ‘JoSeuupy SOULIY JUBISISSY (228)
.o JoSuueyy souipy (g1)
%001 1813

-0[ouYoa, SO1TEBIA))-WNO-[EOIUL
0,001 -0y ‘YoSBuUTIY SFULJY JUBISIESY (1)
—:8350d wopung ‘1

.+ §108§50J01J |BUOCIIPPY ‘SI0S83JOIT (22)

%09 s10puay (%)

— sps0d L01UBT "G
%001 (Surp) reorurf)) s10angoary (12)
%8s (Surpn TeOTUI-UCN]) §16IM309T (33)
%001 £1098IJSTUOUIA(] JOTUOY (¢)

—:8p50d Sowunf 1

- gsijeroadg
Jo1ueg ‘1030211 Lqnde(q ‘1030011 ‘€

001AJ6g 1]028059Y ueyjssley 86

Qo1A103 08uIBy) J0J0I usyyseley L3

0014108
180150]0)) pue AU usyjseleyd 96

(qousrg aye139[10D)
oo1aTeg TeoTpeYy uvyiseied ‘98

4 €




125

.

%001

%001

%9°88
%09

%001
%001

%001
sowl

%08

%001
%08

%001
%08

%001 29013J() Yoeosay ‘10103097 (1)
. Ioyoaar( yuB)sIssy (1)

—:s380d sownp 1

v gqs0d 0[BoS UOIF09[eS puB JOTUSY °g
%¥'99 susosyEIg (1)
%08 1030011(] JuBYSISSY (%)

—:8150d 9]008 JOLUNL "L

.. sor1eger0ag Aqnde(y
. SI99STUIy 03 £18301093
oyeanig ‘Tensidoy ‘AiejpIoog yueqSISEY

. z0q0011([ Agnde(g % 103091
-op- 030 ‘s1001gjQ SUON}
-g[oyy JOLSI(] ‘SI0NRL( JUBWISEY

— gj50d 4OUBY ‘T

%08 -030 J00fJJO SUOLYRRY A1qnd
‘oyIpg jUeISISEY ‘IO Kxnbug
‘o1 YoIveseyg pue 90udIRY

—:8180d s0punp 1

. spuopuejuLiodng pus 1030331
%09 syuopusjuitedng JueISIsy
vt o[e0s UOI30[3s pus J0tueg

%08 o[eog Ioruny

GO[AIOQ OIBJ[aA [BI00S weygseley

301AJ0Q [BO19S1IEIT ueyjseley

QILAIIG BLIBIAINAG ueyssley

.

201A39g SUOBRY AANd uvyyseley

9014108
08501 J JUOUTULIOAO)) uweygssley

901AIag 9910 ueyseleyy

e

€€

K43

‘1€

08

ki



*("IT s58[)) NIATIQ

T Satw)] "s1o300dsuyg Jaupsy 0avado-0) ojeurpiogug uesufeyg ¢
u.c?: X * 1 opun F::P&«E AH mnEOv A01A10Q
o U6 000} I1 epuay) ‘v10300dsuy oaguiado 0) 9ajvuIproqng uvyjsuluyy 3
Tt YN . Juns130yy- qUS  "901A29G wIvIySISoNg- qng uvyjsvley ¢
. "(11 sse[)) ooraxeg
o Totnl "s1030adsuy puegsissy UBLA0Q 93uuipioqng uvipselvy -
e t 111 opran dcuugmr:p
A0 Yo T0Y 11 2peay) “wpadsug “(T ssj)) v91A10g
o 0UT o 1 vpuay .::o,iéH uvysea9(q 3@:58&:@ uuyiseleyy
"S3dIAIRS 8VWIPIoqNS-g
.m#._:;, SUOINSIG [LUOINIppY
oner %50s PU¥ SIEPNP suotsdg pur PLUSIQ "odtA g [rrIpNp W0YSIH uryjsulvy ‘8¢
05001 SIBPNL [LATD pUL § spsunyy "OdLATOG [uIoIpnp uuygselvy e
%6001 . WUUL[J unoy, Jo1yy
%0C!L % Qs JOUUBJ UNO], 10tuag -
Boo .xvoa wuuvly uwey, Sudag 001.AJ0Q
A the oGl JOUUB[J UMOT, Juvsissyy Suuuvg wuoT, ueygselvy ‘gg
Jogrge ToL799 fedoung “rojoomq
—.s80d t0n3g g
%oCl VA JIIYSUBG JO S10559]01g
76001 . IPUIH JO §10859j01] 0014108
—.850d dotunp *1 worgvonpyy qusuvg uvygseleyy  ge
%001 o s[edroutyg
Pug 1001330 UOBqOIT JOrYy)
—'sys0d 40iuag g
g ¥ ) < I




177

%001
%001
%08

%001

%08

y/39)

%eL
%08

%001

%8L
%8L
%08

%001
%%'¢¢

UBUIIIA(Q
orung ‘JuvISISSy wnasnyy
juejsissy L103v10quT Jotungp

%001 JuR)SISSY plot,[ Jotunp
—_ Jorudg quessissy £1038I10qQU|
_ UBULIZA() J0TUAG

%08 Jostazedng Surgoodsor g
—_ JUBISISSY POL] I0Iuag

%001 T1 9PBIH UBWIGIO] SaUIIY

%08 1 OPLIY) UBWAIO] SOULy

%001 zoinduo))

si03B1adQ)

%68C ad£qaequy pue oury ‘ouoly (11)

8193§8)) pus ‘s1ovradQ
-juesIssy ‘Log-‘o1uvyodyy ‘yjpws
%001 -Jo®v[g aejuedrey ‘asuang, ‘emtg  (01)

T opey)
%001 s1opulg ‘siojutlg Eo.umwomﬁoov (6)
I 9pel
%2S% sIepurg ‘srojutag ‘sioysodwo)) (g)
%6001 11 ape1p) ‘epeay jooig (1)
%08 o3xeyouy our] pue ouoly (9)
%001 mdrep/isuesig/indypop 68&&8@ (@)
“In
— -18p[)/I10unly ‘19peay Jooig UMon ()
mdre
wwomm pue andypop ‘1opsoy moomm %Mﬂm MMW
ge J
&om UBWAIO [B18ULY) (1)
- ; SIBPIISYS],
%999 SIBPNISYST, qreN

{

*301A10Q @3BUIPIOqNS
[eot30[09) pus sowmy umysuivy °g

*0O1AISS 93BUIPIOqNS
§05591J JUOWIUI0A0Y) usyjsaley] °L

*0o1Al0Q SIEPNISYST, unyjseleyy °9



178

»

e s G%
1 0¥ Q0¥ 0t00dsuy-qun
~aonjoe]es [si00ds Yo0e %08 ‘t30f0adsuy ovwowom
wootjod pouty (3)
- %001 *§9[(18I500))
. vaow %08 “52]qu)sU0)) PUOH
Mowwo%wwmmﬂm%m %c%m. go0r -g10100dsu]-qnG JUBISISSY
‘uohy BI3CH 00c ;
wO10WRI] %o 0¥ Y0¥ "1 °§ *q puv s10300dsuy-qng
o or o 5109 *Q01AIOQ
%0¢ of0e  -oadsuy Suignoasold ‘xz0300dsuy 9ajog ojeuTpIOqng Odljog uvYIssiey ‘6
— %001 “10001],
%08 %08 upws LI Jounp
%6001 — -gews)jed(] 101Uss
%001 -_ ‘uBwsijuiq peaH
JOpPIAL I0juddae) ‘qpuwy T
$101300) UO1909g “IAAUI( OWUVYIIIY
doys;ja0ay ‘opuryodRy Sutjjla( “9ssI
0I() ‘JUBJSISSY [UIIWIYD ‘103e30dQ
dwng ‘103830d(Q) 103810 ‘103v19dQ
Josso1dwo)) ‘1A Jossoadwo)
- %001 -q0je13dQ Suiu{ }e0y .
%GZ %aL -uswSyg
quu)sissy Suiuy ‘9[[IQ JuBISISY
%001 - “IT opBLy) BUd
%8L %95 T opea) ‘PIHA
— %% 001 -qBI013309[ [ ‘J0A0AINg
%001 —_ -Jos1a30dng sauIy
(4 I

€




178;

*wojouwroxd jeresdg
Uo10WOIy

*worqoojes [ewedg)

%08

%00T
%83

%999
%001

%¢gz

%83
IOHVI

%035
%0¥

%08
%08

%08
%08

£10)831989AUT

[xoyoadsuy exeyopN  IOIFO OIL}EM

[B100Q 9OLISI(I[1991}]() ©IBJ[oM ApeT

%08 (1901330 YoIBOSAY JUBISISSY

*§1915910y JUBISISSY PUB SI09531I0

- ‘s1o8ueyy Ayndo(T ‘[T opely) ‘s1a8ueyg
YoSL *1 opBIY) ‘sia3uey
%¥se *§)UBIUNOIDY
-— SI90IJJ() SJUNODDY JUBISISSY
%001 "(orpey) oqqeisuo)
*(uero
%8l -11309[5/10331,]) 10300dsU-qnY ﬁﬁwaﬁ
‘(109
%¢cL  -eisdQ orpesy) 10303dsur-qng JuBISISSY
(aero

-0p-  -[Uyaa, oipeyy) 99r[oJ jo Jo30adsur-qng
9%0% (10ye10d() orpBY)9dI[0d JO I0j0adsur-qng

(10814
%0g  -1edng orpey) esrjod jo I0jvedsur-qug
%08 orpey ‘ea10d 3o Joj0adsuy

: woywzruvbs() o1poy 994od  (g)

70001 o[qBysuo)
%008 0[qwsuc) prol
%08 *g10900dsUT-qNg JUEISIESY

*g0[AJ0Q 0)BUIPIO
-gng oIBJoA) [eroog usyyseley ‘Bl

*@0IAIQ

ejempIogng 9saro; ueyseley °IL
*@dIAIR

gyumosoy ejvurpIoqng usgyseleyg ‘0L



180

e

%08 _soydusSoipuy,
I030adsuy wonIN ‘10900dsuy
%001 K0n3vyg “ropeadsuy ee Arviixny

R !

Fl

-t

* *103800pPG[
%0L %82 WHBOH ‘1ouj0  yiweH epuvdedorg
*10Y
= %001 -I0A\ J2UB[IOAING PUB J0J0B[[O)) FOASUT
-op- -op- 10300dsuy eous[jrosIng
Yo8L /3t 10329dsuy BLLBIUIY Jorun p
%001 - I0300dsu] TUIB[RY I01URG
[\ .o -
01 1901330 JIU[) JUVISISSY
.xw 0 %00 osIny AIBI[IXNY PUT OFLAPL
-op- -op- esInN 3juiS
-op- -op- IojnJ, 109815
-op- -op- UOIJUT *3ISSY
%%aL %9z T1 9P U0V "801AIOS Eaﬂwpowsm
%08 %08 1 9puIy) UONUIY YIESH PUv [VpIy uwyjsslsy
"9J1AIIQ QIBUIPIO
%08 %08 10j00dsuy JuBiSISsy puw 10300dsu]  -qUE  STMMONIOY  uwwyjsuley
N 9 J0300dsup-qug s3[AIYe A\ I030I{ .

% 00T .%os ! 10303dsuy qaodsunay, o 885@0%5
&,om. 0408  ‘10013j( Hodsuuiy, [BUOISIY JUBSISSY -iproyng  grodsusiy, uvygsibley
’ 0j@

QUOF-I) WYV dcowaouﬂ.amsm
JUBISIST\T W Momﬂom.o.ﬂw.u uoﬁw, ,
. ‘quopudjupadng  ‘SWAYJQ | uvonq
%001 Tt 01 AP WP\ APY] JUTISISY
o g
e ¥ & -

| e



181

%8L %83 §)yeIr) oSNy ‘I0jonyjsuy

76001 . Sutyseyy Aytpengy Jostazodng
%08 008 (s3yerotpueyy) poummmoﬂ
"Suravopy

[00A\ 1030nI3sU] pue sudsa(y Suravopy
. 95001 Jd0jonagsuy  ‘(sudise(])  slojonygsu}

"1030n198U]
Axyuadaen ‘S1070NIYSUT ‘s10A(T

I03sBYY ‘serjue)) Suturea], adAT, 18380

%08 %0G  sIojonIgsuyl ‘SuSIsa(y 10s1a39dng
oy

-1)SU] J0YJBOT J9INgOa] PUB I0YJBATT
surrely Ajendy quopusjutedng pue

“o8L %¢gg doysyiopy [eLsnpul ‘juspuejuriedng
/(s31y) quspuoguriedng

%001 - J(suBise() puepuajurredng
‘ [e1jus)) Surure],

%SL %63 od&7, 10380[) ‘guopusjuriedng

JURISISSY [BO1}AJRUY JoTUmp

.. %001 pue Juesissy [eoldeuy | mOwMMm
awrde
%001 . \ -oisyg pue gsideidyolsdyg Jorusg
N 70001 I0yeUI00E A
%08 %08 , - IONIOA [BIOOF PaUIBI],
b o/ 001 III °peId uo@ﬂaomﬂob
%001 te 1 opely) pue I opery epunodwo))
T © %001 | . UBIQTUYAT,

%, 001 R soydreiSorpey JuelsIssy

*901AZOQ
9)EWPIORG S3l1gsnpuy Ueygseley ‘91



182 .

%aL

..

%0¢

%08

%08

%9z

%001
%08

%001
%08

%001

%08

%08

qs1uoy)) Jo1uss

oyngsuf
sar1ysnpuy 03v3y0) Wwyuadin) ‘IeyuRy
ool ‘Awpjuy  Ausiy ‘(eyngigsur
SOLISNPU] 938330)) US[[OOM ) OTUBYIIY

(o3ngIgsuy I9Y4BoTY) UBWSUIYOVIY

saous[eg pavpusly JO

Toxredoyy ‘Ansipy PI[IYS ‘uswauIyovHy
POIIYS ‘ygruisxor[d PI[[IYS ‘Sutavom
pue Fwif{g Iojonijsul ‘I0AvYS ‘III
opeIY ‘I1030m1sU] ‘OINJISUI Joyjed]
Lusipy “andypop ‘eqngiysuy sougsUpPuU
adsyjop ‘a0%on1jsuy JuB)SISSY

SYBIDIPUCH ‘I030NIFSUT

(syyuaorpucy)

Surgrepy Lqengd ‘ro300dsuy ‘ewoyog
QIBJ[OA\ [BIOOS ‘SIOUOTST, ‘UBUISYBI)
pawei, ‘II[ OpBIY) ‘sulmeqg ‘0%
-ONISU] ‘I9VUIBI-WNO-JOA([ ‘1998
¢030119SU] ‘19jureg-wno-1ejuediv)
II eper) {(AygrasyoB[g) 1030N13SUL
(Surasepy) 103

-onxsuy ‘ojngrysu] Joyjuoy ‘Iogonsgsuy
(10yyo)

Sunpisly  A3rend ‘1os1a3edng pue
‘orqusp)  A9i[rovy uowmo) ‘Iosiazodng

\

10

g

oy

sy



-183

%09

%08
%001

%08
%001

%001
%sL

%001
%08

%08

%08

7 Yerd

%001
%85

%001

)

%001
%09

e
'

%08

19083, 9PBIY) 11
SI0YOBAT, opBly) I] PUB SIAING0ST

*§939[[0D)

1gseyg pus elefypedn jo sedpung
s1090adsuy Lynde(r-qng

“B[eYs

-yyed  quaysueg jo io0qoedsuy Lnde(g
J039911(] JUBISISSY

Indrep ‘oye)sy] [erIgsnpuy ‘1e3Buriy

SI00TJJ() SOLIISNPUT JO1IYSIEL
*S}JBIOIPUBH

Joyerdd() ‘I pu® ] oOpBIY SI9A
-BOA POIS  ‘quegsissy  epueSedolg
‘syRINIpURH  J9sTUBGIQ

seljus)) JulIoNe],
Jojonjsuy  ‘Ieyseyy  Azepourquuy
pue Suuo[re], ‘(Lie1s0f) Jojonxgsuy

(omoyog Surtoqie]) ostazedng Apey
‘sqyetotpuBsy (Surqaely L31yend)
Jogoadsuy ‘eIBJ[OA [BI00S  ‘sIoY0EAT,
swoor Jom0J ‘s10j0edsuy

sjjRIOTpUE “lojoadsuy

(eaB]9MA 181008 Joj0adsuy
*a1p3d

-ypeg usmsyeRI( ‘elted)[Bg 4SIIOY)

%001 eM3YISU] J0Y3BIT SIS

901AJOQ 9}BUIPIOGNS
uonsonpy Jujsuey  ueyssleyg LY



184

4

Go0¢ 008 100510 () [BOIUBYDATY
mmor. 08 Jostatddng doysyiopy
0001 . o
. % 0409507 101UNL/I0AIIS(()
of awmvww,m * q JeATBUY 9IQ
(208 800 J0jjvuSIQ
A“ . .\wcoﬁ J0j[euslg pYOy
ROy aupayiy,
ﬁ., . ! mooa £10390]j0D Andeq
7001 11 opuayy Jondwo)fojeuipioqng
T %001 Suraouisug [100510AQ
%001 2 1 apu1n ‘aondwo) F—
L4 No 001 19081, .:E&:EMH%%%W uoryedraay) o.wmsuom .oouwmﬁwo .
Mwumwﬂ .\wm.‘. uBwms}jLI(] JOIUVG ‘UBWSJuI PUOH  -qus SuwoouiSuy  usyysul
0
"SOLUBYDAY PuB uvy
-gIssy AuBjog ‘JuULYSISSY  AI0JVI0QTT]
T %5001 MH oﬁs% sosan)y puv siopunodwo)
o0 [ Opray) pus Opray) uojOdRg
< - sosanp ‘siopunodwop)
70001 £107VISUOW(T )
o M\»ooﬂ 101190077
st o5 : jasdaqq ‘Ivagsisoyg
-op- pxq JeuowgasdaQq St
“ow c\o%oﬂ mno:aEHuHuH ow,aw@ SwBH puv mémcéb
y ; opuIy) SWRU put sBAPIvA
%02 %08 11 .
ssy 1opn) *001AJ08
yoavasay [Bo1sAyd quBIst , ! : |
sudpieA  ‘siojoedsuy womaealeq ‘St
axvmb ,Nwmm SERH P maowoo»mm JUBYSISSY ejsuIpIOqny omﬂob.:tnaw e
%001 : .
9 ¥ g

\



185

%08

%08

%08

%001

o 001 4SIWAYY) JUBISISSY
%001 JUR}SISSY [BIUYDIT, IoTunp

*YURJSISSY  10Ieos
-9y ‘IB[OYDS IT1BIsOY ISIALOTY
%0g  YuBISISSY $1901JJ() {oIBISOY 4SIATOIY

‘uewdlo] Ar03vI0Q8T
pue guejsissy  £I0jeIoqey ‘KNS
‘queqsissy  [B39  ‘SOPIYPA  JOJOI

oL00T Jo 0au( ‘I 9per) sedpey ‘Lnystpy
%08 que)sISSy 1030BL], 10 T opeL) JedpH
T OPBIY) 101

%4001 Pue II 9per) ‘roALI(] J9[[0Y PEOY

1AL

10J081], ‘OrUBYOJY T0J0BL], ‘uBmIaIO
doysyaop “1eari(y Iofjoy Pvoy

1 ope1p ‘Josiazedng 1030B4],

. ‘[T OpeIy) UBWAIOH Ie[oy PrOY

+301AT0Q
ageuiploqug soAoryoIy weyiseley 08






Pisrussion Paper
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Nerformance Appraisal






PERFORMANCE APPRAISAL

B t

In any sound system of Personnel Management evaluation of
the performance of employees must always be an important element
It is through this system thal the employer can measure the outpuf
of employees, keep them informed of what is expected of them and
identify their needs for training. This system can also be used to
insti] confidence in the empluyees and lo build up therr morale. It
can also enable him to make a distinction between a good worker
and bad worker and enable him to reward the former and if possible
help the poor performer correct his deficiencies.

2 In a Government which is responsible for rapid social
and economic development, its employees must always function in a
state of eﬂimency They should achieve the norms prescribed for
them. They should be honest and hardworking They should
function in a harmonious manner and should work as a team to
achieve the objectives laid down by the Statg policy To see that
these objectives are being realized, there has to be a system of
appransdl or evaluatlon of emplovees at all levels of public services

3. In Rajasthan the Government realized ‘the 1mportance of
a sound systems 'of employee evaluation and introduced a system of.
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Annual Confidential Reports soon afier the constitulion of important
Service Cadres.

4. The object of performance appraisal through the annual
confidential reports 1s {o assess as correctly as possible—

(a) The extenl {o which each officer is physically, menially
and morally suitable for his office;

(b) Whether he is able {o apply infelligently the law and
procedure prescribed {o cases coming before him;

(c) His treatmenl of his subordinates, and

(d) Behaviour towards his superiors and colleagues in other
depariments and relations with the public.

5 Rating —While a superior officer has heen given fullest
ireedom and the right to record his opinion about the work and
conduct of lus subordinates, in doing so, he is to be guided solely by
considerations of mert, justice, and fairplay. He is nol to confine
his reports to general remarks or monosyllabic replies, such as
‘Yes’, or ‘No', o1 1o some extent' which fai] lo convey an adequate
tmpression of {he officer reported upon. The Government instruc-
fions require that his remarks should be in such a form as fo convey
a clear and correct estimate of the officer reported upon. Every report
should contain a summmg wp in general feims of the employee’s good
and had qualities and a definite calegorisalion or rating as ‘Out-
stending’, ‘Very good’, ‘Good', ‘Average’, ‘Poor’, eofe.  The report
should also specifically hring out any defects, remediable or otherwise..
If any special incident has occutred during-the period under report,

g .
witch «hows thal the officer has petlormed very compelently orvery
poorly, the same should be reported. L AP

e

6. Objectivity in rating.—The risk of likely interplay of
subjective human element and of conscious or uncoricious bias, when
a confidential report on an employee is recorded by a reporting officer
who is his immediate superior, 15 sought{ to be minimised by the
n'lﬂuence of the superior of {he reporting officer, that is the counter-
signing officer. The coun{ersignmg officer 15 elxpected to have, as
a rule, sufficient 1<n0wiedge of the woik and quahhes'olf iie employee
reported on, to be able to judge whether {ho reporting officer’s report
1s fair and correct If he does not fully agree willi the reporting
officer, he should indicate {he nature and exlent of such disagreement.
He should not endorse the repor! as a matter of routine, g

o4
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¢ 7. Uses of confidential report. —Confirmation, crossing of effi-
ciency bar and promotlon of the employees are based on the assessment
of their confidential reports Other uses to which these reports may
bé put' to are' appeals; memorials, placements and pension and
occasionally disciplinary action though in actual practice these uses

are rarely taken advantage of

8. Forms —The {ollowing three Forms of confidential reports
are 1 use for different classes of Government employees

(1) Form A for persons belonging to State services and
' subordinate services.
(1) Form B for minislerial staff
£« *'(i1i) Form C: for officers of the Rajasthan Judicial
Service
With Forms A and C, there 1s a statement in writing of the officer

reported upon as per prescribed Annexure The specimen of Forms
A’'B, and C'and Annexure are appended The salient features of these

Forms are summarised below:—

" L. Form’A.—In order that the thinking of the reporting as
well as the reviewing officer can be directed to broad areas which are
relevant to the officer being reported upon, the various entries 1n this
Form may be grouped under the following eight heads (though no
<uch grouping has been atlempted 1n the Form itself):—

(1) Qualifications and aptitude —Ilem 3 of the Form:
general qualifications and - aptitude and special {echnical and

professional attainments
(n) Performance and relations —Relevant items in the
Form are'—
Item 4-
How the oﬂicer discharged his duties ?
Item 7-
(a) Does the officer tour adequately?
+ (b) Control over subordinates
(c) Contacl with general public of the area.

(i) Qualities of Admumisiration and Supervision —Item 5--

(a) Patience, (b) Tact, (c) Courtesy, (d) Impartia-
lity, (e) Personal character, (f) Mental aleriness, (g) Initia-
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tive and drive, (h) Powers of co!ntrol, (k) lPowers of applica-
tion. '

! (iv) Physical fitness.—Item 5 (f) Constitution, (g) Phy-
sical energy

(v) Special characteristics.—Item 6: Special characteris-
tics with outstanding merits or abilities.

(vi) General remarks by reporting officer—1item 8:
General comments on the way in which the officer has

carried out his duties and eslimation of his personality,
character and abilities etc.

(vi1) Opinion of Head of Departmeni—On conduct and
efficiency of the officer reported on.

(viii) Inlegrity cerlificate —This certificate is to be given
when there is nothing which might cast any reflection on the

integrity of the officer reported on and when his reputation- for
honesty is good.

!

(2) Form B.—This form has been divided into two Sections.

Items under Section I are designed to rate a member of the minis-
{erial staff in respect of the performance of his duties in the present

grade These items could be grouped under the following heads for
the sake of assessing the utility of the Form :

(i) Job performance.

Item I : Knowledge of Branch and Department.
Item 2 Judgment.

Item 3 : Accuracy. " soe
Item 9 : Zeal and industry. ! - = "5
Item 11 : Official conduct, ‘ -l
Item 13 : Capacity to note and draft.

(ir) Administrative and Supervisory Qualities.

Item 2 : Personality and force of character.

Item 4 : Powers of {aking responsibility.

Item 5 : Initiative. ~ !
Item 7 : Address and tact.

Item 8 : Power of supervising staff, *

)
H e . .
%
<3 ol "~
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{(iii) Physicael fitness.
i Item 20 : Health

LR

(iv) General Remarks —Including integrity cerlificale

Section II of the report deals with ‘degree of fitness for pro-
motion. The reporting officer has to say whether ihe employee
reported upon is exceptionally well qualified, highly qualified, qualified
or not yet qualified.

(3) Form C.—There are ten items i this Form designed to
rate a judicial officer in respect of his work in the court, his integrity,
his private character, and his relations with the Bar.

9, Adverse remarks —Reporting  Officer should mention
adverse remarks about those faults and deficiencies of an employce
which have persisted despite his efforis to have them corrected He
should, therefore, give an indication of what efforts he has made by
way of gutdance, admontlion. elc, to get the defect removed and with
what results. Adverse remarks which have been confirmed by the coun-
tersigning authorily are only communicaled to the officer concerned
When a report is built upon the individual opinions as noted by
different departmental supervisors 1n gradation, it 1s only the opinion
as accepted by the highest authorily which 1s to be considered from
ithe point of view of communication Name of the reporting officer,
who gave adverse remarks, 1s not to be communicated Along with
the adverse remark the general total impression of the report in brief
should be conveyed so that the concerned officer 1s not discouraged or
left guessing as to the general purport of his report

10. Representations on adverse remarks are {o be made within
one mon#: of their communicalion. The superior authority, who 15
mgher to the countersigning authorily, should consider {hese
representations, in consultation with the reporling authority or
countersigning authorlty, if necessary With respect to persons whose
appomtmg authority is the Government, the representation 1s to he
examined by the Secretary or Deputy Secrelary of the Admimstratne
Department concerned and appropriate orders are passed with the
approval of the Chiel Secretary and the Minister incharge. In case
of adverse remarks, which are recorded by the Secretary of a depart-
ment himself, the case is exammed in addition by the Special
Secretary, Appointments and a final decision is reached with the
approval of the Chief Secretary, Minister incharge, and the Chief
Minister. General experience s that disposal of represeniation’against
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adverse remarks is very much delayed. Some of the factors respon;
sible for this arei— ' :
(i) Adverse remarks are not communicated prompily by
the Appointing Authority.
(ii) Leniency 15 shown fo the officers in exfending e
limit of filing representation. .
(1) No specific fime 1 fined within which the Reporiing
Officer, to whom representation s sent,  <hould  send  his
comments and he fakes his own tune, '
(v) Appomtmg Authonty does not take final decision
promptly.

1. Observafions of the Runawai Pay Comunussion.—The Foreis
of confidential reports mn use al present vame for ~erutiny before L
Pay Commission in connection with the promotion pohcy of the Stale
The Commussion fell that changes m these Forms are necessary and
suggested the {oliowimg measures --

(1) Separate Forms  of confidenbial reports msy by
prescribed having regard {0 the particular noature of each
service. Some ilems, like mntiative, drive, ability {o esercise
control are redundant and meamngless m the cave of confiden-
tral reports of ministenal employees,

(2) Details of aclucvements and performances and qualily
and quantily of work done  should find  adequate  place in
the report

(3) In order to remove vagueness and fone down  exees-
sively enxaggerated remarks in the confidential report, {he
general remarks covering the enlire personably <hould be
written 1 a narrative form expressing opinion on mportant
points in a precise manner, viz. (i) qualdy and quantity
of the work done mdicating the facts perlainmg o <pecial
achievements and performances, if any or shortcomings  and
defecls quoting a few instances; (1) ability lo exercise super-
vision and control (applicable o supervisory posts only),
(ifi) integrity, (iv) conduct of employee, and (v) whether
considered fit to exercise responsibilily of higher post.

(4) Adverse opinion or condemnation of wark shousld be
specifically based on facls of particular cases and' hard
language o1 erms should ordinarily be avoided.
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The forms of .confidential reports in vogue are apparently
inadequate and unsuitable and the need of drawing new Forms has

already been recognised.

12. Disclosure of the contents of repoits —The present system
of keeping performance rating as confidential appears to be breeding
suspiciop in the minds of the persons reported upon and what is
worst 1s that they never know where they stand in the estimate of
their superiors. It 1s natural that they should want to know what
‘heir superiors think of them and how well or badly they are getting on
in their jobs When this is denied a sense of insecurity develops in
therr minds which tends to affect theirr performance If, therefore, a
reporting officer discusses with {he ratee the report which he 1s going
{o write, 1n an informal atmosphere and gives the ratee the oppor-
tumty to express his own views about the report, it should have a
wholesome effect on the quality of reporting and the morale of the
employees The evils of the present practice of commumnicating oniy,
adverse remarks canp to a great extent be removed by such discussion
at  the level of the reporting officer The system now practised
also affects the issue of promotions. \

If a person 1s not permitted the opportunity of correcting his
deficiencies, which 1s difficult to do 1f one 1s not apprised of them,
he will not graciously accept what seems to be a retractive evaluation
of his performance He will assume, and righlly so in some cases,
that he has been deliberately underraled. Moreover, ap average
performance does not require any commumication about performance
to the employee but an average rating may be unacceptable for the
purpose of promotions We must, therefore, consider the place of the
confidential report in our promotion system and reflect upon the
relative advantages and disadvantages of confidential reports when
such reports can constitute the sole or primary basis of selection.
Are there changes which can be made mn the present usage of the
form which can create a climate of trust about the accuracy of the
report and its validity as a tool for deciding promotions ? '

13. Trawung of Raling Officers —Though the Form of con-
fidential report 1s important, the training of the rating officer in the
art of evaluating subordinates 1s still more 1mportant  Such training
cannot be pulled out of books but rather out of experience At present
there is no system of training of this nature 1n the State Rating of
people 1s very difficult skill ~ The technique of making accurate rating
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improves the ability of the rators to make accurale judgment which
can be acquired only by training. 3

14. New Forms for Performance Evaluafion.—Cerlain broad
criteria should be kept in mind 1n designing such forms:—

1. The terms performance evaluation should be taken
seriously, that is, mnformation recorded 1n such a form should
be as pertinent as possible to behaviour relating {o a particular
job. Extraneous considerations should not enter, and general
considerations of personality should be defined within the
context of the job.

2. Evaluative terms should have a precise definition, for
such terms as good, fair, etc., may vary in meaning irom
officer to officer unless standardized definitions are provided to
guide the reporting officer. Not only does such a practice
give added meaning to the content of the report, but objecti-
vity 1s enhanced when common definilions are used by those
handling the forms.

3 In many inslances, the assessment contained in a
report must be juxtaposed against other assessments in order
to determine the best qualified applicant for a position. This
generalization assumes that meril will play a part in promo-
tions, and if 1t does, informalion collected on employees should
permit valid comparisons. The present form does not allow
this because of the vagueness of the questions proposed and ihe
overly simple answers which such vague questions invite.

4 If a rating, promotion and placement system rcly
heavily on performance reports, then these reports must of neces-
sity contain  clear information on the candidate. In
other words, the more significant the role of formal assess-

ment procedures, the greater is the need fo have refined
procedures.

5. An evaluation form can serve several purposes;
emPIO){ee counselling, placement, and promotion. A
supervisor may need fo make decisions concerning those of
l.ns employees who require fraiming. A well devised form can
indicate what type of training would be suitable for particular
employees. A job may require cerlain experience and apl-
t.udes, and the correctly devised form can assist in the match-
ing of person to job. The relationship between evaluation
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techniques and promotions has already been adequately
discussed in this and the statement on “promotions”.

15. The task of preparing appraisal forms in accordance with
the crileria suggested above to suit the requirements of personncl
management in various services and departments of the Stale must
proceed with the assumption that difierent forms would be necessary
for broadly different job classificalions Various forms are required
to account for the nature, duties and funclions of the respeclive
organization unils including personnel and positions concerned
This would require grouping of existing services and posilions for
{he purpose of designing an appraisal form for each group It
would also be necessary to evolve smiiable evaluating factors 1o he
included in the form and give them a precise definition. Some of
these faclors might find repelition in each appraisal form, but there
may be some other factors which would be exclusive to one form
depending on the peculiar nature, duties and functions of services in
a particular group. Another aspect which would need special atfen-
{ion is the system of “grading” a ralee in respect of each evaluating
factor The existing confidential report forms require assessment in
one of the five grades—outstanding, very good, average, and
poor. The same was the case ip respect of Central Secretariat
Servizes of the Government of India previously but they have now
changed over to only four grades in respect of officers of the grade of
Under Secretary and above, viz, ‘fit for out of turn promotion’, ‘not
yet fit for promotion’, and ‘unfit for promotion’. The Administrative
Reforms Commission have suggested retention of only first three
grades, and the delition of the fourth grade.

16. Knowing well that the task of designing forms 1s a labori-
ous and time consuming work, the following suggestions, some of
which are based on the thinking already done by senior officers in
syndicate studies conducted by this Institution in consultation with
experts, are made to facilitate discussion

1. Separate appraisal forms should be evolved for the
following categories :—

(1) Top Executives —Super lime-scale offizcers of All-
India Services and such Heads of Departments from Stale
Services, who have reached the top of the ladder of promotion,
viz., Chief Engineer, Direclor of Agriculture etc

~
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i (ii) Other senior and Middle Execulive and Managerial
posilions.—All positions in the All-India  Services and Stale
Services excluding those covered by item (1) above,

e (i1i) Subordinate Service personnel,
(iv) Ministerial Services.

In respect of lems (1), (), and (iv), however, more than
one form may be designed if the sum fotal of the evaluating items for
all services in the group put logether becomes so large that there is
likelihood of confusion or the form becomes too bulky

9. Generally an appraisal form may consist of five parts, each
dealing with one of the following aspects :

(1) Personal dala and job-description.
: (2) Personality.
(3) Performance
(4) Relations. .

(5) Overall assessment by Repotting Officer, infegiity certifi-
cale and remarks of Reviewing Officer.

(6) Work statement {o be filled by the ratee

I may, however, be not necessary to divide the form meant
for Top Executlives in so many parls

3 Evalualing faclors and their definitions may be thought of
on the following paltern

(a) Form for Top Executives —Since such officers have
already reached the top of promotion ladder and their inler-
‘ departmental mobilily is very much resiricted by the specialisa-
tion they have acquired it should nol be necessary fo  design
any elaborate form for them. The following ttems of assess-
f meni might be enough .
(1) Stale of Health,
(2) Integrity.

(1) General assessment (o be wrilten 1n a narraitive form) of
the officer’s personalily, s good qualilies and shorfcomings with
particular reference {o his-

(i) drive, -
(i1) capacity for handling people effectively,

4
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(iii) judgment,

(1v) ability to communicate,
(v) admnistrative ability,
(v1) creativity,

(vi1) ambition, and

(vii1) know-how

(b) Form for Senior and Middle Executives and Manage-
rial posiftons —The bulk of the semor and junior officers
belonging to All-India Services and Stale Services come under
this group The functions and nature of dulies of {these
officers differ from service to service The fask of devising
one form to serve for all setvices in this group is really
difficult An appraisal form, which was evolved 1mn one of
the syndicate studies in this Instifution 1s appended This form
may be found to be suilable for all generalist services and for
some of the professional services With certain additions or
replacement of some evaluating factors, it may be possible {o
adopt this form for all services and positions covered by this
group Some new factors are suggesied below

Factors Explanation of factors
Intellect Consider whether the officer 1s excep-

tionally bright or dull or a shade be-
tween these two positions.

Professional ability

(a) Theoretical ability Theoretical knowledge and its application
m interpreting data.

(0) Experimental or Whether he is able to conduct experiments

practical ability o1 practical work and what 1s the quahty

thereof 7

Onigmahty : Whether he produces new and good ideas
and whether these ideas aie sound ?

Technical judgment Whether he can discern the essence of

the problem and can sclect  proper
Imme of attack or whether he fails to
distingmish  what is important from
what is not 7

General professional  Whether his knowledge is wide, thorough,
knowledge. and up-to-date, or it 18 restrieted or
superficial ?

Professional speaking and Does he exptess limeelf clearly and con-
wiiting ability. stantly orally and in wniting on techni-
cal/professional matters 2

Speciahization Mention the ficld of speeialisation, if nv,

and its quahty and depth.
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Factors . Evplanation of factor.

8.

1.

10.

fecling icr lus spectal Whether ho has a sense of fecling for the
subject. special job he is on and right attitude

required for 1t ¢

(c) Form for Subordinate services.—This group also
covers a wide range of job descriplions. A Tehsildar, an
Inspector of Police, and of Cusloms, Excise or Transport, etc,,
hold positions which are eaecufive in nature An Overseer in
an Engineering Depariment, a Compounder or Nurse in the
Medical Depariment, or a Driver in the Molor Garage Depart-
mentl, have quile different jobs {o perform There is yet another
class of positions, which are manned by skilled workers such
as Foremen, Piinters, Carpenters, Blacksmiths ecfc., All
these varied assoriment of posilions and many more are
included 1n this group. The following are some of the factors
which could be made use of in designing appraisal forms for
positions under this group :

Factor Explanalion of faclor.
Job knowledge (including Is he up-to-date in his knowledge of the
technical and profes-  subject and docs he keep abreast of
sional knowledge) current developments ?
Writing ability Docs he express himself clearly and

consistently ?

Application to work. Does he complete his work in time,

without e¢xcuse for delay ~

Quality of work. Ishe accurate, thorough and thoughtful
in his work ?

Originality. Has he shown his capacity to think new

approaches to problems, and has he
been suceessful in working out practical
and realistic solutions ?

Output Has he produced a reasonably good
amount of work 2
Temperament Whether he maintains self control in

difficult situations 2

Rehabity and punctua- Whether he can be relied upon to do a job*

lity. Whether he is punctual and regular in
his duties ?

() Relations with collea- How well has he got on with his equals

gues : and suboidinates ?
(b) Relations with su- Is he reliable in his relation with his
periors. superior and does he offer constructive
advice where appropriate ?
Cooperativeness. Has he been ready and willing to carry

out work assigned to him ?
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Factors Explanation of factor.

11. Devotion to duty. Is he imterested m his wortk and does
he exhibit dependability ?

12. Supervisory control. Does he effectively develop and utilize
his subordinates and 1s he able to tramn
and guide them (where applicable) ?

13. Professional or technical Has he acquired competence to do techn!-
skall cal/professional job 1m an efficient
manner 2

(d) Forms for Muusterial Staff —It may be necessary to
design three appraisal forms for the following categories of mints-
terial staff:

(1) Superuisory slaff.—Section Officers 1n  Secretariat
and Superintendents in Departments.

(2) Non-supervisory  staff —Assistants, UDCs  and
LDCs
(3) Stenographers

-

A study of the model forms suggested in the brochure “Per-
formance Appraisal System and Techmiques”, written by Shri V
Kumar 1s recommended for designing suitable appraisal forms for
postitions under this group

The following issues may be discussed

(1) Whether separate forms should be evolved to reflect more
accurately the type of activity common to one or more services?
Forms appropriate to groups of services and positions may be con-
sidered and recommendations may be made on the line of action
which the Government should adopt to finalise the new forms.

(2) Whether specialised tramming should be given to officers
in order to ensure that there 1s a common understanding of the
forms used, the uses to which it will be applied, and the approach
which should be taken in utilising the form® If adopted, such train-
ing might also give guidance to supetvisors about the process of
communicating assessments to employees Many organizations and
Governments give therr managers and admmstrators training in
the general area of supervision, and performance assessment is
usually included as a component of such tramning. The question for
us to consider is the possibility of infroducing such training on a
systematic basis in Rajasthan and the arrangement to be adopted in
providing such traming.

r ot
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(3) Whether performance ratimg should remain confidential,
with the exception of {ransmilting adverse remarks? There are pros
and cons to confidentiality in performance raling, and the problem
should be discussed m ferms of the need o give employees useful
information on their performance and to keep them apprised of their
competence while at the same time allowing the repoziing officer {o
have sufficient freedom and anonymily io candidly siale Iis evalua-
tion of a subordinate

4. The sysiem which should be followed in communicating
information to employees Specifically, atlention must be directed
to such 1ssues as the conlent of whatl is communicated to employees
and the timing of such communications.

5. As pointed out earlier, 1t will nol be possible for this
Seminar lo suggest drait forms for performance appraisal bul
Seminar can lay down broad guide lines in the preparation of
forms It is further suggested that a small commitiee consisting oi
Special Secretary, Appoiniments, Head of the concerned Depariment
or Deputy Secrefary, O & M may be constituled to devise Appraisal
forms for various services. The new forms can be used from the
year 1970-1971, A comprehensive Manual should also be prepared
for guidance of reporting and reviewing officers
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FORM. ‘A’

(See Instruction 5 of Pt 1)

GOVERNMENT OF RAJASTHAN

Annual Confidential Report on Officers of Siate Service and Subordinatc
Service for the year 1st April, 19 to 31st March,

Name of Officor

Appointment held duning the year (with dates)
and pay and scale of pay.

General qualification and aptitude for post held
mcluding any special or technical and professio-
nal attainments

+ Manner m which the officer discharged hie

duties durmg the year ie 1if satisfactory or
otherwise (specific mstances of unsatisfactory
work, if adversely commented on, to be cited
with number and date of orders passed)

How do you rate the officer regarding the
following matters (Mention whether *‘Out.
standing”, ‘“Very good’”’, *“Good’” ‘“Average”,
or “Poor”, ete)

(a) Patience
(b) Tact
(c) Courtesy

(d) Tmpartiality in his 1elations with the public
and subordmate or superior staff with
whom he comes mn contact

(e) Personal character
(f) Constitution

(@) Physical tnergy

(k) Mental alertness

(¢) Imtratave and drive
(9) Powers of control.

() Powers of application

Has the officer any special charactenstics and/
or any outstandmg merits or abihities which
would justify lis advancement and special
selection for higher appointment 1n the service +

(@) Does the officer under report tour adequately ?

Date of hirth.
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(6) Does he mamtnn adequale touch with and
control over his subordinates or does he

leave work undu'y in their hands ?

(c) Ts he in touch with the general public in the
area under his charge?

NoTg :—Government abtaches great importance to touring and, therefore,
the number of days and nights prescribed for touring and those
actually spent on tour should be mentioned against item 7 (a).

8 General Remarks—

The report should comment generally on the way in which the officer
has carned out his various duties dui ing the year and should give an estimate
of his personality, character and abilities making particular mention of his
relation with tus fellow ofiicers and the genceral public and in the case of an
officer of Police Department his faculty for supervising investigation and
prosecutions It should contamn an opinion on any point specially required
at any t.me, c.g., fitness to cross the efficiency bar and in the case of
technical department should notice professional qualifications and ality.
It should also give factual information regarding disposal of case work
(in the case of Magistiate S D.O. cte. and number of inspections made by

officers)

Date. e Signature and designation of
Reporting Officer

Opmion of Head of Department (When not reporting officer) on
conduct and efficiency of the officer reported on.

Date . Signature and designation of
Head of Department.

INTEGRITY CERTIFICATE

(Nore.—If 16 158 intended to withhold Integrity Certificate, the Drawing/
Countersigning Authoritics should follow procedure laid down
m Memorandum No TF. 20 (9) Apptts. (A)/57, dated the 28th
July. 1959)

Nothmz has come to my knowledge which casts any reflection op
the imtegily of Shm. ..., ... 7. ... Hixs general reputation for

Date..... . ... Signature and designation of
Reporting  Officer
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FORM ‘B’

(See fnstructzon 5 of Pa:rt I)

GOVERNMENT OF RAJASTHAN , 1
. .Department. e

Confidential Annual Report on Ministerial staff for the year 1st AIml 19
fo 31st March, 19

Name..... ..
Rank. .

Date of (a) Birth.. .. .
(b) Entry to Government service .

Present grade ..... .

.........................

For notes on compiling the report see overleaf

Section I—Performance of dutiesn px:e'sen't grade '

1 Knowledge— Remarks
(@) of Branch -
(b) of Department

Personality and force of character “
Judgment.

Power of taking responsibility

Initiative

Accuracy

Address and tact

Power of supervising staff

Zeal and industry

Health

Attendance [See note (2) ].

Official conduct (discipline) (See note 2)

(@) Capacity to note

(b) Capacity to draft

© 0 S TR W b

bt et e
w N o

General remarks (including a statement on mtegrity and rehabihty
and a note of any special qualifications not mecluded above)
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Section IT—Degree of fitness for promotion.
Delete all but one of the following :—

Exceptionally well qualified/highly qualified/quelified/not yet
gualified.

FPomarks;—

Dote.......ooeuee .Signature (Reporting Officer) .. .........
Rank.......... ....... .

Remarks by countersigning officer.
Signature (Head of Departmont) ... ......
Date . ce e e eas

Designation ..... .......

NOTES
Srerionw T

Insert in this Column A, B,C,D,or B azaish ~~(\::'Lch item to the
«ilowing appraisement:— °

A=~Outstanding.

B—Very Good

C—Batisfactory.

D—1Indifferent

E—Poar
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FORM ‘¢
CONFIDENTIAL REPORT ON RAJASTHAN JUDICIAL SERVICE
OFFICERS

Name of Officer
Year of report

How employed
Points to be covered by the Report.

1. Integrity of the Officer

2. If he is fair and impartial m dealing
with the Public and the Bar.

3 If heis cool-minded and does not show
temper in Court.

4. His private character, if such as to
lower him in the estimation of the pub-
lic and adversely affect the discharge
of hus official duties

Capacity to handle files systematically.

6. Whether judgments on facts and law
are, on the whole, sound, well
reasoned and expressed n good
language.
Whether the disposal of work, 1s
adequate

8  Control over the office, and adminis-
trative capacity and tact

9. Capacity to control the proceedings
m Court with firmness and follow the
procedure prescribed by law

10, Relations with the Bar

o

~1

Merely a reference to the previous year’s remarks will not do

The remarks are to be scnt confidentially with a D. O  letter
addressed to the Registrar by name. and shonld on no account be commau-
nieated to the ofiwcers concerned.

Remarls by the District Judge

Worlk done Inst. Dist.
Standard Below Sid. No

Judgments noticed Remarke.
Remarks hy the Hon’ble Administrative Judge
Remarks by the Hon'ble Chiefl Justice
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TRAINING

Toy assure thal  raining  occupies its  rightful  place fn the
personnel system of the slafe, it js  esmential that the  approprinte
sn~tifutional or organizational apparatus be provided. Althongh inneh
training oceurs by virtue of  sheer esposuie Lo job  siluatlons, o
complicated government with inoumerable job requirements which
fiave 1o be met both speedily and canpelently cannot rely upan ndloe,
4 piccemesz), and unpredidable Gaining, The Jeaining hy  dojnp
approach is <ill valid, but we have passed 1he Yme when 1hiu approneh
w34 solely adequale,  In dhe first i tance, smany may leary 1o do whal
i- not commepsurate with fhe most ausrent practice, in g partlenhy
technical or adminisfrative idd. 1 those who impart the foainlug o
cfiecdive, their effectivene-y will be miereased i1 heir oharges have
been given a Joundzbion upoy whicly psactieal 4y ajning con ol hobil,
Ve must 2l zeknigwledye that the equipping of Jarge pupher ol

ersons for government work i0 s oy and ineflicient provess 1 Tl
el e the informel and acldenizl acpminition of experfopes, Tl
fzet §< particulzrly pertinent in a wydem where persons from o yinrlely
of baskaround s zre brovght into the Goyerument willy the cppeelalion
that the inteflectual raw maletiod 1, there and can he doyeloped by

i - ve



213

experience and training,  Upon {hese premises a case can be madc

for a systematic and organizational approach to tramming.

CENTRAL TRAINING INSTITUTION

9. The Government of Rajasthan has made its commitiment
to traiung.  The Harish Chandra Mathui Institule (formerly Officers’
Traiming School) bears witness {o the longstanding interest which
{he Government has manifested in training s civi] scrvanls. From
ifs inception as a centre w1 Jodhpur for the training of the Rajasthan
Admimisirative Scrvice Officers and subsequenlly accounlants to its
present status as an Instiute of Public Administration, this school has
been an asset in providing our governmenl with qualified manpower
However, its role as a ceniral training organization of the stale musi
be developed and expanded {o suit the technical and administralive
responsibilities which our government has assumed.

3. The Institule has been assisted in ils efforts to sfrengihen
i{s programme with grant from the Ford Foundation Because of the
polential exhibiled by the Institute, the Foundation saw fit {o provide
resources for developing {raining malenial winch would be  directly
applicable 1o the problems of slate admimsiration, for making modern
training equipment available to the Institule, and for increasing its
hibrary resources.

4. Recently, the Government concurred with a reorganizalion
plan recommended by the Institule. The plan provides for a
re§earch unit which will furmish the information required to make
lrainees more conversant with the milieu i which they musl
function 1In addition, an extension wing wiich will  siruclure
selected field training for officers will be established. This umt will
also have a special interest in communicaling {o the Gosernment
various findings resulting from training which could improve the
clliciency and eflectiveness of our admnistration. The {raining
programme will comprise a separale unit {o be staffed by the existing
faculty .Wlth some staff support coming from the University While
preserving the mitial purpose of the Instilule, the curricula will be
mereasingly concerned with management and refresher training It
WOUId. be appropriate to consider the role of a central training
OI‘Fgamzation in Rajasthan A few suggestions are presented to give
direction to our thinking. 'y

§. I‘t i§ important to recognize the obvious, narrie]y, that no
single institution can adequalely meet all of the tramning require-
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menis of the stale The HCM SIPA should continue to give the
foundatlional {iraming lo-inductees into the Administrative Service
and 1s the logical venue for liaining TAS officers deputed to
Rajasthan following their training at the National Academy.
Engineers and other funclional cadres have comprised the founda-
tional traiming at the Institute. In addition, accountants and
financial officers constitute an important group being trained by the
School From the above 1t appears that traming which equips
persons with skills common to various departments and which would
not be the peculiar responsibility of a single or a few departments
should be handled by a central traiming organization such as the
Institute Moreover those services having sizable populations
should look to the Institute as their training resource Accountants
and Accounts Officers need basic tools and information regardless
of their departmental base General administrators need a know-
ledge of management practices as well as the political and economic
context in which they will be functioning and the basic character of
government regardless of the departmenls which they may be serving
Both groups are sufficiently numerous to require a systematic,
ongoing traifning programme, and a central set up 1s the most efficient
mechanism for coping with this need. The principle enunciated here
can easily be extended to other fields where common concerns and
fairly large numbers predominate Management traimng, where the
emphasis 1s upon management toois and general political ang
economic training, 1s the logical responsibility of the Institute No
single department could bring together the resources to provide
such training, nor would 1t make sense for such attempts to be made,
The Service system as presently constituted means rather frequent
interdepartmental exchange of personnel, and this being the case, it
is desirable that {raining experiences involving the sharing of depart-

mental concerns-be arranged Since the knowledge to be gained is

related more to a professional capacity than to a functional depart-

ment, a cenlral instrumenl such as the Institute 1s to he preferred

" Also, such a format permits a cross fertilizalion of 1deas which is.

telpiul in a situation where a person can expect to work i several

deparimenis during his career.

6 The Institute should alsp offer from time to time spec;
lized courses which will have broad appeal Development A(d e
tration 1s an example of an important segment of admip;j tmlms.
which crosses many departmental boundaries. [t also repr stration
field of extreme importance {o the Government ang migmp beesirgj a
{ nsj-
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dered as one of the more crilical and complicated areas of adminis-
lratron. 1t is a field of iraining that would require much planning
and preparation. Although many departments have an interest in
{his area, the Institute should plan and administer the training, bhoth
because of the interdepartmental nature of the subject as well as ils
key significance to the overall objectives of the Government's
policies, Other areas of adminisiration having similar propertiies
should also fall within the Institute’s jurisdiction.

7. A field of training which might be generally described as
public policy training also belongs within the domain of {he Institute.
Public policy training is usually concerned with the broad substantive
questions of policy, i.e economic planning, development administra-
tion, national integration. Such training would, of course, be
offered only occasionally and would most logically he exiended to
relatively senior people in government whose general knowledge of

a particular subjec! would aid them in their decision making respon
sibilities.

8. Reiresher training which would keep our officers alert to
new knowledge which could affect their performance should supple-
ment the Institute’s present emphasis on foundational and job
vrientation training Although this represents an enormous under-
‘aking, steps should be taken, in consultation with concerned
departments of Government, to esiablish such {raining The {wo

previous proposals are derived from recommendations made in the
A.R C. Personnel Report.

DEPARTMENTAL TRAINING L

9. For the most part, specialized funclional {raimng should
be the responsibihity of the various depariments. Although the
{nstifuie has a stake in inferdepaitmemal o government wide
functional training, the skills unique to a specific depariment should
be taught by that department, especially 1f the size of the depart-
mgnt and the number of the candidates to be trained is sizables This
prlnciPle is tllustrated by two departments of our government, Family
Planning and the Rajasthan Police Service Although both
departments are responsible for {heir {echnical training, their
recruits participale in the more general foundational {raining offered

by the Institute. Such an arrangement mighi represent a profolype
of what other departments should do,

B L S 2 T
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10 Deparimental traimmng is likely to be neglected unless the
department makes a conscious atlempl to include {ramning in its
agenda of priorities. This, of course, will mean assigning at least
one person to the task of directing and orgamzing the department’s
traiming programme Each department must develop its own
system for tramming but should consider iwo areas as basic to ils
{raimng charter, orieniation traming and refresher trammng 1
this suggestion 1s widely adopted, we can expect a gap between the
willingness of departments and their competence to conduct tramning
Although credibility 1s imtially established by virtue of the depart-
ment’s special responsibility 1n an area of admimstration and the
experience which should obviously accompany this, the traiming
skill per se may be absent Therefore, the HCM SIPA should
function as a resource to departmenis wishing to develop training,
the role of the Inshitute being to give guidance concerming training
curricula and methodology, recognizing that the subsianlive compe-
lence rests wilh the depariment. In addilion, tramning personnel
from the various departments should be designated and given some
formal training in trammng techmques and methods The Institute
might organize clinics or seminars 1{o accomplish this purpose.
There 1s also the possibilily that the Training Division of the Home
Mimistry, as a result of recent conference on the ‘Training of Trainers’
in Mussoorie, may organize such a prograrrme Regardless of the
venue, trammers must be instructed, otherwise, we shall be guilty of
assuming that anyone can organize and develop fraining—a point of
view lo be discouraged.

11. The departmental {rammnag division or staff shuld assume
nol only the task of inlernal fraining but should constantly guide the
head of the depaiiment 1n selecting ouiside fraimng experiences
for his employees Traimng activity 1s proliferating in India, and
much of 1f 1s lughly relevan{ to the problems of government, although
the participation’of government scrvanis in such {1aining 15 at hest
minimal. The management institules al Ahmedabad, Hyderabad,
and Calculta occastonally produce programmes which are applicable
to government service 'ITPA 1s another organization conducting
traiming which would be useful {o stale civil servants Of course,
the frequent activity of the HCM SIPA must be systematically
reviewed by deparimenial training officers 1n {erms of 1its relevance
to the departmenl’s traming concerns  Possibly, an officer primarily
responsible for tiaining can offsel {he presenl tendency of some
depariments (o be casual in depuling officeis to training at the
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Instifule. Ocecasionally, trainees are sent to the training belatedly,
that is peisons sent to foundational or orientation training have
already put 1n serveral years of service and have passed the time
when orientation makes any sense. There is also the problem of
persons heing assigned 1o training as a means of filling
{yme unlil a new posting can be arranged, 11 has also been
alleged by some {ramees that exira-deparimental {raining is used
as a convenienl lechnique fcr tiansfeting persons.  Training is loo
important and too expensive {o be given to the most expendable
members of a depariment or be used as a means for accomplishing
non-training objectives A traming consciousness within a depart-
ment epitomised by a training officer or staff might limit these prac-
tices. It 1s, of course, the ultimate responsibility of {he senior
officers of a department {o express the commiiment to and under-
standing of training which will make it a rational and useful aspect
of the depariment’s personmne] sysiem. A liaison should be maintained
between the depatiments and the HCM SIPA in order to ensure
relevant training. An imporlant aspect of this liaison should be
feedback to the Instilute. The validity of training is judged by its
utility. Therefore, concerned departments can render a valuable
service 1o the Instilule by keeping its siaff informed, to the extent
possible of the impact of the traimming which its employees receive
Unless this occurs, we have no assurance that the training is hitling.

its target. )

12 The preceding discussion envisages an expanded invest-
ment in lraining by departmenis of Government. Whether it be
through internal tiaining or close collaboration with the HCM State
Institute of Public Admimstration, or both, the depariments should
constder the possibilily of formahizing their {raiming responsibility.

SINGIT. PURPOSE INSTITUTIONS

13 Theie remamns one addilional instilutional area of Slale
training to be considered—the special instilules o1 schools of a single
purpose nature. These have Ween eslablished to deal with a specific
technical o1 admnistrative problem which is of sufficient dimension
lo require a continuous and exclusive foeus. The Tehsildar School
(All Purpose Revenue Training Cenire) al Tonk and the Tribal
Training and Orientation Centre at Udaipur are prime examples of
such istitutions. The five schools for Gram Sewaks and Tramning
Centres for elecled representatives in Panchayati Raj institulions
represent the same type of instilulion. These institutions deseive 1o
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be strenglhened, for those trained under fthelr ausprces will slafl
those posts which, if filled responsibly, give credence to the principles
of demozracy and development that we espouse, In instances where
these 1nstitutions give basic orieniation {iraining, they have an
opportunity to 1nstil the spirit and competence which 1s so essential
in positions where the demands are arduous Many of these institu-
tions are functiontng under continuous apprehension of closure due {o
economy measures The staff feels insecure about both the institu-
tion znd their job siluation  In cerlamn instances, the department
under whose auspices the training takes place does litlle 1o support
and guide the traiming These factors combine 1o create an
atmospliere which 1s  hardly conducne {o successful {raming
Measures should be considered which will relate these nstitutions
more directly with the concerned departmenls A review of these
instilutions should take place, the purpose of which should be to
ascertain how they can be more effeclively coordinaled and utihzed

14. We are, of course, ultimately dependent upon the senior
officers of the Government for the success of training 1n the State,
for they must elevate training lo the status wlich il warrants if
{he programmes and institutions themselves are 1o be maximally
effective,  In the hght of the above discussicns, the Seminar may
consider the following .

(a) Effective training is an aspect of {he personnel system
Our traiming activities should be coordinated lo the manpower
requitemenls of Governnienl, to Lhe caieer development of Gove-
rnment seryants, and to the fundamental piogrammes and polici-
es of Governmenl  The Government should constructively assert
its influence n behalfl of {raining, making certain {hat persons
trained are utilized 1n a manner consistent with the training
received or are given the {raming which their presen{ and
anticipated responsibilities require Measures should, therc-
fore, be considered which will make our training rational and
supportive of sound personnel principles

(b) Traiming coverage should be exlended  There aie
still segments of the civil service, primarily in the subordinate,
class 1V and mimsterial services, where hitle or no training
1s provided. The training of lower level services is particularly

« important because 1t is through contact with such functionaries
that the public  frequently forms its impression of the
government. In addition, attention must be directed at
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reiresher and management training at all levels. To date,
{he emphasis has been too exclusively on  orientalion and
mntroductory job iramming. In keeping with {he recommenda-
tions of the A.R.C. Personnel Report, the organization of senior
management {raming on policy making, programme planning,
programme review and problem solving must also be under-
taken. Consideration must be given to a comprehensive
{raimng plan which will include all public personnel.  Specific
recommendations should be made with respect {o the extent,
duration, and frequency of such {raining.

(c) Existing training activity must be moie closely co-
ordinated. Departmental and institutional {raining now in
operation should he subject to a rational overall Stale traning
scheme. Although the initialive for designing and implemen-
ling traiming should reside with depariments, the Government
should consider ways whereby all of the {raming resources
can be made available o various {raming programmes. Such
resources as hooks and malerials, equipmenl and training
experlise should be shared so that {raining of the highest
qualily can be experienced Dby all deparlmenisg and {heir
irainees.

(d) Closer liaison belween training and government opera-
tions should be developed Departmentally sponsored frain-
ing as well as that of the HCM SIPA must be benefitled by
the inpul of the various depariments being served Steps
should be suggesied which will give these institutions the
credibilily and validily which comes only when the concerned
departments devole sufficient resources and altention o their
traiming mission.  Under {lus broad consideration, such
quesiions as the relevance of the {raining, posting principles,
and budgetary allocations may be examined.

(e) The development of training competence should be
a‘fundamental objective of the Governmenl’s programme.
Discussion should focus on a syslem which will select, train,
and assign persons in terms of the lraining needs of the Siafe
With the building of an endurmg traiming capacity as its

, purpose, the Government should give thought to the necessity
of developing a group of traming  technictans who will be
able to fit the needs of various areas of traiming and who will
be able {o serve in situations long enough 1o pernul the
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_emergence ol genuine training experlise and the development
of viable training institutions. A staff selected at random or
a transient group of officers demies the State the dividend
which it deserves from its investment in ftraining. One
possible arrangement might be to select a panel of individuals
from the various services who have an interest and aptitude
for training. These persons could be trained as trainers and
posied in positions which have a traiming biras Each service
would then be assured of having qualified personnel to staff its
training positions and the Government would have at is
disposal an experienced group of trainmng experts.

(1) It wonld be inconsisient with sound governmental
practices not to evaluale the effort and expendilure devoted to
training - Unfortunately, scientific techniques for such evalua-
{ion are unrefined and lack widespread empirical validation
However, consiant attempis to secure feed-back' from the
operational staff of Government about the impact ol training
can be sought A reconsuituled State Traimng Advisory
Commutiee including representatives from ey departmenis
could be established fo promote a training consciousness in
the Government, offer general guidance to those responstble for
conducting traiming, and to evaluate and review the effective-
pess of the State’s tramning efforts
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TRAINING
by

B MEHTA,

Chairman, Ra/as‘llzan Stale Industiial and Mineral
Development Corporation Lid

The need for training ofl its employees has been recognized by
governments, at all times though 1ls content, method and imporiance
have varied according to the goals thal are proposed to be achieved
In the middle ages when religious institutions played important part,
members of the Church 1n Europe and the Brahaminical hierarchy n
india were trained accordingly In monarchical form of government
appointments were made from influential and traditional families 1
was then eapecled trat tradiions of the family and education tnat
was given to them, was adequale {0 meel the requirements of public
administration In a totalitarian government, {rained parly men are
recruited to man the services The following eatract from the article
of Maleolm S Adisesiuah on “Frontiers of Intelleclual Co-operation”
published 1n the Journal of Constitutional and Parliamentary Studies,
Vol 1I1 No 1 gives an 1dia as to how the tlunking on recruitment
and traiming have been changing :
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“A proposal in the niid-nineteenth century that civil servants
<hould be chosen on ine hasis of inlelligence and intellectual
merit as evidenced in their university performance, that Govern-
men{ officers should be given formal and specialised training
created a near revolution in thc United Kingdom and led 1o
the resignation of {wo Cabinel Ministers at that time, The
then Prime Minister dismissed this proposal {o replace the
exisling system of appoiniment by patronage and influence by
a system of recruiiment hased on intellectual allainments with

{hese words -

In every age and land calling a large share of success has
hitherto always been awarded to the possessors of interest,
of connection. of favour, of what we call good luck. Competi-
tive examinations would not {est 1eal meril but would merely
fill offices with clever young men from the lower classes. The
plan 1s subversine fo every well worn principle- it is Chinese,
i{ 1s Prusstan, il is academic”

2 In modern times recruilment by a competitive examination
and training is widely accepted The {raining is rightly considered
as an invesiment in human resources, as {raining helps in improving
the it man potential and n mcreasing the efiiciency of the man who
1s tratned  In the modern cuntex{, however, considerafion of {he
question of tramning raises a variety of issues, some of limited impact
and others of wider relevance, such as zontent of a {raining programme
and ils relations o the goals of tramning which have to fit in with
the goals set before the country.,

3 Adnnnistration 1s a dynamic mslitution, It influences and
is influenced by economic, social and political instifutions; the degree
of mftucnce bemg determined by liie form of Governmenl The
~haracter of administration is similarly determined by the society
that it purports fo serve The admimstration {o-day 1s undergoing
a radwal change inits characler The sfale is contering as a
major collaborator irc business, and even though ours is a mixed
economy, there :s a rapid 1mcrease 1 pubnhe sector undertakings,
In Indiz, our avowed parpose 1s fo build up a socialistic stale on
democratic lines This enlails establishmeni of a variety of welfare
activities through which « climate of equalily and social justice can
be achieved.

4 Bestdes the need {0 gel socio-economic conient to political
freedom, other faclots which have contiibuted 1o change n the com-
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plexton of administration are (1) modernisation of sociely due {o
mmfluence of scientific and technological advance, (2) complex nalure
of administration and political orgamsations that are being set up in
and culside the country, (3) mtroduction of people’s nshitulions
both 1 rural and wban arcas; anc (d) people’s awareness of their
pioblems and their expectations for {neir quick solution

6 All tins means re-adjusiment of the implementation machi-
nery to cope with economic and social services 1tequired The multi-
phicity of agencies, 1o deal with the various services have added
another dimensiwon to the Public Admimistiation and has opened up
new avenues for admimsiration to come in direct confact with the
people in their activities lor the realisation ol their nsing expeciations
Lack of education militales against correct appreciation of problems
of adnunisiration The civil services to day have not only {o deal
with old tasks but have to deal with more complex and diverse {asks

G Tie guding principle of any syslem of admunistration has
{o be the sccurily and welfare oi the citizens for whom it exists  The
adminisiration has, therefore, to lake cognizence of even mimimal
public aissalisiaction regarding is nalure and direclion of working
The studies conducied by the indran Institute of Public Administration
on ‘Cilizen  Admuusiration’ have isrought ouy that, by and large, the
ciiizen 1s not happy with tne admumstration  The faults which are
most frequently enumerated against the Government servants are
over devotion to precedent, remoteness from the rest of the communi-
ty, maccessibihity and fau'ly handling of the gencral public, lack of
imitiative and imagmation, 1neffective organisation and misuse oi
manpower, procrastination and unwillingness to take responsibilny
or to give decisions Tle general dissatisfacuon with adminmsiration
and the criticism that 1< leveled agamst those who are m adminisira-
fion has, therefore {o be wviewed in this perspective. Its
criticism by outstders can somelimes be evplained away by the
plea that they are ignorent, but this criticism at the hands of those whe
are parl of 1l, 1s a new dinension not so common in other countries,
Granted that quite some of the dissatisfaction 1s mere reflection of
the sense of general frustralion prevalen( in the sociely and s not
confined {o admimistration alone, buf embraces almost all aspects
of the <ocial fibre Eul this sense of frustration in those who are
parl of admunisiration and who have a hand i improving it, has sis
deleterious effect on others It will have {o be admifted that these
defects evist in quite a large measure; though not so generally or in
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such degree as is often alleped aud whatever {hey derive from the
mndividual or the syslem, the traiming programmes to be meaningful,

musl be direcled lo climinaling them.

7 Having dealt wilh the problems of the administration in a
modern welfare Stale and the impressions that the public have about
the servants of the State, I will now deal with some of the general
conditions afiecting tramming The first question, therefore, will be “what
should be the objeet of trainmng ®” The answer can be only one: {he
grealest possible degree of cfficiency. It will be useful at this slage to
understand ihe meaning of the word ‘efficiency’. In an organisation, effi-
ciency depends on {wo clements . the technical efficiency of the employce
to the work allotled to him, and the efliciency of the orgamsation as a
corporate body derived from the collective spirit and outlook of the
employces working i that organisation. [ believe that a government
servant will not succeed only by being qualified and shilled 1 his own
subject without heing able io comprehend the broader picture of the
functioming of the Government apparatus and his own role therein,
as a part of the composite whole Therefore, both these elemenis have
to be kept in view while drawing up training programmes.

8 The objectls of {raming which were defined by the Assheton
Commutlce (United Kingdom) m 1944 are relevant even to-day and
I re-produce them.—

“First, traming should endeavour to produce a civil
servant whose precision and clarity in the transaction of business
can be {aken for granied

In the sccond place, the crvil servant must be attuned to the
tasks which he will be called upon to perform in a changing
world  The Civil Service musi continuously and boldly adjust
its outlook and its methods to the new needs of new times.

Thirdly, there 15 a need to develop resistance to the danger
of the civil servant becoming mechanised by the machine, whilst
we must aim atl {he highest possible standard of cfficiency, our
purpose is not to produce a robot-like, machanically perfect Civil
Service  The recruil from the first should be made aware of his
work to the service rendered by his  department to the coni-
munity  The capacity {o sce what he 1s doing in a wider setling
will make the work not only more valuable o his Depariment
but more stimulating 1o himself In addition, therefore, to
purely vocational training direcied {o the proper performance of



231

lus day-to-day wotk, he should receive mnstruction on a broader
basis as well as encouragement to perscvere with lis own
educational devclopment

Fourthly, even as regards vocational trammng, 1t 1s not
sufficient to {rain solely for the job which lies 1mmediately at
hand Trammng must be direcled notl only to enabling an
individual to perform his current work more efficiently, but
also to fitling him for other duties, and where appropnate,
developing his capacity for higher work and giealer respon-
sibilities

' Fifthly, even these ends aic nol in {hemselves enough
Large numbers of people have 1nevilably {o spend most of
their working lives upon tasks of a routine character, and with
this human problem ever in the background, {raiming plans
to be successful musl pay substantial regard to staff morale.”

9. The Commitiee furlher observed, “Among the comunon
criticisms of the Civil Service there 1s one of such mmportance as to
call for particular mention in any stalement of the objects of Civil
Service traimming This criticism relates to the attitude of the civii
servant and of the Governmenl Depariment fo the public It 1s
sometimes suggested that civil servants tend {o form a class apart
from the rest of the communily and ate apt to forget that John Citizen
1s a composite of mmnumerable dividual John Smiths Nothing
could be more disastrous than thal the Civil Service and the public
should think of themselves as in two separale camps The inculcation
of the right attitude towards the public and towards business showid
therelore, be one of the principal aims of Civil Service training Thc
civil servant must never forgel that he 1s the servani, not the masier,
of the communmty, and that official competence need not, and should
not, involve the loss of the human touch Many civil servants who
are brought most frequently into contact with the public know and
appreciale the value of the right atiitude, others must be raised 1o the
same slandard since the Service 1s liable to be judged on the basis of
innumerable daily conlacts between members of the public and the
government maclhine. But 1t 1s not only mn direct personal contacts
that a sensc of service must be fostered 1In the conduct of corres-
pondence and in the drafting of <irculars and forms 1t 1s equally
tmportant to keep 1n mind a proper consideration for “the man at the
other end” One of the most frequent criticisms of the Service is the
fime taken to get a decision Thete are occastons when speed 1s vital
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and {raining should emphasise {he need for a proper sense of
urgency’.

10 To these objeciives I would add thal il would not be
enough to irain a new recrwit on the basis of his requirements of
to-day, a forward-look is necessary The traning programme should
blend the job requirements of the foreseable future also

11. To achieve these objectives, new enirant must have insti-
tutional traming, traiming within the department and traming in the
field. They are supplementry to each other and one cannot replace
ihe other.

12. For tramming wilhin the department it 1s desirable that the
head of office should see that tne newcommer 1s recewved in such a
way that he gels a feeling thal he will have opporiunities to make
personal contributions  Detailed arrangemenis will vary according
to age and educational background of the recruil, but certain
principles will always be of general application and should be
followed They are

(1) That fairly senior officer 1s made responsible lo receive
the new recrmil in  accordance with properly planned
routine,

(2) That every new entrant 1s given copres of manuals, rules
and office orders {o enable him {o undersiand the proce-
dure and working of the office and the department,

(3) Thal the Head of the Department occasionally meets
the {rainee and impresses upon him the necessily of
maintaining traditions of the service which he has joined
and the high standard of conduclt demanded of him,

(4) That before trainee is asked to do actual office work, he 1s
imtroduced to the daily work of the department for some
time;

(5) That on completion of the course, the trainee is given an
opportunity to discuss the working of the office, rules,
procedures and manuals with suitable persons in the
department.

13. :Io'b training will succeed only 1f the superior has a sense
of responsibilily for proper employment and progress of the trainee.
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This has to be inculcated, by consiant efforts, in the minds of all
under whom the tramee is put. This should be followed by depart-
mental discussions, lalks and visits {o other offices and sub-offices

14 In order to understand problems of the field and to
shoulder responsibilities, specially in the handhing of the public, the
trainee should be made to do the real job of working in the field TFor
instance, a tramnee of the admimsliralive service should work wilh
Patwar: and Tehsildar and Magisirale and in the Block Office, and
in the Treasury and have traiming in survey and settlement Survev
and settlement {raining has to be intensive On completion of tus
traiming, the officer incharge of the tramnee should satisfy himseli
about the work done by the {ramnec and submil a report {o the head
of the fraining institution, pownting oul how far the candidate has
benefitted from the {raimng. This traming should be supervised
by a gazelled officer and not by an officer of lower rank The framee
should also be required {o wrife a report on the work he has done
depicling the socio-economic conditions of the arca i which he was
posted.

15  Field traming will have no meammng unless the {ramee
lives 1in a few villages The f{endency of refurming to district head-
quarters every afternoon has reduced the ulility of field trammng By
staying in villages, the tramee establishes an identity of inferesl
with the people which will be of greal help to him m understanding
therr problems. I am laymng great emphasis on this because T have
found bright young {ramnees returming from f{our without cven
remembering the name of one villager The reason for my dealing
with the traming on the job at such a length is that this part of the
traiming programme has been neglected i post independent India
In this view I have the support of a very semior and esperienced
admimsirator Shri L P Singh m s address al the Conference on
Training said:

“My considered judgment s that durimg the las{ 21 vear-
since India became mdependent, the most orifizal deficieney
has been on the managerial stde. To some exteni. the fop
Cwvil Service has neglected s management responsibilstio
This is particularly regreftable as the Indian  admimstration
had a long umique {radition of attention to management, You
find that in the old manuals practically evory hittle dotal of
management was pul down. There was a {radition of chivoss
ing every individual for every liftle job with the ulmo~t care
I have noticed in the old records the metizulous manner in
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which assessment was made of the weaknesses and strength of
an officer’s personalily  Training was trealed as an important
function of management and apart from the institutional
tramming that could be provided, greal emphasis was laid on
allaching young officers to experienced sentors who would give
{o the young officers generously from the large reservoir of
thetr experience. The iinerary was worked out  with  great:
care and prachical training was provided in a number of items
mcluding operations such as land survey and scitlement.”

16 While agreeing with the view thal there can be no substi-
{ute for {raimng on the job, T believe that it has lo be supplemented
wilh institulional traiming  There 15 a difference of opinion as to
whether this traming should be undertaken by the Umversities and
the Professional Colleges, o1 there should be a separale mshiiubion for
the traimng of government servants  Advanced countries preier the
“Imiversities and the Professional Colleges for Uns purpose 1 do not
ravour an arrangement of tlis kind  Apart from the fact that {he
Universities 1 India are not yel equipped for arranging {raming
programmes for civil services, a trammng hike this should, 1 think, be
in the hands of civil servants  We should, therefore, have a centra-
hised institution for tramming hike the one we have m Rajasthan
However, 1t 1s very necessary {o have a close haison and  collabora-
fion between the Universities and the f{rammg institulions  No

tramung mstitubion can and <hould work n 1solation  If I may say
so, 1t will be suicidal

I7 1 do nol propose 1o discuss detatled curriculum for mmlial
traiming, but would give some general outline of what 1 have 1 mind
The object of the course should be 1o shoiten the process by which the
recrutt forms lus own administrative standard and o inculcate from
the beginning of his service a professional and human approach.
This traiming period should enable the new  enfranl o familiarise
himself with various types of problems which arise i {he service,
the Tactors which have 1o be taken info account in solving them and
the solutions which have been found successful In addilion, the
tramee should be made famihiar willy the spirtt of the Constitution of
I}ndla, the policies and programmes of socio-economic development of
the couniry, ncluding Communty Development, Panchayati Ray, Co

al policy of the Government.

18, Trainin

: g should not end with the new enirant 1i has to
5¢ a continuous p ’ ’

tocess and  opportumilies for {raiming, study and
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reflection should be afforded 1o every goveinment servant throughout
the peritod of his service It was in this background that the State
Commultee on Trainng, of which I was the,Chairman, had recom-
mended a programme of traiming which requires, every member  of
important services 1n the Stale of Rajasihan to have an .opportunily
once 1n 5 years to spend sometime 1, what the Commitlee called,
retrospechion and study It will be of inferest fo note thal in the

Indian Army, an officer has to-undergo training almost every {hird
year

19 The recommendations of ihe State Commuitlee on Traming
are still valid. However, with growing professionalism, civil
servants also rieed to be tramed for particular groups of specialisa-
tion. Generalists, 1n addition to understanding of public affairs and
management should have some degree ''of speciahisalion 1in some

field or other Similarly, {ramning 1n management 1s necessary for
-specialists ’

20 For the great bulk of sctvices, known as, gazeited service,
the proposals outlined above provide, in my opinion, a frame work
applicablewith certain adjustments, to refresher as well as to 1mitial
training. However, the quesiion of traming of those holding or
about to hold positions of high responsibility, will need special
attentron Such government servants should collect logether 1n
traiming institutions and discuss matlers relating to state policies,
ways and means to bring about greater eficiency and harmony 1n the
working of different departments and appreciate more intimately the
functions’ and responsibtlities of their colleagues engaged 1n different
fields of activities It may also be useful, if they are sent {o at{end
courses sponsored by the Government of India, specially 1n the
Administrative Siaff College Hyaerabad and Simla and the Indian
Institute of Public Admmlstra‘qonu New Delhi

s 4

'91. ‘For semor officers it' may also be useful to afford an
opportunity to get away for a time into a differeni atmosphere
altogather by a period of secondiment elsewhere  They could be sent

lo educational mctxtutlons trammg mstitutions and public’

sector
orgamsahons

! 0 ' ¢

22. There has {o be well {hought out programme of ‘twg tg
three months tours to other stales in the couniry and also to other

countries {o study aspecis of government:-or public admimstration
likely 10 .be of value. y " : , N ,
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93. Civil servants including specialists should be encouragea
10 lake leave for advanced traming purposes. Selecled officers-
say m the thirties—should be granted study leave on full pay fo
pursue an approved course or {o undertake task of research, either

in the country or abroad

94, 1 am aware thatl an arrangement of the kind suggested in
the paras above, could apply only {o a stiictly limited number of civil
servants selected for the promise which they show of bheing worthy
of eveniual promolion {o high administrative ranks. These sugges-
tions should not be confined to the admimsiralive class only, These
facilities should also be afforded to selected members of professional

and technical services

25. An American wriler has rnightly observed that in India,
a man starts growing old the moment he leaves the University.
Most of us do notl have reading habil. PFor inculecaling reading
nabit, following suggestions are made:—

(1) Orgamsation of study ciicles 1n every viable depart-
ment of the state where gazetied and non-gazeited officers
could meet and discuss subjects of general interest. For such
discusstons papers should he prepared by the members of the
circle

(2) Encouragement fo generalists {o write on subjects of
general interest by offering cash prizes, and

(3) Encouragement to technocrates and teachers to do
research and publhish the results by giving special pay efc.

26 In India, we have been supplementing apprenticeship with
institutional training and have developed some very good training
centres  But I feel that unless emphasis is laid on study of problems,
which are faced by the admimistralion and the individual in the
admimstration to suggest solutions, training may not be that useful.
[ suggest that every training centre should have a research and
extension cell. The cell should also study the reactions of trainees
to the personnel policies of the Governmeni and convey the
results of the study {o the Governmeni. I is only then that traming
will be meaningful.

27. Like the government apparalus, il is manning and
running of the institution that is more important than anything else.
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There is unwillingness on the part of government servants fo work
in training nstitutions, which makes the {ask even more difficult
Therefore, service conditions should be made more atiractive and an
effort should be made to select the best available men from the
services, Universities, business management :~stitulions and institu-
{ions like the Institute oif Public Admimisiratton. Then, there has to
be continuity and those working in training institutions should

not be transierred for quite some time.

28 There has to be a farr disiribution belween {the civil
service and persons from educational and professional institutions {o
avold 1solation of training institutions from academrc institutions

29 The last point that I wani to emphasise 1s that for a
lasting impact of traiming, the personnel policies of the government
should 1nspire confidence 1n its employees The trainees when
called upon to work in an organisation of the government, should
find conditions which have relevance to what they have been told at
the time of tramning Conlrary conditions create frusiration and
result 1n lack of confidence in the very programme of training






SOME ASPECTS OF THE.TRAINING Of
STATE PUBLIC SERVICES
by
T N CHATURVEDI],

Joini Director,
Naitwnal Academy o] Administration

MUSSOORIE

(1) Traming of public services 1s obviously determined by
the nature, dimensions and variety of the plans and programmes
of social-and.economic advance that the country has undertaken
or proposes to undertake in the near future The recognition of the
sigmficance. of .orgamsing such training, apart from the Army, by the
State ‘for.1ts own employees 1s, with a [ew 1solaled. eaceptions,
a rather recent phenomenon. The broad approach was that right
type of training would be possible “on the job” through the experience
of the work, by contact with- older stafl, and the guidance and
authority of immediate supertors No amount of background
traimng. and skill-traimning 1 an nstitution can supplant the
need for. on-the-job traimng. But 1t 1s being increasingly
recognised that the concept of mstitutional traiming, both pre-entry
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and in-service and its efficacy, whether {o cope with the new tasks of
admimsiration or to bridge the admmsirative lags in a developing
economy, merits more and continuing acceplance by the Stale if the
public services have to meet the new challenges adequately or even
the old challenges effectively keeping in with the spiril of the times,

(2) Cerlain emerging irends and developments have focussed
greater lime-light 1 the dircction of the appreciation of the value of
formal training. Firstly, purposes of administiation and ils nstru-
mentalities are undergoing radical rcorientation-changes both n
conteni and conteat.  Secondly, the growing  mulliplicity,
complexity and variely of adminisiration underline the nced for
diversity of public services adequately equipped to discharge those
functions Thirdly, adminmsiration as well as its methodology  is
fast developing from the purely pragmatic and the {irial-and-error
stage of experience and knowledge inlo a scientific disciphne and
practice with an organised, ever increasing body of knowledge and
expertence backed not only by science and fechnology but also by the
remarkable progress 1n behavioural science and research mecthodo-
logies. Fourthly, the Sfatc i1s bound fo take increasing inlerest n
the training of its employces by the very nature of the concept of
‘career service” where they spend their entire professional life in
its employ. shellered by constitutional provisions, rules and regula-
tions which make the ‘weeding oul’ process for the unfit or misfit
difficult, and, moreover, as the civil servanis enfer not for a specific
post but for the whole carcer and hold a wide variely of jobs even
in a system of ralional job rotation and planned career plan-
ning Fifthly, the internal promotlion 1s becoming a very signifi-
cant sources of recruitment in public services with our emphasis on
egalilarian approach to the composition of public services, and such
a system can yield frutts only 1f the public servants with prospects
for promotion have had opportunity to widen {their professional
abilities and general awareness 1n a considerable.measure during their
career 1f they have to man positions of higher responsibihily Lastly, the
Slate can ill-afford to forget that ils own public services ought {o be
adequately equipped n order to safeguard the grand perspeclive of
public nterest despite fierce assaulifs by pressure gioups and cope
willt the increasing bureaucracy 1n the non-governmental’ sectors of
the Bu.smess. Banking and Industry. Thus the public service in a
changing society, especially in the conlexi of political democracy 'and
%cor.xo'rmc development, will have fo seek a new' role adaptation

raining should aim to mmpart basic administrative knowledge,h
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technical or procedural skills, infer-personal skills, i e. right atliludes
and approaches as well as wider conceptional skills and changing
social outlooks. Moreover, tramming programme for public servanis
will have to be much more comprehensive and well-conceived, when
the qualty and character of the educational system also need continu-

ing 1mprovement.

(3) The exacl nature of {raining will vary according to different
levels and nature of the public service Traiming priorities will have
to be established. Thus tramming programme will have to be diversi-
fied and oriented to service requirements though there will be quile a
few things in common. Tramng requrements will have to  be
tdentified 1n terms of functional content of the orgamsation
and responsibilities and appropriate pattern worked out accordingly.
Besides, we will need properly qualified trammers for induction,
imtial or post-entry traimming as well as refresher, orientalion, middle
management and senior management courses Moreover we will need
trainers for certain specialisations. Training programmes may have
o be suitably designed for new iasks in public admnistration Again,
the qualily of tramners for different levels as regards senior execulive
development programmes will have to be of higher order. “

(4) In Public Administration training would mean a “conscious
eflort made to improve or 1ncrease an employee’s skill, powers or
intelligence and to develop his attitudes and schemes of values in a
desired direction”. The principal factors that condition the character
of formal training programme are.—

(a) the objecls sought {o be achieved through {raining;
(b) the contenl of training, and !

(c) traiming methods

Training programme should enable trainees to identify problem
areas, their hikely solutions, the appropriate methods or skills to solve
them, and above all, generate in them professional attitudes of
integrity and lgh norms of a democratic society.

(5) In the aforesaid context, entire problem of training for Stale
Cwvil Services has to be viewed 1Ii1s, however, a matler of some
conicern that the comprehensive tramning programme for public services
al the stale level has not in general recewved the atiention it deserves
except in states like Rajasthar & Maharashtra It may be because of
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paucily of resources or proper appreciation of the need for any formal
training. Only the States of Gujaral, Madhya Pradesh, Mysore, Assam
Maharashira, Orrisa, Rajasthan & Bihar have set up State-level
{raining instifutions. U P. eslablished one and i became the first
casualty of economy drive The state of West Bengal has decided
1o set up one 1 principle, but finances do not permil it Punjab has
a Revenue Training School of ils own, which is doing useful work but
its field of work 1s evidenily very resiricled Training institulions
wherever they exist, widely vary in lheir scope, staffling patlern both
qualitatively and quantiatively, as well as in their working and
supporting physical facilities. Union Territories (DHANI) have a
tramning nstitution of their own, but there 1s hardly any permanent
staff and no habitation to call its own. It is very gratifying to note
that the H C Mathur Stale Institule of Public Administration has a well
planned and expanding scope of work and character in the coming
years The importance of traiming for state services has been stressed
in our Plan documents. The First Five Year Plan says:—

“In several States, there is an adminisirative cadre,
commonly described as the Slate Civil Service or the Provincial
Civil Service, which provides personnel for senior disirict posts
involving revenue, executive or magisterial duties Ii would
assist the growth of efficient administration if there were liberal
opportunities for the best among the personnel of the Stale
Services to enter the all-India service Further the fraining
of lhe personnel of State adminisirative services should
receive no less emphasis and attention than the training of those
who enter the all-India services A major share of the res-
ponsible but detailed admimistrative work in the district is done
by members of the State Administrative Services, and it falls
mainly to them to coordinate the activities of different branches
of the admimstration and to win the co-operation of the people
in carrying out development programme.” (p. 131)

; The Second Five Year Plan lays down :

“To ensure that these services can fulfil the role assigned
to them in the States it 1s necessary that <cadres should be
adequate in strength. The training of wndividual officers should
recewve no less atteniion than the tramming of those who enter
the all-India service, and liberal opportunities for promotion
should be afforded to the hest among the personnel of the State
Services. The burden falling upon State administrative services
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will increase to a considerable extent during the second plan.
As a resull of the review which has been underiaken recently,
the following .suggestions ate offered for the consideration

of Siate Governments :

Traimng programmes for admimsiralive personnel are
being strengthened in a number of States and now include
rural development work Selected Officers with experience and
judgment should be appointed to positions in which they can
provide close supervision and take personal interest in the
traimng of junior personnel during the first year of service
Greater alfention should be given to methods of traiming,
in which respect there is need for continuous exchange of
information and experience between States”. (p 130-131)

The Third Five Year Plan also (p. 168-69) stressed the impor-
{ance of man-power planming and referred fo the much larger
increases expected in the State Admimsirative Services whose
responsibilities have already grown and will increase further with the
development of Panchayali Raj institutions  After referring to the
establishment of traiming institutions by some States, the Plan
document goes on to say that “fo assist personnel engaged in develop-
ment in the States it 1s proposed to work out a programme for {raining
in the field of economic and social planming”. The Fourth Five Year
Plan (March, 1969 Draft) also emphasises the need for fraining as

follows.—

“In order to develop the compelence of personnel at
different levels 1n the Cenire and States, engaged on fasks of
Plan formulation, implementation and evalualion, {raining
programmes will have to be suilably strengihened, developed
and organised. The object of such {raiming would be to impart
necessary skills, develop right attiludes, increase decision
making abilities and stimulate critical and innovative thinking
These programmes should cover managerial, technical and
admunistralive personnel at all levels engaged not only n
planning work, but also in the execution of projects and
programmes”

But the problem 1s a continuing one not only because of the
dynamutcs of the developing situation, but because of the lack of compre
hension of the need for traming and 1ts place 1n the order of
priorities. One 1s consirained {o say that even the AR.C in its. Report
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on Personnel and even ils Study Teams in the same fi.el'd in their R_e-
ports have not discussed m depth the problems of training for Pubhc
services in the Stales One is required to build up fragmentary pmturg
by calling references scallered at differeni places. The r?ports of
{he Study Teams of ihe A R.C. on Siale Level Adminisiration and
District Administration, strangely enough confine themselves largety
{o structural and procedural and organisalional aspects. It is likely
ihal the A R.C. 1 its own Reporl on Stale Level Administralion may
have to say more on the appropriate paitern of {iraining and sfaff
development programmes for Slate pubhic services.

(6) It is absolutely essenlial that {raining programme at
a massive scale ought to be underlaken for State Public Services.
The process has to be inlensified and widened in depth ~ The massive
efforl does not mean that we should spread our scarce resources, both
material and human, too thin so that the impact is not lasting as il
unfortunalely happened in the case of Communily Development
Training Programmes Bul administrative improvement in order
fo be sustamned has to percolate at all levels Phased intensive
mnservice training programme will have to be undertaken along with
pre-entry or induction training of new enirants of different -cate-
gories of public servants  Sirategic pockets will have to be located
for their “demonstration’, ‘percolation’ as well as ‘inspirational’ effects.
Here also we cannot confine ourselves only {o higher state services
Different levels of the so-called subordinate services need equal
attention as they constitule ‘the cutling edge of administration’ so
far as the citizen and the community are concerned.

(7) As regards the objectives of {iraining, the objects and
general principles of tramning as outlined by the Assheton Commutlee
(U.K) in their Report, presented n May, 1944 still largely hold and
provide broad guidelines for lraining programmes. In order to make
a modest though effective beginning on the above lines, cach state
must have atleast one State level traiming institution which should
have 1ts own ‘core’ staff and develop ils own ‘core’ {raining pro-
grammes in a sysiematic manner., The head of such an institution
should preferably be an administrator with sound scholastic ‘base and
interest in acadermc pursuits. The staff of the instifution should
}mve ‘mix’ of both the academics and the serving personnel.
Knowledge base’ and ‘experience base’ ought 1o be harmoniously
glended for‘ the adequacy of the lraming programme. It should be
u?éﬂ;;&zllzg t::ﬁ% the Igadershxp and drive provided by the head of

condition the entire traming programme and iis
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very credibility. It should be deemed to be a prestigious assignment
and should not be filled up by the ‘sparable’ or the ‘reluctant’ or by
one waiting on the platform for the next train. The mtial selection
of the staff, their orientation 'and their retention 1s crucial to the
entire scheme of draining. There should not be any scope for feeling
among praclising admimstrators that one 1s isolated from the main-
stream of administrative life by accepling such assignments  The
Government should give opportunities for self-development to these
tramers by arranging for their orientation by deputing them abroad
for short periods or by associating them with Commuttees and
Commusstons that the State Governments constitute to go tnto various
admimistrative problems. There should be concious attempt to give
adequate recognition to training jobs as compared to more visible
operative parts 1n Admunistralion

(8) As regards the tiaining institution the questions about its
organisational structure and stafling pattern are quite mportant.
This should provide adequate operational flexibility to those entrusted
with its working  The real significance of {raming will permeate
as a whole if the Government sets up a Committee on Traimng with
the Chief Minister as {he Chairman and the Chief Secretary of the
State as Working Chairman  This should be a cohesive and repre-
sentative body without being needlessly unwieldy  This commuttee
should have some members from the academic world, some eminent
public men well-versed 1n administrative problems and a few repre-
sentalives from the Government representing major field of work As
regards Govt representafives there should be {rienmal rotation
The Committee should be authorised to select not more than three
members specially interested in the study and promotion of public
administration in their personal ‘capacily, irrespective of the fact
whether they are in the Government or’in any other Institution The
Commutiee should have as its Secretary a senior officer who should
be designated as Traimning Co-ordinator The wing dealing with
training programme of State Public Services should form part of
" {he Cabinet Secretariat in the State or the Chief Secretary’s branch
to give 1t proper standing and effecliveness This body can serve as
the advisory 'body for the traiming mnstitute The question whether the
institute be controlled directly by the Government or supervised ny
an autonomous Governing Council loses much of its validily

(9) One of the main functions of the State Traiming Co-ordi-
nator should be to try to locate the training needs of particular
organisations and departments 1n consullation with the Depart-
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mental head and the Director of the Training Institulion which will
be required to cariy on the training programme. II this is done and the
Departmental head is in touch with the fraiming of the training
programme and processes, not only the training will have greater
realism but also greater acceptability. Purposive experimentation
and innovation are the hife-breath of a dynamic training programme.
The Training Co-ordinator, alongwith man-power planning expert,
can work out the training needs in the various departments for
future in consonance with their possible expansion. The existing
training gaps can be identified so as to vitalise the administrative
working even otherwise. The total picture of the training needs in
ihe Government will thus emerge and comprehensive approach could
be inittated It will be a continuing function needing periodical
review, It is only in this manner that the State Governments will
be in a position to make apn optimum use of the training facilities as
may be available, Besides the staff level training institution, the
Institutes of Management, Administrative Staff College and other
professional organisations in the country conduct courses and some
of which may be useful to States at middle and higher management
levels. The Training Division and the Department of Administralive
Reforms, Ministry of Home Affairs sponsor a number of courses at
the Indian Institute of Public Administration, broadly called
Appreciation of Administrative Techniques and Executive Develop-
ment Programme which can be availed of by State Governments for
their public service without much of expenditure. It is worthwhile
to send to these courses senior supervisory personnel from purely
technical services with limited experience-pattern who can be thus
exposed to wider administrative awareness. The Training Division,
Ministry of Home Affairs can be of great assistance to State
Governments in training of their public services. The State
Training Co-ordinator ought to act as the clearing house of informa-
tion.  There should be the necessary preplanning. This should
apply equally to training facilities abroad that come in the way of State
Governments frequently now. The need is for rational utilisation
of these facilities and opportunities in a purposive way and not in
an ed-hoc manner. Moreover, many Universities have built up
adequate'competence and are in a position to organise many useful
courses, impart training or organise seminars and conferences for

exchange of‘vxews and experience between practising administrators
and academic experts.

. (10) The ‘training of trainers’ is in itself an important problem
‘o1 orgamising successful training programmes. The contents, dura-
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tion and the foruts of such traming have all to be approached ia
an exploratory spirit. No trainer in public administration can be
to-day effective unless he 1s himself aware of the national objectives,
the total stralegy of the Government, the political setting of adminis-
tration apart from tools and admimstrative procedures It s
necessary that the {rainers have a sound appreciation of the
managenial perspectives and modern tools of management 1n view
of the mcreasing ‘managerial conlenl’ of the piesent-day admimstra-
tion  From 16th to 18th June, tius year a Conference on Training
was sponsored by the Training Division in the Ministry of Home
Affairs at the National Academy of Administration, Mussoorie The
Trainmg Division has in accordance with the recommendations decided
to organise as'an experimental tneasure a course on ‘Traming of
Trainers in Public Adimmstiation’, in coilaboralion with the 1IPA and
N AA, at Delhi sometime in January-February, 1970

(11) The drawwng oi a syilabus 1s itself a big task It will
have to be tailored to the requirements of the functional fields of
Government. Moreover. 1t has to be rooled 1n our problems and
not sunply based on alien experience  Bul 1t i1s essential that all
entrants to public service undergo a foundational course so as fo have
better grasp of the essentials and obligations of democratic
admimstration as well as the paramelers of the political context of
national development.

(12) Even when syllabi have been worked out, the heterogenity
of the backgrounds-both academic and soctal —of the new entrants
becomres a problem and will need a scientific study if we aim to turn
them to purposeful insiruments of public policy  The preparation
of training material. location of proper traming lechniques, building
up of hibrary, scienlific equipment for prinling and duplicating, audio-
visual aid for training and research facilities and supervision of field
training as follow-up of the institulional training are also some oi
the problems that merit attention Imtial institutional tramming
should be effectively used to assess the suitability or other-
wise of public employees and there should be no hesitation in making
{he cnneept of probation meaningful if the Slate Governments have
not to carry the dead-wood of the ‘unfit’ and the ‘musfit’ n its
expanding public services which will have to perform more exacting
tasks under the constant scrutiny of a more demanding public.

The State Governments must have a clear policy in this regard.
The State tramming institutions shouid have collaboralive arrange-
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ments, mutually beneficial, witih sister {ravmng instilulions, pio-
fessional organisations as well as select Unnersities.

(13) Another imporiant problem is that of evalualion and iced-
back. This 1s for both the tiaining institulions as well as fJor 2
single individual course or programnie  Admimstiratlive organisa-
tions are growing fast and 1t 1s nol possible to know how the people
{rained aie doing n the field  The chenlele, i,e. the ficld agencies
musl have a say in orgamising and even in assessimg the eflecliveness
of these programiues in the fong-lferm inferest of the trainmg institu-
tion itself

(14) In orientalion programmes and somefumes during speciali-
sed courses the middle level and senior officials very often display
persisient resislance to theory and consequently {o change and
inovation The need 1s for conceptualisation as well as linkage oi
field experience with theoretical framework. Delailed and scientific
sludy requires to be made as {o how this altifude can be combated by
collaborative effort and group teaching both by pracltising administra-
tors and acaderucs,

(15) The scheduling of the programme also bristles with difficul-
lrtes  The oplimal duration of a {raining programme 15 also closely
tinked The oplimum reconciliation beiween the two approaches—
‘traiming under pressure’ and ‘training at ease’ presents a conti-
nuing problem This can be frue in the case of new entrants as well
as in the case of officers at higher levels. The molivation of {ramees
creates at times a serious problem If {raining period is {o be
ireated as an ‘interlude in work'—a substitute for regular holiday
which has the hidden possibility of a shifl, the application and absorp-
tion during the training is miniinal In view of the built-in security

in Government employment, the atiilude of self development very
often tends to be diluted.

(16) The pioblems of proper sclection of trainees and iheir
subsequent development will continue {o be the problem all along If
lrainees are not selecled from the view-pomnt of career development
they 0o not take the necessary interest. The unfortunale consequence
1s that the eflectiveness of an insutution or the training programme
comes to be viewed in distorted perspective, Moreover, 1f the people
after a particular course of training are not assigned to jobs where
they can make use of the training imparied, they are prone to develop
cynicism about traiming which may prove infectious. This also
means waste of our linuted resources The principle that the best
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ought o be selected for trammng as a part ol career development so
that they can coniribute their maximum to sociely 1s very heaithy one
1f ‘correctional training’ 1s needed for some people, let 1t be done as
part of the deliberately planned programme and not just as an ad-hoc
meastre since no perch 1s readily available for the tramnee It will be
. no good either to him as a public employee or to the State Government
employing him,

(17) The problem of equipping these State level institutions so as
to enable them to be more capable of coping with the task of imparting
training in functional areas, specialisms needed 1n administration
and modern tools or aids to administration and management 1s quite
pressing and requires o be accorded the necessary priority Manage-
rial perspectives and techniques do need a place in the traimming of al|
categories ol public service. We are aware of the emphasis that the
Fullon Committee has laid on professionalisation of the Civil Services.
The A.R.C in its Report on Personnel has made a some what similar
approacii and makes mention of eight kinds of specialisms The aim
of some of the orientation, advanced or refresher courses will have {o
be to develop these speciahisms 1n the Stale public services to cope
with diverse tasks of developing economy While the state traiming
institutions should build up the basic competence in this direction,
the Siate Governrients can cast their net wider and avail of facilities
existing elsewhete according to necds properly assessed

(18) The question of selection and adoption of proper techniques
1s another continuing problem  There 1s need for empirical studies
in this regard Appropriate techniques for various levels, stages
and disciplines make the entire effort of a training institution useful
or otherwise Variety of teaching methods may have to be adopted.
Lectures, group discussions, syndicates, field wvisits, short-term
orgamsational attachments, simulation techniques, case studies,
in-basket method, sensitivity i{raining, management games etc have
all an important place 1n the total traming strategy All of these
methods may have to be used singly or sometimes jointly depending
on what 1s attempted to be conveyed The need 1s to develop ability to
modify and adapt these techmques to our administrative environ-
ment and cultural milieu and to see as to which of these methods
will be more effective with a particular group of trainees and at a
parlicular stage of their career

(19)In any programme of training, the environmental realism
and relevance will have to be kept 1n view while relating 1t to broad
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conceplual framework. The evolulion and the implementation of
ramung programme by itself is nol an end in itself. Incessant
qualifative assessmenl and re-assessment of the programme is
reckoned 1mperative 1f the programme has to be operationally
meanmngful and effective. Trammng is nol the panacca of all ills oi
admimstiration  To be effective it must be combined with and
supported by proper recruitment, placement, promotion and incen-
live policies The nature, levels, conlents and methods of insiruc-
tion, training, and direction and qualily of research studies as well
as of resource personnel call for periodical and consciots review
a constructive spirit with an eye for continuous improvement if the
fate which has mel many 1ll-conceived and ineffectively implemented
schemes though which were ongmally well-mecant  The impact and
the effectiveness of {raining may have to be adjudged and cvaluated
sysiematically by field experience and obscrvation. ‘

(20) There i1s need, as has been repealedly emphasised, for
planning well-devised orientalion and refresher courses, seminars
etc on selected topics for middle management and scnior levels
State Services. As regards {echnical services, in a planned way for
dcquiring eapertise or specialisation in select fields people should be
sent for {raining abroad o1 in advanced centres of learning or pro-
fessional compelence in the country ifselfi Bui there is also need
ior well-orgamised middle management and senior management
courses 1in specific and gencral problems of administration, say
vigilance, financial and  administrative accountabilily,  planning
process elc  Besides, the modern organisational {echniques and
tmprovements as emerged in the fields of Delence & Industry during
the last few years and are relevant {o governmental functioning needs
comprehension 1 wider circleg so far as the public services are
concerned  The Maharashirg Admumstrative ' Staff College and the
H C. Mathur Stale Institute of Public Adminisiration, Rajasthan
have done commendable work in' this connection These courses are
j\ttended 3)’ Ofﬁcers’ from technical as well as administralive seryvicos.
hlZl?ermapoZ:txgiqsprllsmi{le .and policy when we have decided to man
cmployeas ; a mxnlstrah(.)n by the b.e‘sl available public

yees, unmindful of their origins and 1nitial training or cadre
affiliations, 1f 15 essential {hat more'and ‘betler facilities not as make
shult arrangement but on planned basis, should exist for broadening
of adminisirative experience and aware’ his  comane: em.nb

ness, 1f this comprehensive

approach has {o C1ip 1
fop assignments, broduce qualtatively ‘elitsst public functionaries for
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(21) The State Governments should have a defimte policy and
programme for mmtial traming as well as continuing education and
in service training at various stages of official career for its public
employees. This will be more gainful if there is proper man-power
planning linked with concept of career development It is possible
that one institute may not be in a position to meet the felt needs at
all levels But such nstitutions should have a proper mandale or
charter of 1ts objectives and funclions. It may be even necessary to
have, say an mstitution for functionaries commonly styled as non-
supervisory levels or non-gazetted The fundamental question 1s of
commitment {o training and a sense of urgency on the part of State
Governments This 1s essentital as much on the part of polilica’
leaders as on the part of the senior and decision-making levels ol
offictal hierarchy sold so far only to the ‘learn as you do’ concept
No Government can be much better than its civil services permits 1t
Political leadership, however, able and well-intentioned, cannot
push very far beyond its public services No amount of crit:cism
and denigration of public services can either act as the substitute
for or stimulant to dynamism in admimstration The remedy 1s
better and continuous traiming, proper career planning and 1magi-
native personnel management in an integrated manner The need 1s
for all pervading traming consciousness in admimstration for a
perspective of change and staff development and for a comprehensive
plan of action in terms of continuing assessment of man power
requirements, career management, sound performance appraisal,
promotions and incentives as well as varied and intensive tramning
programmes






PLACEMENT POLICY

by
Shri Anand Mohan Lal, I A S
Special Secretarj Agriculture, Anmimal Husbandry & Cooperation
Departments

The effictency and measures of success of any orgamsation
depends, to a very large extent, on the competence and dedication to
work of the persons forming pait of 1t  Personnel admimistration or
management 1s, therefore, a matter of prime importance to any organi-

sation  One of the important constltuentq of personnel management
1s the placement policy

Placement policies are closely hinked with the objectives of the
organisation, the parameters within which it functions and certain
basic traits of human character  The firsi two of these factors explain
ihe differences of approach that characterise the personnel policies
adopted by different forms of governmental and business organisa-
tions The last factor, however, 1s substantially common to all forms
of organisations, and indeed, 1t 1s one of fundamental importance

In a complex o1ganisation the objectines are rather diversified
and nol always easily 1dentifiable, bul a clear understanding of the
objeclives is essential, ot only for the organisation as such. bhut also
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for the persons working in it. The ambit within which an organisation
funclions is deternuned by 2 mulliplicily of political, economic, legal
and administrative faclors and all persons holding positions of
responsibility within the orgamisation musl be made conscious of
these. In relation to the human factor, ceitain basic and axiomalic
{ruths must be recognised. Every individual has a certam capacify
for “growth™ 1In scientific terminology, this is lermed as “growih
potenual”, Even lhe most recent researches on the subject have not
been able to precisely identify the various faclors which delermine
the potential for growth of an individual. These faclors may evtend
from neredity, childlood emvironmental condilions, and the qualily of
education fo the basic approach {o lhfe and the philosophical con-
victions of the individual.  Bul it ,s generally recognised that, at a
particular pomt of time, cach individual does have cerfain fairly
definite potential for future growlih  Another significant aspect of
the maller 1s the rale of development of an individual's capacilics.
This i< 1eally dependent on the overall growth polential of the indivi-
dual and the environmental conditions 1 which he is placed
An individual can, if blessed with optimum environmental conditions,
achieve the fuliest exfent of his overall potential for growth, bhut
another individual, placed 1n adverse circumstances, may not only
cease to grow, but aclually begin {o deleriorale. Every organisation
nust take cognisance of these {actors and ensure {hat—

(a) it provides a scientific and rational mecans for deter-
mination of growth potential,

(b) 1t provides optimum environmental conditions to ensure

.allest develorment of the potential of all members of the
organisation, and

(c) it brmgs about a happy blending between the objec-
tives of the orgamsation and the needs and aspirations of the
individuals constituting 1t.

How tliese objectives are to be achieved is a matter which requires
careiL] consideration.

5. Before an orgamsalion appoinls varous individuals {o
parlicalar posls, it must very clearly define the nature of responsibiii-
t1es atlached to that post and exactiy what are lhe objeclives which
{he individual 15 reqiired lo achieve. Therealter, it becomes a matte:
of selecting the right person for the right job at a parficular point of
time. The former is an mportanl eaercise for {fhose placed 1n
positions of higher responsibibily in the organisation, The question
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of selection of competent mndniduais to fill each post, tramning 'them
voth mstitulionally and.through praclical experience to befit them {o
dischaige'the duties proposed lo be enirusted {o them .s a task which
niust be performed with a considerable measure of success  Judging
human abililies. apliludes and potenlial for growth 1s ‘nol an easy
task. To some exlent, reliance 1s placed on qualified {ests, but {he
scope of these 1s necessarily limited' The judgement has to extend,
to sore eatent {o the field of human psychology and a better concep-
tion of human capabilities, motivations and behaviour patterns ' To
what exlent, and how, these melliods should be used for the purpose
m view 1s agamn s matter wiuch 1equires careiul deliberation

6 Once an individual has been assigned a particular position
“in an orgamsation, there nmwust be adequafe methods to judge His
performance and aptitudes for the work 'assigned to mm  This
necessarily has to be a continuous and scienlific process and the
1esults of these evaluations have to be carefully applied to determine the
pattern of his assignments, the need for further traming, the deter-
smnation of the possibilities for impreoving ' his job satisfaction and
environmental conditions, the necessity of providing incentives or
deterren(s to improve efficiency and the like

7 In the light of the above considerations, we can appreciate
the vital bearing which placement policies have on the efficiency of
organisations and on llie morale of its services It would be worth-
while to examine, in more specific  terms, the various factors which
coniribute to the delermination of an enlightened placement policy —

(A) RECRUITMENT

Errors of juagment that may crecp n at the recruitment stage
may be very difficult, even impossible, 1o reclify subsequently, It
1, therefore, extremely unportant thal the type of individual required
to fulfil a particular assignment 1s cérefully predetermined and the
ulmosl care exercised n the selection of the person who most salis-

. factorily meets these requirements.

. (B) TRAINING.

Traiming 1s generally imparled through institutions established
Ly the organisation for the purpose, but what 1s equally 1mportant,
but not always apprecialed, 1s that the iirst few years of an employee’s
career are, 111 facl, an extension of mis traimning period, at the end of
which ne may 'be expected 1o efiicientiy perform all assignments
ultimately. proposed lo be entrusied to him. The evolulion of a
scientific policy of “Traming postings™ is, therefore, very essential



(C) APTITUDE:

Although a number of individuals may possess, in varying
degrees, the basic qualifications required 1o fulfil particular assign-
ments, bul even amongst them, aptitudes vary, as does human nature.
It 1s very important for an orgamsation 1o progressively sludy the
aplitudes of ils empioyees and, to the eatent possible, asstgn to them
posilions most suited lo their aptitudes,

(D) MERIT

Merit 1s a factor which delies easy 1denfification and much more
so 1ts qualification in specific terms.. In fact, the definilion of the
word varies with differing situations. However, it is of fundamental
importance for any otgamsation fo 1ecognise merit and provide
cffective means of rewarding it. In fact, the very efficiency of an
organisation largely depends on the relative merils of ils individuai
emplovees. What then should be the procedure adopted to identify
and encourage merit? Different organisations at different places
have developed vatious approaches to this imporlant problem, Some
have placed absolule or prime impotlance on merit in the deter-
mination of their placement and promotion policies, winle others have
bracketed it with other factors such as length of service. The degree
to which menit, seniority and connecled factors should come into play
i the determnation cf the orgamisation’s placement and promotion
polictes 1s a matter which requires careful thought and attention.

(E) ORGANISATIONAL STRUCTURE -

Various melhods are adopted by different orpanisations for
structuring 1ts services The objeclives of the organisation, past
traditions, the lessons of experience and the findings of scientific
researches largely determine these organisational structures Some
organisations adept a more pliable policy in this respect than others.
Placement policies and the patlerns of organisational struclures are,
however, closely linked, Some systems are relatively “open” in
which all persons within {lie organisation and, in some cases, even
from outside the organisation are eligible to be considered for
specified appointments, provided they possess the necessary qualifica-
lions, experience and meril. Other organisalions develop a “cadre
system” with varying degrees of nigidity in their management In
the “open” system, all positions in the organisation are “classified”
according to factors'such as the degrees of responsibilily attaching to
them, the nature and quantium of the work to be done and in some
special cases the qualificalions including 'past experience required.
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All applicants possessing the presciibed qualifications and experience
are then screened by a special agency, and on lhe basis of the recom-
niendefions of this agency, appointmenis . to various posts are made.
The cadre system 1s relatively beiter known in our country It
mainly involves the comparimentalisation of various posts 1n the
orgamsation into various “services” and recrutiment o these specia-
fised services 1s largely made al the mnilial stage of recruitment, and
posts higher up 1 the lverarchy of the cadre are manned by persons
belonging to‘the-service in' question, afler gaming the requisile
experience and undergoing the necessary tramming  The relative
advantages and disadvantages of these two systems are manifold and
could constitule the subject-matter for a separate and more specialised
«hiscussion, but 1 shall endeavour to list ‘out helow some of the more
salient features ot the fwo systeris as the matler has‘ considerable
bearing on the subject at present under our consideration —

© Open’ system based on Cadse system
positton classyfication. ' ‘

Provides a wider field for 1. The field of selection is lmted,
selection and therefore, some- but by and large, 1l ensures that
times, results m the appointment - the men selected have specralised
of a more competent,manon a  m. connected fields of activity and
. particular post . . 1educes the play of extraneous con-
' siderations or p rsonal biases m
the selection process (The extent
to which these facto s influence
selections m the open system will
laigely depend on the integuy,
mdependence and efficiency with
which the Selection Agency functions
and the restramnts which the orga-
nisation as such imposes on 1t)

. Introduces a ccitamn sense of 2 Providesgreater security to the servi-

o

msecunity i the services, ces which too, hasboth good and
which has both good and bad bad effects
cffects

3. Placos greater weightage on 3 Places greater weightage onlength of
merit service

4 Kceps the system flexible 4 Tends to make the system somewhat
and therefore more amenable rigid but 1estricts the play of individual
to improvements, but at the fretory
same time more succeptible to
mdividual whims and preferences g

5. Sometimes displays symptoms 5. Generally contimmty in both respects
of lack of continuity 1n 15 mamtained but sometimes may be
organisational policies and to a somewhat greater extent than
more so 11 the management of desmrable.

services
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1t will be observed from the above analysis that bolh the syslems
under consideration have relative advaniages and disadvaniages
What would constitute the most happy amalgam of the {wo sysiems
ts a maller which requires careful thought.

(F) THE NEED FOR OBJECTIVE AND INDEPENDENT
JUDGEMENT.

One of the basic pre-requisites for an enlightened placement
policy is that it should bring about a harmonious blend between the
organisalional requireinents and the achievement of complete objecti-
vity in its implementation. Every organisation has a right {o expect
optimum efficiency and out put from its employees and the placement
policies must ensure this At the same time, once the requirements
of the organisation have been clearly spelt out, the system {hat
implements the placement policies 11ust be permitted {o function
efiicienily and objectively, just as does the judiciary, once the laws
are enacted. Placenten! policies, in that they vilally effect the careers
of the employees, have an important bearing on their morale, Every
organisation, in its own interest and from the humanitarian point of
view must ensure the maximum degree of conientment ar.d job satis-
faction 1o ils employees, and the efficient implementation »f a carefully
devised placement policy can do much to bring this about.



MANPOWER PLANNING AND ITS RELATIONS TO
PERSONNEL MANAGEMENT

by
Shri R L Mishra, Deputy Secretary, Planning, Rajasthan.

The great emphasis on Manpower Planning in recent years 1s
a natural consequence of the recognition of the imporiance of human
resource development by eccnomisis and planners all over the world
The 1dea that economic development is not a simple function of the
rate of accumulation of physical capilal 1s nol new  But some of the
consequences of this 1dea have been more systematically rediscovered
by the economists only 1mn recent yeers The neglect of human
resources by economists may perhaps have been occasioned by the
fact that physical capital was measurable and quantitative
relationships such as capital output ratio and rates of savings seemed
{o offer legilimate fascination to them  However, a number of
developments have contributed to the re-emphasis on human deve-
lopment  One of the more fundamental lessons which lhe study
of comparative economic development in various countries has shown
1s that while economic factors such as material resources, savings,
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capiial invesiment, foreign cvchange and earnings, play & very impor-
{ant role in cconomic developmenl, cconomy is not only o product of
1avourable econnnne environment, 1T that wore so, evonomice deselop-
men{ of atcas like Indonesia and Latin America would have  been
aulomatically spectacular.  Smmlatly there would have boen very
few reasons to eapect the very 1apid progress that hag been achieved
in covntries hike Japan or  Switcerland.  The parados of  rapid
cconomic development with inadequafe resources  and  wice versa is
explained by the fact that cconomic development depends on a very
large number of factors, of which the factors relating {o buman res.
ources development are no less mmpoiiant than the iactors relatimg o
the development of material resources  The second important faclor
responsible for a revival of miterest in humian  developiment i the
crucial tole of science and fectmoeiony 1 ccononie arowth  epd its
consequent rehiance on shilled manpowei,  The continuous <horlages
ol high level skills m underdeveloped countries have brouzhi home
o the economists the mperatine need ol  manpower  forecasting and
creation of training facilities on a commensutate scale well in time

2 Manpower Planniig 1s an all-embracing concepl, 1 has
lwo mamn components —

(a) Oplimum uliheation of the  exiching  maapower
resources, and

(b) Crealion of skills necessary for meeting the manpower
necds of # growing and dynanic economy.

It would thus appear that manpower planning would cover
almost the entire gamul of personnel administralion because
the uliimate objectine of the laller 15 to get the best out of the
existing labour force and to devise appropiiale policies of recruitment,
deployment, {raining, and motivation for meeling future nceds George
Tobias has defined the seven elements of manpower stralegy as:

I Recrumen{—Matching of men and jobs.

2. Deployment. and redeployment of the labour force bet
ween areas, occupations and indusirics

3 Ed‘ucatmn of young people prior to their enirance inlo
the labour force

4 Utdisanieon and improved productivity of the worker.

5, Molivation, simulation and reward.
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L 6 Tramning. « J,
3 v M 3
7 Stabilisation to reduce wasteful turnover friction.

3.. It 1s'neither feastble nor desirable fo discuss all these
elrments in thiy paper comprehensively Wc have to consider here
the role of 'manpower planning purely from ihe point of view of the
admuuctrative machmery 1n “ Rajasthan | and .its wider ramifica-
{ions will be ouiside thie scope of {he present discussion. For the
sake of convenience. therefore, we can divide the subject broadly in

l

iwo parts-
, (1) ‘Regular assessment of thé manpower needs of the
public sector for personnel of different disciplines and con-
tinuous review of educational policies and training facilities

in the hght of the same

(1) Careful career planmng flor the Government em-
ployees to draw the besi .oul, of them and to prepare them

adequately to shoulder higher responsibilities

4 For the efficency of the Government organisation the
latter is admittedly the more important, but the former also deserves
very careful and serious consideration. As far,as the generalist services
are concerned, it 1s a very debatable point whether refashioning of
the educational facilities 1s required in the Light of man;ﬁower needs
According to one school of thought, since the generalist services are
responsible mainly for developmental and regulalory admimstration
greater weightage needs to be given o students of Public Adminis-
{ration and Social sciences Similarly, Commerce sludents should
be given preference for Accounts services I this view is accepted,
it would automatically follow that both the extent and content of
educational facilities in these disciplines should be coordinated with
the manpower needs of generalist services of the State Government
at leasi to some extent. However, those who hold the conirary view
feel that any preference given to particular disciplines in the recrui!-
ment to generalist services will. militale agamnst the very rationale
which justifies the existence of these services today 1 am personally
inchined to share the latter view because I hold that the basic quah'-
fication for eniry into the generalist services 1s only a certamn
mtellectual level and menial equipment and the academic back-
ground 1s not striclly relevant . Secondly, any narrowing of the field
of selection by restricting the choice 1o certain academic disciplines
only will .automatically lead to a fall in the standard of the entrants
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{o these services. Thirdly, even if it was for a moment conceded that
education in certain subjects was conducive to producing a better
administrative officer, it is still very doubtful whether any change in
the content of these courses in the Universities should be attempted
for producing better administrators-—for I firmly believe, and many
others share this view, that the humanities and social services group
of disciplines should be guided solely by academic considerations and
their utililarian aspecl should not be allowed to come in the way oi
academic excellence. As regards, the quantum of educational
facilities in these disciplines, these by their very nafure, will always
be far 1n excess of the requirements for Governmeni services. The
quahity of compelitors for these services will depend very largely on
the general educational standards in the State and the aitractiveness
of these services with respect to their status, emoluments and other
fringe benefits vis-a-vis other jobs in the private sector and autonomous
bodies. A discussion on the former is obviously ouiside the scope of
this paper. The latter is also sufficienily wide in its scope to deserve
separate treatment, and in the present paper we can do no more than
make passing reference to the same.

5. The position is quile different in the {echnical and
professional services. Firstly, the main employer is still the State and
the educational courses are designed to train people to perform
specific tasks and; therefore, there has to be a very close relationship
between the training curricula and the needs of the employer. Secondly,
technical and professional education is much more expensive both to
the State and to the sludent and, therefore, i follows that
the educational facilities should be regulated strictly in accordance
with manpower needs to avoid a wasle of scarce resources. And lastlv,
critical shortages of technical manpower can be major inhibitin‘g
factor 1n economic development and therefore arrangements have lo
to made in advance fo ensure an adequate ouiput from educalional
institutions to meet growing requirements Manpower Planning has
thus a much more important role 4in technical and professional

education and there are certan inevitable consequences of this rela-
tionship.

6 The first and foremost need 1s 1o have regular and reliable
estimates of manpower needs for technical personnel both 1n the public
and private sectors. This task is performed by the Directorate of
Manpower in the Planning Department of the Secretariat. This Cell
has been regularly making estimates of manpower requirements from
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the Third Plan period. The concepts and methodology has been
largely guided by the Institute of Applied Manpower Research and
since the major employer has been Government Departments, the
estimation of manpower needs has not presented much difficulty.
However, the position is gradually changing and the private sector
1s bound 1o emerge as equal if not the dominant partner. The correct
estimation of requirements in the private sector will require further
sophistication of techniques and development of separate norms in
relation to the specific situation in every State.

7. If the estimates of manpower needs have more or less been
correct, why then, the reader may legitimately ask, is there so much
of unemployment among technical personnel® The answer to s
question 1s very simple. Firstly, the estimation of manpower reeds
1s made on certain assumptions of public and private sector investment.
If these assumptions go materially wrong, overproduction or shortages
may become unavoidable. These estimates of investment have to be
made at least five years in advance i. e. at least one plan period ahead.
For instance, the current intake capacity in technical institutions has
{0 be determined on ihe basis of the likely demand in the Fifth Plan
period, and one can easily appreciate the difficulties in determining the
order of investment in the Fifth Plan period when even
the picture of the Fourth Plan is so wuncertain. There is
need for greater guidance from the Planning Commission and the
[.A M.R. in this work. The second reason is that the opening of
technical institutions and decisions regarding their intake capacity are
not solely guided by manpower needs, and other considerations like
public demand seem to weigh equally with the Government.

8. The problem of growing unemployment of technical personnel
is not directly relevant to the present discussion. From the stand point
of personnel requirements for State services we can say with some
assurance that there is no possibility of any shortages in the availability
of qualified candidates in the forseeable future. The present shortage
of doctors is a very temporary phenomenon and the requirements will
be more than met in the next two years. Our main concern should
therefore, be the quality of the product from the institutions of
techmical and professional learming-particularly in relation to their

equipment for performing the duties expected of them in Government
services :

9. As a matter of fact, our system of technical education 1s
being attacked on the ground that it is for too much oriented in favour
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of fulfilling the reqﬁiréﬁmn}is'of the Government. It is being safd that
the product of these institutions is fit for hittle else. The full rmp()r{
of this charge was never realised by the planners {ill the problem ol
uriemployment of engineers stared us n face Il was naturally thought
{hat 1n a growing and dynamic economy a qualified engincer could
certainly stand on his own legs'given some guidance and financial help
and various schemes were worked out with this end m view, ‘We were
all wondering at the dismal failure of all these cflorts when the real
reasons suddenly downed on us umnientionally in'a’ meeting This
meeting had been convered by the Chiel Secretary fo discuss the
possibility of employment of some unemployed diploma holders n
mechanical engineering in the Hindustan Machine Tools Faclory being
setup 11 Ajmer During {he discussion that followed we found that the
factory had large requirements of arlisans but very little for diploma
holders Since the unemployed diploma hoiders had shown willingness
even to do clerical jobs, 1 suggesled that they may be employed as
artisans if they were willing {o take these jobs A senior officer of the
H.M T. immediafely rejected the suggestion and pointed oul quite
candidly that a diploma holder could not work as an artisan‘'because he
was trained only for supervisoty dulies. The Direclor of Technical
Educalion, who was also present, to my surprise, did not dispuie
this statement This brought home {o us ihe iragic fact that our
technical graduates and diploma holders were nol capable of
working with iheir own hands

10 This posttion 1s perhaps due to bug educational institutions
giving far too much emphasis to the job requirements of the Govern-
ment Therefore, while 1 accept 1 principle the desirability of mutual
consuliation and exchange of views between top technical personnel
of the Government and the heads of technical institutions in formula-
tion of curricula and the content of the courses, this process should
not be carried too far. Nor is the present system ideal for Govern-
ment services because the needs of Government services keep on
changing For instance we have now decided to execule:works depart-
mentally rather than through contractors and.one can easily imagine
the difficulties 1n 1mplementing this decision through Engineers
trained only for supervisory duties. I also beleve that an agriculture
graduate, for instance, should first be trained to be a good farmer.
Only then can he perform as -a good extension worker This is
nec‘essary for his being able to inspire confidence in the culfivators
thch' ts essential fo his success as an extension worker. A more
practical bias to our technical education will be good not only for the
Government services but also for the students themselves.
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11. We now come to the second part of the subject which
relates to career planmng. Our recruitment policies and procedures
areiby and large satisfactory but the major weakness of the adminis-
trative syslem flows from poor cadre planning and management. In
other words, it 1s not the poor potential but its inadequate develop-
ment that is responsible for a majority of our ills ~

12. The first and foremost defect of our system is the totally
invalid assumption that everyone 1n a cadre can do all the jobs almost
equally well This attitude 1s a legacy of the colomal period when
administrative lask were few and very simple Also 1t reflects our
undue reliance on a pure generalist and our irrational suspicion of
the specialist which flows from the British {radition which we have
inherited 1in admimstration Last but nol the least, 1t denotes a
certain mental lethargy, an attitude of laissez faire 1n administra-
tion and a convenient excuse for the persisteni exercise of adhocism
in the management of service.

- 13 As the admimstration grows more complex and under-
takes diverse tasks, specialisation will become an unavoidable
necessity This 1s an 1rreversible trend all over the world 1n all
fields and we will ot'v irreparably damage the efficiency of the
admimistration by closing our eyes to 11 Some time back a Doctor
who was both a physician and a surgeon was considered quite
adequate  Subsequently, it was found thal even a general surgeon
was not good enough and we have Ear Nose Throat Specialists,
Opthalmologists, Neuro Surgeons, Pediairic Surgeons, Specialists n
Cardiac Surgery, Thoresic Surgery, Proctology, etc If we accept
this trend 1in medicine and other sciences, how can we ignore it
in admimstration To say that any man 1s equally good both for
regulatory and developmental admimstiration 1s to shul our eyes {o
reality

14 I am not for a moment suggesting {hat generalists have
o place 1n the administration {oday  On the contrary, they have an
even more important role. But, what we need today are not puie
generalists but for want of a better term may be called generalist—-
specialists  These should be persons who due 1o therr initial
exposure lo diverse experience and contact with the people develop
the broad sweep and perspective of a generalist, yet  subse-
quently develop special insight and knowledge inlo certain subjects,
To illustrate this point, we may take the case of the Rajasthan
Admunistrative Service.  The first {en years of service of a direct
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rearuit should be devoled to giving him diverse experience in all
branches of the adminisiration and a;séssil1g his aplilude and
potential,  Affer ten years, that 1s at the time he is due for his
senior, scale, he has 1o be chosen for specialisation in cither of 'the

{wo main strcams of admnistralion:—

v

(a) Devclopmental Admnistration,
(b) Regulatory Admnistration, t ~

\mter-change of officers 1 the iwo calegories should be made in
very rare circumslances and only when 1t is  established beyond
doubt that the earlier categorisalion was a mistake This would he
. firsy step m this direction and further sophisticalion would follow
im due course  The category ‘developmental adnunistration” may
rectttre further sub-division 1n fulure '

15 Nor 1s specialisation required 1 generalist serviee alone,
this 1s a crymg nced Jor technical services as well. Take for
mstance  the Agriculture Service A B Sc¢ (Agricullure)  on
promotion can occupy posts in Plant Piolection, Sotl Conscrvation.
Extension, Hotticulture, Sugar Cane and Oil Sced Development
without the nced for any specialised iraming or professional altain-
ment  All these posls are infer-changeable. | A Plani Proteclion man
zan be posted 1o Soil Conservation and vicc-versa  One can easily,
imagine why the performance 1s so unsatisfaclory. After some
imtial service for four {o sin years, all the agriculture graduates
must be divided mto three or four broad calegories for specialisation,
I s ultimately a malter for the specialisis to determine the

various calegories, bul for the sake ol discussion I may suggest the
jollowing —

¢

I Soil Conservalion . : -
2 Plant Proleclion o
3 Rescarch
4

Extension and Commercial Crops .
Horticuliure, Co -

[&2]

16 Secondly, considering the technological advances being made
every day professional altainments musi be  of great valbue in
:;:lm'xct?] services I:IOWever, as {hings are, there arc no incentives
1o atlaining  higher academic qualifications A B Sc  (Agr.)
anvn;g t(;nterecl the service can reach the top without bothering,to do

y lurther reading on his subject  Therefore, side by side with
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spectalisation, the Government must insist on the officer atfaming
at least post graduate qualificalion n the specified speciality before
he,can,be ehgible for a Class I posl  As a natural corollary, lugher
professional attainments must get due weightage n inthal recruit-
ment, promotion, and salary This, in my view is the essential pre-
requisite, for bringing about some improvemen{ 1 techmcal services
The problem today 1s that not only our generalists have no speciali-
sation: but even the spectalisis have gradually hecome only genera-
lists (with a few notable exceptxons) because of loss of contact with
their subjects and they are not very good generalists either on
account, of their. narrow e\perlence and departmental bias This
also explains the tendency of semor technical officers fo devote
themselves almost exclusively to admimstrative problems and their
reluctance to atiend to technmical problems which is their primary
responsibilily '

17 The need' for specialisalion does not end there In every
cadre there are certain key posts which are crucial for the admims-
tration It 1s necessary 1o 1dent1fy these posts and to decide the
type of experience that would be desirable for t{he mcumbBents on
these posts,  Thereafter, the officers who will man these posis may
be selected in advance and their placement so devised thal they
kecome fully equipped to discharge the higher responsibihiies as
and when called upon to do so

18 The acceptance of the policies discussed above will have
tar reaching implications. It would require infer alia,—

(1) That a forecast 1s made of the number of posts
likely to be available in a particular year in different specialised
categories This forecast should be reviewed cvery year 1n
the llrrht of changed condmons

s 7 (2) The aptitude and potential of each Officer is assessed
carefully and reviewed every year to decide his particular
specialisation. ,

(3) The placement policy is 1eoriented to suit the need
for specialisation and the movement of an officer be normallv
restricled {o posts in his particular discipline  The dcplov“-
ment of officers for preparing them for performing key jobs
will “also be an mmportant consideration 1 postings and
“transfers,
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(4) The training programmes will have to be suilably
modified to prepare the Officers for specialised jobs.

19 There are {wo points menlioned above which require
further elaboration. The first relales {o the assessment of poiential
and aptitude of each officer. This responsibility has necessarily to
be discharged by Officers immediately superior to {he concerned
government servant and the only reliable basis for the same is the
Annual Confidential Report. I{ may be argued ihat the Confidential
Report 1s not a very reliable record because s objectivily is not
always assured However, if any worthwlile improvement 'in
cadre management is to be brought about, increasing reliance will
have 1o be placed on this document, and therefore it naturally
follows that necessary measures would have to be laken to ensure
that this Report receives the careful altention of the reporting and
counfer-signing officers that 11 1eally deserves. The Jollowing
suggestions deseive consideration for achieving this object:— |

(1) All reporting officers must be made io understand
that the manner of fillmg Confidential Reports of their
subordinates will be an important consideration in the
assessment of their own ability by their superiors. In all C. R

forms a special column must be inserted on the Tfollowing
lines:— ’

“Judgment of subordinates and capacity to analyse
their aptitude and potential”.

(2) Each reporting officer must be enjoined io specifically

point out in the C.R. the subordinate’s aptilude for any parti-
cular specialisation,.

(3) The countersigning authority must shoulder the full
TCSPOHSII_)‘NY for the proper preparation of the CR. For this
purpose it is necessary thal the number of C Rs, being sent to
each officer for countersignature must be hmited so that he
can devote adequate allention {o them. A Collector for
instance counter-signs the CRs. of every Patwari in the

district which 1s quite un-necessary. §
R 7. uch ,
multiplied infimtely. y ch examples can be

(4) The counter-§igning officer  should record his
l’hemarks on the reporting officer after he has countersigned
the CRs. seni by the Reporting Officer. He should then be
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able to take a view on the quality of the assessment made by
‘ the Reporting Officer in respect of his subordinates

20. The second point which merits further discussion is the
reorientation of tratning programmes. It s obvious thal once
spectalisation 1s accepted in principle, the training will have 1o be more
intensive and specialised In respect of the R A S. for instance, once
the aliotment of any officer {o a particular category 1e either develop-
mental or regulalory administration 1s dgecided, he should be asked to
attend an intensive course and pass a deparlmental examinalion
For the officers in the first category the course should mainly cover the
followmq topics: —

. (1) Planning

' (2) Agriculture (which should include at least a one
‘month course in the Udaipur Umiversity and visit to ICAR,
Lsudhiana & Pantnagar Universities)

(32 Rutal Dé§relop1nent
2 (4) Town Planning ana Urban Developmeni
" (5) Ammal Hushandiy

- (6) Desert Development (at the Central Arid 7one Research
Institute. Jodhpur)

Similarly for those selected for the regulatory admimstration, theie
shouln he an niensive course 1 Ceniral Admmsiration, Main-
{enance ol Law & Order, Civil and Criminal Law, Revenue Laws and
Admimvstration, Municipal and Panchayali Raj admimistration etc,
No ofticer should eain any grade inctements nor should be considered
for promotion tili he passed the speciaiised examinations to be con-
ducted by the Harish Chandra Mathur State Instilute of Public

Administration

21 In case of he techmical services, a diploma course run by
{he Umiversity or a post-graduale degree should be preferred  For
instance, 1n the Agriculture service, 1i an officer 1s selected for specia-
lisation in Soil Conservation, he ‘siould be encouraged to do
postgraduation 1n the subject 1In case this 1s considered too
difficult a one year diploma course can be organised by the University
for this purpose A faiure to pass the examination will render the
Officer,: iable 1o the same disabilities as 1n the case of Officers of

the R-A.S. ' ; ¢ 5 ! L i
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. 922 The ultimale objeclive of" Manpower Planning is the opti-
mum utilisation of human resolirces and, therefore, it is not sufficient
only fo place the right man on ihe right job and lo equip him
suitably for eflicient performance of his duties; butl Tt is equally
mmportant o creale the proper environment for gelling the best out
of himt In ihs context iLe promotion policy is of gieat relevance:
Having reduced the horizontal mobility by the emphasis on speciali-
sation, 1t 1s cqually important lo give greater verlical mobility which
may provide the matis ation for beller performance.

23  From the view point of manbower planning, the ideal
arrangement is the coniract system wherein we specify the qualifica-
{ions and the experience for a job and {ake the hest man available on
a contract for a limited period of time. Bul in a country with a
large number of educaled unemployed, the uncertainty attached to the
contract systetn will discourage ihe best candidales and therelore
only a career based system 1s workable in India. The dislinguishing
feature of this system 1s security of service and almost assured
promotion upto a certain poinl so thal a iresh entrani lo the service
may reasonably look forward {o reaching a certain sfatus before
superannuation. However, this process hag been carried oo far and
a convention seems {0 have developed thal all promolions upio the
top are 10‘ be given on the basis of seniority alone regardless of
meri{ This has led to the general allilude {hat, having entered
Governn?ent service, one need not exert as one wounld gel one’s due
zljl:::zzi:;alehﬁ'ec?s ;ifnflhl\:rhe(nt the senio'rity juslifies the same. The

. s altitude en {he morale of the services can
?aSIIy he.lmagmed. Some efforls were made 1o reward merit by the
infroduction of the ‘merit formula’ which did not succeed because of

xis,l. co.mpl'lcated procedure anda ils opposition 1o some of {he basic
principles of the career sysiem. '

24, The career sysiem envisages assured promotion upto a
certain point provided the performance 1s not unsatisfactory. It
implies that at least the first promotion should be more or less automa-
tic and selectivily, 1f any, should:be.introduced at the next higher stage.

The. bgsxc flaw of the ‘merit formula’ is the introduction of merit-cuim-
senjority .even: for the promotion 1o the senor

scale f{rom junior
scale

The proper course 15 1o give (he first: promotion 1o all whose'
verformance 15 satistactoiy and iniroduce a high degree of seleetivity
at the next lhigher stage 1 e, Seclection scale. All posis .in the
Selection Scale should be filled in only on fhe basis of meritccum-
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seniority even for the promotion to the scnior scale from junior
sentorily and the swilabilily fo1 promouion 1n relalion {o the job to be
performed should be the major criterion. Tlus will maintamn the

security of a career system and yet keep suflictent incentive alive for
meritorious performance

25. Another important factor to recognise 1s that all those who
are doing well on their present job are nol necessarily cquipped for
shouldering higher responsiilities It 1s quite possible thal an officer
might have reached his maximum and thal any further promotion
may lead to a detctioration in his performance The sciection of
officers 1 the lnghest rung should be made by a Commutiec of Senior
and evperienced admimstrators objectively withoul the encumbrances
of allotting individual marks It 1s the overall impression on the basis
of the Officers’ record which snould be {he over-riding consideration

26, Ttis our aim to put ine righi man on the right joh and
constaciations of sentorily should not normally come 1n the wav
of appointing the most suitable person In other words, there has {o he
a great.deal of flexitbility 1n delermining th stalus of the posis and
these can be upgraded or rlowngraded {o mahe possible posting of the
suitable mcumbent It s aol irequent that a very eflicient
Departent 1s ruined because the top man 1s due for promotion and
cannot be retained on that post  The proper course i such cases
is to upgrade the status of the post, Sumilatly, 1f a sufficiently senior
persot: lo man 1 cerlain joh cfliciently 1s not avatlable, there should
be hitic hesitation m downgrading tiue post and appomtiing a junior
man lo 1l  This 1s particularly 1mpertanl 1o enable officers to
speeialise 1 certain subjects and to stay i one department for some
length of tume

27. 1 have set down above some of the umporlant points which
descerve constderation n any  programme of refoum of personnel
administration These are by no means comprehensive and {ouch
upon only those features which are directly or indirectly related
to manpower planning I believe that acceptance of some of these
suggestions will riake the admumstration more eflicient, forwerd
lookiig and dyranie
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