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Contributions are invited to this
Journal on matters pertaining to
Accountancy, more particularly of
Railways. Every such contribution
must be signed as a guarantee of
good faith, even if not intended for
publication. They may be in the
form of Notes or short paras or
fuller articles.

Manuscripts and photographs, if
any, sent therewith, if not accepted
for publication, will be returned
only if the sender so desires and
encloses the usual stamped and self-
addressed envelope.

All contributions should be
addresseéd " to the undersigned so as
to reach him not later than the 30th

- of a month for inclusion in the next
monti’s Journal, which is published
on the 15th of every month.
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The Managing Editor does not g
hold himself responsible for the N\
accuracy of the news supplied by ¥
correspondents or for opinions (S

expressed by Contributors.
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M.Os., Indian Postal Orders or
Cheques. Remittance by cheque
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Bank’s Clearance charges, usually
&nnas ten.
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tions, subscriptions, advertisements
etc., should be addressed to
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Divisionalisation of Railways

The formation of divisions on Railways previously not on the orthodox
divisional pattern, is in full swing. On the Western Railway, all the Divisions are
formed on the same date, while on the Central and Southern Railways, « phased
method is being followed. So far as the Southern Railway is concerned, full
fledged divisions have been formed at Madras, Olavakkot and Tiruchirapalli, At
Madurai and Bezwada, divisional Offices have been set up, but the Accounts
Branch is still functioning at Trichinopoly and Madras respectively, presumably
for want of accommodation for Office, and more so for staff, at the divisional head.
quarters (Madurai and Bezwada). Three divisions are vet to be formed (at Gunta-

kal, Hubli and Mysore), and are likely to start functioning in the next two or
three months,

] The Divis.io_nal Accounts Office will deal with only the General Accounts
side of the activities of the Railway, thus covering Establishment, Expenditure,
Provident Fund and Cash & Pay, with small sections for Budget and Booking, etc.

It will not deal with Workshops, Stores or Traffic Accounts, which will form
separate units by themselves.

One important matter that the administration may note is that sufficient
notice should be given to the staff who are to be transferred, and secondly having
regard to the human aspect, the transfers should be effected only after the school
academic year is over, so that the employees who have children studying in schools
may not be put to hardship. If this is not done, the result is a discontented staff at
Divisions and it is easy to imagine the quality of work of such staff who will natu-
rally be anxious about the education of theirchildren. When the Goverment itself
Is anxious to do all in their power to help the young ones, it is not too much to
expect that there should be no impediment placed by the Railways in the continuous
study of their employees’ children without break in their academic career.

. 'It is also not improbable that there wil] be serious difficulties in getting
adn}xss.lon for the children in the schools at the new places; and there may also be
variations in text-books, standards of teaching etc. These may, therefore, lead to
maintenance of duplicate establishments, which incidentally mean worries and
financial difficulties to low-paid staff. T T TR T

Apart from this, the separation of records for each Division, particularly of
the Accounts Department, may be a slow process and some reasonablé period of g
1 - .
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few months may be required for this purpose. Just to cite one instance: the prepa-
ration of Skeleton Provident Fund Ledgers for each Division. Unless timely deci-
sion is taken about the staff allotted to each Division, this work cannot be done
satisfactorily, and being a very important personal record, great care is needed in
making it {oolproof and accurate. Rushing this work throu_gh at the last stage in
an incomplete state would detract from efficient work, and in fact, would lead to
much avoidable correspondence, delay and inconvenience to staff .la'ter. If, there-
fore, there is sufficient advance notice of the jurisdiction of the Division, the change-
over would be a simple affair. And more so, if the date is so adjusted as not to
clash with any accounts period or any busy season.

We might easily take a lesson from Private Institutions like Business firms,
Banks etc,, who are able, by systematic advance planning, to close down at one
place overnight and start work in another the next working dz}y, without any
hindrance to customers. Not only detailed and careful thought is necessary, but
the execution should be effected with the co-operative efforts of the staff concerned
who should realise their sense of duty towards their employers,

Another point on which we would like to touch is the need for the Authori-
ties taking into confidence the staff representatives well in advance to ensure
their whole-hearted support. It is certainly not helpful to tell the concerned staff
at the eleventh hour about their transfers to other places with t_hg lea§t possible
delay. There is nothing out of the way in this, since the administration Wo_uld
certainly have decided upon their programme some months ahead. Concerted action
is always very healthy and goes a long way in smooth working. ,

Dr. Appleby’s Report

The Second Report of Dr. Appleby on the Indian Administration was
discussed in the Lok Sabha on the 10th Sep. 1956, but owing to l;rn.lt_ed time,
only preliminary matters could be gone into, The discussion was initiated -by
Mr. C. P. Mathen and it was elicited that the report bad to be viewed purely from
the standpoint of expeditious execution of the Second Five Year Plan. Mr. .Nel.lru
in his reply pointea out that the Report was not intended for general publication
but was to be treated as a private document for the consideration of the Govern-
ment and one intended tc “shake things up”. The right approach to the report,
therefore, he stated, was not to consider it deregatory on the Parliamentary
Institutions or the administrative sct-up, but as a frank and fre;e survey by a very
experienced expert of how the Indian Administration functioned gmd how the
Government was adapting itself to changed conditions, Mr. Nehru pointed out @hat
the Government had already profited to a surprisingly good extent by the previous
report of the Expert and desired that the House should concern 1tse}f more with
Dr. Appleby’s criticism of Parliament than with that of the Auditor General,
which formed only a minor part of the Report. :

Mr. Nebru has thus given the background to the Report from which a review
of the criticisms, particularly in regard to the functions of the Auditor General,
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* question of actuarial risk
- difficulty in regard to accurate commu-
Ztatlon of the risk in Indian Railways
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'. Basic Aspects of Claims Prevention

169

(BY SRIP. P. AYYAR)

(Continued from puage 145 of August 1956 issue)

RESEARCH

There must be another section i, e., the
Research Section on the Prevention side.
This Research Section will utilise the
data from the Statistical Branch as well
as from the reports of the outdoor
Inspectors. In fact, this section will
study the pathology of claims in
regard to packing, labelling, marking
ete. Whenever a particular type of pack-
ing is causing damage, deficiency or
shortage, suggestions for improving the
packing will be examined in detail by
practical demonstrations and methods
adopted to improve the position. The
actuarial value of the risk involved in
respect of a particular commodity in the
present form of packing will be examined
by this section and suggestions put for-
ward for any improvement or rectifi-
cation of any lacuna. In fact, the
actuarial study of the risk of damage
has not been made until now in Indian
railways. -

In time to come there is bound to be
research on this aspect and actually the
freight structure will have to be tuned
up to this aspect. Sri Brown has suggest-
ed a high level rescarch organisation to
study the behaviour patterns of different
com_modities handled by the railway.
As in foreign countries, we will have to
analyse the claims, paid for every rupee

-. of freight earned. Where the trade has
° obtained a rebate in booking in the

form of Owner’s Risk rate and the

- claims preferred by them are lower than
-.the reduction in rate, the claims will
- not be admitted. A

Sri Crawford who examined this
expressed

which are of continental nature with
varying climatic conditions and different
gauges. But time is not far off when we
will have to find out ways and means of
actuarial study so that suitable action
can be taken for adjastment of freight
or for improvement in the packing
condition. The following are some of
the important items, in my opinion
that need detailed investigation by this
Research Branch,

(i; Reorganisation of smull service,—
The SQT Service must be reviewed from
time to time to see how far quicker
transit of smalls can be achieved and
responsibility of staff can be fixed, there.
by reducing heavy payment of claims on
this score,

(i) The question of lac cealing-vs-lead
sealing must be examined in detail to see
which type of sealing should be adopted.
The type of rivet used and the E.P.
lock used for locking of wagons must be
subjected to detailed examination from
time to time in consultation with the
Mechanical Department.

(ii1) Various valuable commodities
like ingots are subject to frequent run-
ning train thefts and yard thefts result-
ing in payment of heavy -claims. This
definitely calls for a systemiof provision
of tin wagon frame inside the wagon so
that these types of vulnerable traffic
can be immuned from outside inter-
ference.

This~ Research section  will also
examine various aspects of delays to
parcels.and goods traffic to see how far
these delays can be countered by improvs
ed method of working., The various
aspects of mechanisation of commercial
operations in important goods sheds and
transhipment points will have to be

E

]
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explored by the Research Section of the
Claims prevention branch, Palletisation
of traffic by introduction of fork-lift
working will have to be adopted to
ensure increased velocity of commercial
operations. In the transhipment sheds
there must be perambulation of traffic;
re-orginasation of goods sheds and
traship sheds to accommodate moderni-
sation will have also to be examined.

The question of low temperature
transport of perishable traffic will also
come in for research. In foreign coun-
tries perishable traffic is afforded refri-
gerated movement in sucha manner that
damage is controlled by proper venti-
lation, insulation and use of substances
like “Drikold” as transport refrigerente.
This Research section will have to
examine the marking of packages in a
scientific manner to sece how far there
can be improvement—thereby reducing
the holdings of unconnected goods
which are a standing problem in Indian
railways. In short, this research
organisation, with the help of competent
outdoor staff, will be able to examine
critically various aspects of railway
working and suggest measures to redress
the position.

STAFF RESPONSIBILITY
SECTION

Another subject that is of very
gerious import in regard to claims
preventionis the question of staff res-
ponsibility. In fact there has been heavy
dilution of this aspect after relaxation
of rules, introduction of convention
system of claims settlement ete,, during
the war period. Human inefficiency has
contributed largely towards payment
of compensation claims. Sri Brown in
his report has commented strongly on the
weightage tobe given to this problem,
‘While the Payment of Wages Act, and
“the revised Disciplinary and Appeal
- “Rules have put a brake on the possibility

" of deterrent action, at the same itis
- possible to take if prompt time is taken
. of the irregularities or the faults,
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If action is taken at the over-rjpe
stage of claims settlement, the action
actually is ineffective. In order to

ensure more live measures to be taken .

in this regard there must be a separate
section known as the Staff Responsibi-
lity Section under the Claims prevention
branch. On the basis of anticipatory
claims data available, action should be
initiated towards fixation of responsibi-
lity so that there will be early follow-up
in this regard with mitigating effect on
claims arising from irregularities, For
staff consistently involved in irregul-
arities a Staff Index Card will have to
be maintained in the Claims prevention
branch and promp} action will be taken.
There is a positive side to this question,
i.e., grant of rewards and encourage-
ment to good work done by the Staff for
claims prevention. There must be a small
fund known as the claims prevention
Fund at the disposal of the Commercial
Headquarters and the Divisions or
Districts from which such rewards will
be given to the deserving staff.

It will also be necessary to create
competitive spirit amongst the various
traffic units to achieve results in claims
prevention. Claims prevention weeks
must be observed and the working of
stations must be examined by a team of
officers who will judge the merits of the
stations and award suitable rewards to
the deserving staff. There is also the
problem of staff education. Claims
prevention must be made a compulsory
subject in Railway’s training schools.
All the staff must be given refresher
course on railway rules and regulations
in such a manner that the staff get a
good grounding in the grammer of work-
ing so that claims arising out of ineffi-
ciency of staff will be obviated.

While the organisation, the tolso of.

which is indicated above for the Head
quarters, will function, it is necessary to
have a reflex organisation functioning
in the Divisions or Districts in order to
achieve substantial results, There must
be an ‘intelligence and dossier ’ section

Sep. 56
in the Divisions where, D, D. messages
are registered, indexed and action taken,
the general mode of action taken being
reported to Headquarters from time to
time. There must also be a staff
responsibility section in the divisions to
follow up cases of irregularity.

Every unit down to the stations in
the divisions or districts must be charged
with the claims prevention drive. In
fact, in respect of each station, it is
necessary forthe supervisory staff and
the station masters to' know on what
itens of traffic claims are anticipated
and what are the causes that give rise
to this. The officers in immediate
charge of these stations must make a
drive from their side to reduce claims
and take prompt action in concert with
the Headquarters and in co-ordination
with the foreign railways.

Our attack from the divisional side on
the problem of c¢laims prevention must
be on the basis of selected stations where
claims are heavily paid instead of
diffusing the claims prevention active-
ties among a large number of stations.
There must be outdoor staff detailed
in the divisions for checking up of
various aspects of working and taking

steps for remedying any defective
feature noticed.

Part to be played by Security and
Police Organisations,~Quite a lot has
been achieved by the re-organisation of
thg Security Branch in the different
railways, The Security force is begin-
Ing to assume Police complexion, The
results have also been found to be satis-
factory. Sri B. N. Mullik has gone into
the question at length as to how the
District police organisation in the
dlﬁerent States and the Railway police
will have to be re-organized in order to
combat the high incidence of crime.

1t is not proposed to go the into details
of the various measures suggested for
lmproving the position except to
emphasise that more live liaison must be
maintained between the Railway Claims

BASIC ASPECTS OF CLAIMS PREVENTION i

prevention branch, the Railway police
and the State police so that by a
concerted action much can be achieved in
crime prevention, In fact, it may be
necessary “for the different security
organisations to tender their opinion
from the security point of view in
regard to remodelling of yards and goods
sheds.

Public co-operution,—This is actually
becoming one of the imponderables, In
fact much can be achieved if there is
spontaneous co-operation from the side
of public, specially the trade. In foreign
countries there are stringent packing
conditions for commodities. The Indian
trade seems to be allurgic to improve-
ment in packing conditions, In fact in
England, the emphasis that is given to
the internal packing conditions of
commodities cannot be overestimated.
The water-resisting quality and tensile
strengtn and thickness of packing
materials are subject to critical exami-
nations by packaging organisations to
see that these packings can stand the
strain of rail transit,

This is specially necessary in view of
the continental nature of Indian rails
ways in the back-ground of high crime.
The trading public can help the railways
by improving their packing conditions
of goods and suggesting various new
modes of packing so that claims can be
reduced by scientific packaging. The
trading public_ also should relay all
possible Information about™ thefts and
pilferages so that the = railway can
exploit the data to its advantage. In
regard to marking and labelling also the
trade can improve the position, thereby
reducing the number of consignments
that go astray.

- They can "address packages properly
thereby giving a chance to the Railway
to connect guods.

Besides the various suggestions indi-
cated above, I want to make a few more
suggestions which I feel will definitely
be a useful step to control claims.
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(i) Time has come for reservation of
certain claim-conscious vulnerable traffic
for special treatment. Such tratfic must
be shadowed from the time of booking
to the delivery at destination. As in
foreign countries, it may be necessary to
set in motion ¢ traffic security parties’
drawn from efficient and honest
staff of the different railway depart-
ments to pursue the movement of these
vulnerable traffic which will be ear-
marked for such special scheme. It will
also be necessary in the divisiors or
districts to have a shadow control
organisation under the Security branch
which will follow the movement
of such wvulnerable traffic from the
starting point up to the destination.

(ii) While quite a lot bas been
achieved in regard to connection of
unconnected consignments, it is felt that
the claim bills can be reduced consider-
ably further by improvement in the
system of marking. PLM weeks are
being observed from time to time in
different railways whereby staff are
educated in proper marking and irregu-
larities are also faken up. In order to
reduce the number of consignments be-
coming unconnected, the following
suggestion is offered, Besides the present
railway marking, the packages must
also have a circle stencilled indicating
the railway district of the destination.
A small code bock indicating the
different railway districts must be made
available to the staff. On the basis of
this supplementary marking the scope of
packages getting unconnected- will be
circumscribed to enable quicker and
easier connection of anonymous consign-
ments,

At the present moment, a heavy
number of unconnected consignment are
being sold from the L.P. Os of the
different railways by public auction and
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the railways realise only a fraction of
the value of the goods. ,

In order to improve the position in this
regard it is suggested that -claims
Commutation Scheme ’ can be operated
successfully in the different railways.
There will be a joint standing committee
consisting of members of Chambers
of Commerce and other trade bodies
and railway -officers who will examine
claims received for loss of goods and also
take inventory of the goods lying in the
1. P. O. for barter set-off on valuation
of these goods against the claims
received. -In this manner the railway
will find a better market for the
unconnected goods and the trade will
also be benefited in as much as goods
belonging to thesame family are made
available in lieu of the goods lost
instead of by monetory payment. Much
depends on the co-operation of the trade
which has to play a very vital partin
the success of the scheme, L. P. Os will
then no longer be ¢ tombs * of traffic but
a ‘live package exchange’.

What has been indicated above is only
a very elementary approach to the
great problem of claims prevention.
With the general moral awakening and
security schemes launched by the rail-
ways in times to come, we will be able to
look upon the problem of claims preven-
tion with great optimism. After all,
Indian railways are not alone in facing
the problem which is also a burning
question with the railways in foreign
countries. The problem has to be tackled
purely from a commercial bias so that
money spent will actually mean money
withdrawn from payment for losses and
damage to public goods. Besides, the
Railway would have recovered the good-
will from their clientele, Then the
trading public will ‘no longer have
nightmares, of pilferred goods, broken
packages or damaged consignments in

regard to transport by rail.

¢ and
: satio
. cannot be
;Commercia} Concerns
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Gost Accounting in Railway Workshops

By D. R. KAR

(Continued frem page 148 of August 1956 issue)

Note :—Ef — Estimated factory overhead for Budget.
‘El — Estimated direct labour cost per budget.
Ep -- Estimated production in terms of units.
Elp — Estimated direct labour hours per unit.
Emp — Estimated machine hours for budget.

Methods . —

1, Percentage of Direct labour Ef

cost ;

o ..
2, Producticn in terms of units:

3. Direct Labour hours :

4. Machine hours:

Having dwelt at some length on the
modus operandt of the modern cost
accounting practices, we are in a position
to examine the costing system as it has
lgeen evolved for the Indian Railway
\rV‘OlkSh.OPS. Railway Workshops wers
built originally purely for the purpose of
carrying out the repairs and renewals of
locomotives and rolling stock. In recent
years hpwever, the range of work per-
formed_ in them has come to comprehend
a considerable amount of Capital Con-
?ruc}glon Work. A growing keenness
(t'.)r‘,t ¢ manufacture, locally, of rolling
stock and a heavy programme of replace-
glents and renewals involving usually
reesa‘éy .gixtlay on Capital have been
chag'»g?:} e to a large extent for this
eVRallway Workshops continue, how-
el‘,ttﬁ) be, in the main, ‘repair shops’

¢ nature of the works organi-
nand accounts suitable -for them
based on models copied from
which produce

B =7 of direct labour cost,

Ef
Ep =QOverhead rate per unit.

Ef —Rato .
Blp = ate per machine hour,

| Ef

m-—-Rate per hour of direct Iabour.

definite manufactured articles for sale in
a competitive market. The amateur
costing enthusiast does not allow his
mind to dwell long evough on the magni-
tude of this difference and proclaims
fchat the panacea for all evils is the
immediate adoption of a complete cost-
ing system. On the other hand, the old
stager who has identified himself with
the growth of these institutions is likely
to forget that new conditions require an
alteration in outlook as much in the
Workshop Accounts Officer and Works
Manager as in the politician and the
meﬁhods which might have been proved
quite satisfactory at a certain stage in
the development of institutions might
fail at some other stage.

A remarkable feature of the system
in vogue in Railway Work Shops today
is the minute sub division of work orders.
There, shop is the ultimate unit where
the?y are not further divided into sections,
It is also, therefore, the unit for purposes
of initial accounts, The work carried
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out at each shop has to be accounted for
initially before the accounts of the work-
shop can be compiled. The extent to
which the expenditure incurred in a
workshop (i.e.,, cost of jobs) should be
further analysed depends very largely
on the information that is required by
the authorities controlling such expendi-
ture. There is no higher limit for such
analysis, except that of the cost of the
analysis itself which has tobe determined
by practical considerations and the
actual needs of each Railway Adminis-
“tration. There is, however, a lower
limit owing to the need for,

(1) recording expenditure under the
detailed and sub-detailed heads of
accounts classification under Capital or
Revenue; - :

(2) identifying expenditure that has
to be separately recorded for the reason,
say, that it has to be billed for and
recovered, whether recovery has to be
made from another department or divi-
sion of the railway or from outsiders.

TIME BOOKING PROCEDURE

The methods of time-keeping in vogue
in Indian Railways Workshops have
been sanctified by custom and usage and
have much to recommend them. There
are, however, one or two improvements
which it will be advantageous to intro-
duce in order to make the organisation
of time-booking more coherent than at
present. Time-keeping and time-booking
will have to be ultimately done by means
of time recording clocks and in Chitta-
ranjan Works at least time-recording
clocks have been installed in all the
shops. The attendance of the workmen
should be recorded on Gate Attendance
Cards, each workman being allotted a
card at the beginning of the month.
Time attended by 2 workman in a month
is available on Gate Attendance Card
from day to day - as the time is punched
"~ both at the time of entering and leaving
_ the shop. The time on the cards would
" be totalled at the end of the month and

- posted to pay bills which form the basis
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on which the wages are calculated. Gato
Attendance Cards can also be used as

Pay Tickets. Eventually job cards
should be introduced in all the shops.
No job card should be closed’ until the

job for which it was issued has been -

completed. As, at the end of the month,
some jobs would be in progress, to enable
reconciliation of the time booked to jobs
during the month and the time attended
by the workmen for which the payment
is made, supplementary job cards would

have to be prepared in respect of the jobs -
in progress on which the time worked
up to'the end of the month is recorded
by the Time Clerk. These cards would !
have to be submitted to W.A.O. for com-
pletion of the total time booked for the f
purpose of reconciliation with the total -

time paid for.

In addition to the direct expenditure .
on labour and materials that is incurred :
on jobs and is accounted for certain
other expenditures of the nature of ‘on-

cost’ are. incurred and are analysed
under —

1. Proforma on-cost
cost 3. Shop on-cost,

2. General on-
These on-cost :

charges are distributed amongst the :

various jobs in proportion to their labour ;
Pro forma on-cost stands for
arc not ;

charges.

the indirect charges which

included in the cost of work done in:
Railway Workshops, but which would |
be included in Commereial costing. This |
consists either of expenses charged off -
directly to final heads of working:
expenses or of charges not included in
the working expenses of the Railway. :
General on-cost denotes all on-cost other

than Proforma on-cost that is incurred

in common with more than one shop or ¢
department within a workshop. Shop: {
incurred :
within an accounting unit such as a:.

on-cost includes all on cost

shop or a department or a section,

The distribution of General Charges '

on a percentage on labour basis is not
above criticism since it postulates in the

A A

¥

i

simplest case that the cheapest and the;
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‘most inefficient labour needs the least
looking-after. The best method of on-
cost loading in a workshop is admittedly
one in which the distribution of ‘on-cost’
is'effected in the ratio of the time i.e,
man hours spent on each job and not in
the ratio of the money value of such
time,

_The revision suggested by the late
X, C. Srinivasan with regard to the
methods of *¢on-cost loading ” is worth
quoting here in full:—

~ (a) We shall have a Shop on-cost
Account corresponding to the present
standing work order, for each shop. To
this will be debited the actual charges on
account of labour and material on
account of the general work done in the
shop that cannot be allocated to any
particular work order. The wages of
shop staff such as foreman, chargeman
etc., will also be debited to it, in the
first instance and not partly to General
Charges as has still now been the

" practice,

: (b) There will be a General Service
On-cost Account corresponding to the
old standing work orders for yard shop
etc., to which will be debited the charges
of all “General Service Departments”
such as the wages of the yard and
despatching staff, the salaries of Time-
keepers, Gate Keepers stc.,, and the

contingent expenditure on' stables and
carriages,

(¢) The charges debited to this account

- will together with the moiety of office

on-cost charges that will fall to its share

be cleared monthly by distribution to the

various shop on-cost accounts in suitable

-and naturally varying proportions which

once fixed have only to be reviewed
pertofc}mally. A moiety of the cost of
the.btoyes. Departments should just be
debited initially to the General Service

on-cost Account to be finally absorbed in
tpe Shop On-cost account, ‘

1 (d) Besides these two on-cost accounts,
there should be one which may be styled

”_(?ﬁice On-cost Account to which will be
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debited the pay of the superior technical
staff inclusive of the Works Manager.
If it is decided to provide against depre-
ciation of buildings, fire insurance and
workmen’s insurance, Evening Technical
school for apprentices etc., these charges
will also be first debited to this account,

T_he substance of the above recommen-
dations made as early as in 1924 has
been gradually incorporated into the
Indian Railway Mechanical Code. The
sqggested ¢ Office On-cost * has been pro-
vided for in the so-called ‘Proforma’ On-
cost budget which annually estimates
charges attributable to ;—

1. Supervizion 2. Provident IFund
Contribution and Gratuity Payable to
workshop staff 3, Repairs and main-
tenance 4, Interest anfl Depreciation,

The perceniages of total Proforma
On-cost under the four heads to the total
labour of the whole workshop arc then
These percentages vary
from workshop to workshop and from
year to year, owing principally to altera-
tions in the total Capital QOutlay, the
variation in the quantum of the total
labour in the shops and any changes in
the rates of interest charges to be applied.
The percentages of Pro forma On-cost as
worked out above for each workshop
will be brought into use whenever it is
found necessary to include one or all of
these items of On-cost in the cost of work
e.g.,, when work is undertaken for
private parties, other departments of
Government or on Capital Account,

The structure of on-cost loading as
well as other details of costing, as envi-
saged in the Indian Railway Code for
the Mechanical Department, still leaves
considerable room for improvement as is,
to some extent, apparent from the remark-
able changes that have been intrcduced
in the classification and booking of over-
heads at the Chittaranjan Locomotive
Works. Space does not permit a more
getailed tanalytg,ish Oi‘ thealattar,,,_,than a

are mention of the ¥ &l ms0p 0L QL

heads, Factory, A.a“ﬁgx?gs ’wgw'fg;%}é

ship and Stores, aftdp tifé four Spendh
R
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Departments of the Chittaranjan Loco-
motive Works.

Here it is pertinent to note that the
so-called factory overheads consist not
only of indirect labour and stores pf the
Production Shops but even p_roportlonate
share of the different service shops as
well including Depreciation on building,
machinery and plant etc. fl‘!le considera-
tions regulating the provision of Depre-
ciation have undergone in recent yearsa
decided change of emphasis in even the
most orthodox business circles, Whu;h
calls for a similar change of putl_ook in
Government Factory Organisation as
well,
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It is, however, symptomatic of a

general recognition of this and other
allied aspects of cost accounting _that, on
the Railways, an Officer on Special Duty
of the rank of a _ :
appointed by the Railway Board to
recommend a system of cost accounting
more in tune with present day conditions :
in the Indian Railway Workshops. His
recommendations and the eventual deci-
sions © . _

would be one of those things the Railway

Accounting Circle would look forward

to with something more than mere -
academic interest. ;

FA & CAO has been

f the Railway Board thereon

Eastern Ry. Magazine.

ep—— —a————

Dr. Appleby's Report

A SUMMARY OF THE REPORT

" In his second Report on the Adminis-
trative System of India placed before the
two Houses of the Parliament on the
13th of Aug. 1956, Dr. Paul H. App_leby,
American Expert on Public Administra-
tion (Consultant on Public Administra-
tion to the Ford Foundation) stated,
among other things that there is no lack
of idealism or great vision in India or
its Government, but far too much _of
dynamism nd imagination characteris-
ing the setting of objectives smot'her.ed in
procedures dominated by small thinking”.

«Perhaps, nowhere else have so many
systematic barriers been erected to
prevent the accomplishment of that Whlcl’l’
it has been determined should be done
..... Far too many proposed aclions are
reviewed and the review is far too _often
in an “useless and frustrating fashion”.

Dr. Appleby remarks: “by a curious
proliferation of conceptions of Parliamen-
tary responsibility and Cabinet responsi-
bilityzsand by -veliance on excessive
| protedites of cross-reference, there has

<

cens biilt an extraordinary evasion of

P
>
*
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frustration,

individual responsibility and a system
whereby everybody is ‘responmble” for .
everything before anything is done”.

Dr. Appleby’s criticisms are also direc-
ted against the wgxaggerated importance
given to the functions of the Con}ph'olle’r
and Auditor Gereral and I.’a.rham'ents%
snegative influence” on administration.

His suggestions for reform of the;
Administration emphasize the neegi fora
reorientation of the present pracmces.oféz
review from a preponderantly “pegaﬁn‘i ;
concern for precedent and I:upee-pmqhmg
to a positive one of expeditious action In}
pursuit of agreed-upon objections.

Dr. Appleby says that great achieve-?
ments in recent years have b.ee'n que
beyond the capacity of the administrative .
system.

«By working key pessonnel  very:

excessive hours, by giving special attené
tion to a very disproportionate number ol ;

transactions, by stubborn persistence Ol
in the face Of;
have been :

programmatic officials
great results

© the

~Ministry tha
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achieved. There is an early limit, how-

ever, to what may be done in this fashion,
It puts too much reliance on a very small
number of individuals, where for a
much greater achievement reliance must
be on a greatly improved organisational

- performance of systematic character”,

In regard to the process of review by
Finance Ministry, Dr., Appleby
observes that in reality a question raised
by an assistant has the effect of being in
a good many instances a “disapproval”
by the Ministry of Finance, Similarly,

 the withholding of approval at each

successively higher level is actual and

- effective disapproval in most instances,
. and the failure of the Minister of Finance

to approve is actually a disapproval in
all instances whea the Ministry making

the original proposal is unwilling to
¢ burden Cabinet with the dispute.
- when approval is secured at any of the
intermediate levels, the earlier and lower-.
* level questions

Even

and withholding of
aprproval were decisions to delay action.

. Very often delay is highly wasteful,
- retards achievement of Plan objectives
~and is particularly tragic when it is

~based only on trivialities or downright
~ignorance.

In his appraisal of the functions of the

- Comptroller and Auditor General of
- India, Dr. Appleby has expressed the
view that the function of auditing is a
- strictly negative one. '

“The Comptroller and Auditor Gene-

-ral’s function is not really a very impor-
.tant one,
-cannot be expected to know very much
.about good administration. Their prestige
'1s highest with others who do not know

Auditors do not know and

much

about administration. What

‘auditors. know is auditing—which is not

administration. It is a necessary but

_,higflly pedestrian function with a narrow
~ %erapecnve and very limited usefulness.
~Any Deputy Secretary knows vastly

more about significant problems in his

n the entire staff of the
Comptroller and Auditor General can
gllscover by auditing.”

i

£
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Dr. Appleby finds fault with Members
of Parliament for greatly exaggerating
the importance of the function of the
Comptroller and Auditor General and
paying far too much attention to his
reports. “So doing, Parliament increases
the timidity of public servants at all
levels, making them unwilling to take
responsibility for -decisions, forcing
decisions to be made by a slow and
cumbersome process of referrnce and
conference in which evervbodv finaily
shares dimly in the nwkiopg o7 —verey
decision, not enongh is got done and
what gets done is done too st .wly”

Dr. Appleby asks, what special compe-
tence for appraising objectives and
appraising administrative performance
in general has the Comptroller and Audi-
tor General, what is the Cabinet for,
what is the Prime Minister for, what are
the individual Miristers for, what is a
Secretariat for, and what is a bureauc-
racy for?

“Parliament is surely at fault in this,
It has a greatly exaggerated notion of
the importance of auditing to Parliamen-
tary responsibility, and so has failed to
define the functions of the Comptroller
and Auditor General as the Constitution
contemplated it would do. Into the
vacuum thus left, the Auditor has
moved.

“Beyond the legal definition confining
his whole function, however, the Compt.
roller and Auditor General can make his
function mst useful by confining himself
further. Too many of his reports are
mere substitutions of hindsight for the
kind of judgment possible and necessary
and proper at the time of action. Too
many merely raise questions that are
really questions of differences in judg-
ment,” ’

Dr. Appleby discusses at length the
Parliamentary Control and asserts as his
opinion that it should operate only on a
high level delegating its powers in detail
to Ministers, Secretaries etc., and having
only supervisory function thereon,
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1 i i i de by the Expert were
her suggestions for admi- obsqrvatlons ma _ 2 ‘

haone th?:' orlinemadgeg byl Dr. Appleby obviously coloured. While withholding

Dsirative Teto - detailed remarks on the Report, especl-

e ally in regard to the function of the

Comptroller and Auditor General, he

commented upon the main tl}e§1§ qf th”e
Expert that ¢ Audit saps initiative =, -

He continued: I notice that he has not

limited his observations merely to Audit

arrangements which he consuliers sduléable

itati - ] '3 i strial an om-

imitation of the role of the Compt- for Government's indus (

> 11'1‘?11161' and Auditor General. mercial orgamsatlons, but also qu%stXJl?deg

4. improvement in personnel recruit- and criti(;lsesi the Compt'rqll'er an -

) meglt and arrangement and tor Generaé 8 frgspons_lbllht(iismci)s\fcig s

’ i 1d of financial adm .

ati the approach of general field of il ( :

> aP%ili?x%Z?xtt]:gagi to i mgll')e general 'Thi Ekzlcf)ge}rl{ ; e;csclitel;?ﬁ ;E n}glndcggt avt;?tlltl

zmd_positive appraisal of adminis- ilsar(row perspective and‘ very limited

tration. usefulness must have obmousl.y coloure.d

his observations on the Indian Audit

1. development of Intrq-Ministerial
financial competence in the pro-
gramme agencies, .

9 transfer of the accounting functions
to the Ministries under the general
direction of Finance. .

Dr. Appleby has also suggested that an

official of high stature should be desig- Qrganisation. This must have arisen for

i i s Pr i ination and study
in the Cabinet Secretariat as Pro- Jack of detailed examina

2?;?1;1“113 Expediter or Plan Expediter, of the structure relevant, proceid}:-ral,
given strong cabinet support and pro- technical and other rules and regu alloxlls
vided with sufficient staff of maturity of the audit Department, part'l(}}]utary
and status *“to enable him to serve as when he had no discussions with those

umpire, trouble - shooter, bottle - neck in charge of the Organlsatlon,
ker, procedure reformer and struc- ' . N
?lii?ll EAV?’SGI‘ »  He wants to designate Regardlng Dr. Appleby 3 Obbervatll{)n
in the Ministry of Finance another {hat the fuuctions 0(: the Qom,ptr_o er
Special Aide to the Expenditure Secre- and Auditor-General in India is lfn a
tary, another Official of stature whose Jarge measure an mhem'tanffd mné
fUnc;tion would be to accelerate decision- ¢glonial rule,_Mr. 'Ohanda.sald Ol no
making in the Ministry. know the historical basis for suc1 1 gml
Dr. Appleby further states that the observation. I do not kh“?W ingn(;oloognc:ﬁs
estab'lishment of too many separate Z%zieminwgg;%}; éleandt OI;)f abt hz oLl ve
manage(rln ent(sl ft(;f r%%gﬁg Evztﬁf rfg:i{:}ﬁ Wiﬂ’l freedom to criticise admin}istratwcz

e lclse '

ggefggpar?snion in Government at all lapses. The conception of such a pos

il i tic form of Govern-
i i lizer out that in a democra : |

rem"ar??t_wéth st%:;?u%llg%lt tg;;ﬁg;ggn ment, Auditor-General’s f&pctlons ‘fsrrleli;e

O T W If tivities otc so defined as to secure public acg? :
and labour welfaro acti T bility of. the admlmstratlﬁn. GL\ en i’ré

‘ the US.A., the Comptroller Genera
Thi tC I;;:IS:}Sli\éSfor a lot of Audit covered banking and insurance

is repor | for

criticism in various directions from

institutions and othevrh cgrporagions 123
cpogt ‘which the Government had any financi

responsible and authoritative sources. {nterest even when 11 ¢ Wés ot ? r}xllaéon go

 Mr ller ¢ ' troller Greneral had a

' Mr. A, K, Chanda, Comptroller and The U. 5. Comp _ °

EAﬁ%‘itoé General of Inéia stated that the been given t\he power to issue surcharge“

*

Sep. ;56

against Corporations ana 1ndividual
officers to effect recovery of expenditure
which in his opinion was illegal. Mr.
Chanda, therefore, doubts whether Dr.
Appleby was conversant with the statutes
of his own country. Mr. Chanda
said that the powers of the Auditor-
General in the U. K. were not
also different from the present powers
of his counterparts in India, except
that they were more comprehensively
defined. The Audit of the U. K. Compt-
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roller General extended beyond th
formality of expenditure to an examins
tion of its wisdom, faithfulness an
economy.

Criticisms were also levelled agains
the Report by Mr. K V. Iyer, C.A.A
Ex. M.S.M. Railway, Sri S. A. Vaneswai
Retd. Accountant General, Madras Gov
ernment, Mr. V, K, Subramanyam, I A
& A. 8., (Retd) and others. These wil
be dealt with in the subsequent issues o
this Journal.

. Tender Gommittees

(Continued from page 112, July 56 issue)

Tender Committees are to be constitu-
ted by the authority competent to let the
contract. Thus, if the tenders are for a
work cost exceeding Rs. 10 lakhs, the
Tender Committee should, strictly speak-
ing, be constituted by the Railway
Board who are the competent authority
to approve contracts of over Rs. 10 lakhs.
In actual practice, however, the tenders
in such cases may be considered by a
Committee of Heads of Departments’
level (at least the Chief Engineer or
the Engineer-in-Chief and the F.A. &
C.A.0.) and the recommendations sub-
mitted to the Railway Board through
the General Manager for orders, In
other casss, either the General Manager
or the Head of Department or Division-
al Superintendent, as the case may be,
may constitute the Tender Committee in

~ each case, 7.e,, may nominate the mem-

bers fgr the Committee. It is, of course,
undesirable that the accepting authority

- should himself be one of the Members of

th_e rI.‘ender Committee, for it would, in
principle, undermine the purpose of in-
dependent and objective recommenda-
lons. The question now arisesas to
how many members should constitute a
Tender  Committee. This  naturally
would depend upon the circumstances

- and technical features of each case, but,

broadly speaking, the Committes should

consist of at least two members, one fron
the department which has invited th
tenders and the other from the Financ
Branch as representing F.A. & C.A.O
It is usual, however, to lay down tha
.there should be three members for suct
Committees, so that apart from the twe
members (one from the concerned depart.
ment and the other from Finance), ¢
third member from a different depart.
ment may be available for objective dis
cussion and formulation of rccommenda
tions keeping in view the interestsof the
department concerned as also the views
of Finance where these happen to vary,
Thus, for instance, take the case of a
work of ar operating improvement such
as provision of a loop line or a siding at
a station. The Eugineering representa-
tive on the Tender Committee, in his
undérstandable anxiety to see that the
sanctioned works on his division are
quickly executed, may consider that a
rate as quoted may be accepted, although
it is high, on the ground that the time
limit for completion of the work, as
given by the tenderer, is very satisfac-
tory. The representative of Finance
may say that, in view of the high rate,
fresh tender should be called for, to
secure more favourable rates. If there
is a third Member, say belonging to the
Operating Department, it is possible that
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he might weigh the cost of the work
with the attendant benefits on the provi-
sion of the loop or siding at the particu-
lar station, and justifiably come to the
conclusion that the high cost is not war-
ranted ; subsequent to the sanction to
the estimate, the traffic at the station
might have fallen, or the particular
season is over and there is no urgency
for the loop. The Engineer-member, on
being apprised of these circumstances,
would not press for the acceptance of
the rate,

In certain cases, such as purchase of
stores in the open market, it would be
an advantage if a member of the parti-
cular department for which the stores
are to be purchased, is also associated
with the Tender Committee either as an
expert consultant or as a regular mem-
ber of the Committee itself. One advan-
tage is that the consuming department
will havethe opportunity of scrutinising
the specifications, alternative or substi-
tute offers, rates, etc,, from all aspects
affecting the department.

The status of the members of the Ten.
der Committee would, of course, vary
with the value of the contract, but it is a
good practice that they should at least
be Senior Scale Officers. For contracts
involving over Rs. 1 lakh, up to, say 10
lakhs (or 5 lakhs), the level should be
raised to Junior Administrative. This
should be only a general rule and not
totally inflexible. Depending upon the
exigencies of the situation, the impor-
tance of the tenders, and other factors
such as freedom from complexities, etc.,
an officer of a lower status may, in indi-
vidual cases, be nominated, but not lower
than Senior Scale. So far as Finance is
concerned, it may not always be possible
to spare an Officer equal in rank to the

- other members of the tender committee ;
in such cases, an Asst. Officer from
. Finance or Accounts may be nominated
“but if the value of the contract is Rs, 1
lakh or over, or if the tenders present
any complexities, an officer of higher
- status should 1easonably be nominated.
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It is sometimes the practice that where
an officer of lower status is nominated,
the recommendations are subject to re-
view by the. F.A. & C.A.O.,, or his
Deputy, before they are sent to the
accepting authority, if the amount in-
volved isover Rs. 1 lakh,

The next point that may be considered
is what are the details to be looked into
by the Tender Committee. The tabulated
statement of ratesis, of course, available,

_and the usual scrutiny of the original
" tenders should be made to see whether

they are all right, although " this aspect
would have been verified by the officers
entrusted with the opening of the tenders
but where the opening and consideration
of the tenders are both done at the same
time by the Tender Committee, the
scrutiny of the original tenders should
be done by the Committee with great
care. If there are special conditions put
in by the tenderers, these should be pro-
minently notedin the tabulated state-
ment and considered. For instance, a
price fluctuation clause, a wage escala-
tor clause, etc., may be insisted on by
tenderers, asin the case of supply and
fabrication of steel work. A free ballast
train service for materials, may be asked
for by another tenderer, A third tender-
er may have stated that he will not
accept certain standard or special condi-
tions of tender, e.g., arbitration, time
limit, ete. All these, though they may
not occur in the vast majority of the
cases, must where they occur, be care-
fully weighed on a comparative basis in
the consideration of the tenders.

‘Even where it is a4 simple case where
the first reaction is to recommend the
acceptance of the lowest tender, conside-
ration will have to be bestowed on

-whether such lowest tender itself is

reasonable and not unduly high ; this
can be judged by reference to the past
rates, prevailing market rates, recent
tenders for similar work, rates provided
in the sanctioned estimate, etc. In some
cases, it may even be necessary to work
out rates specially for the several items
to see if the rates are reasonable, In
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transhipment contracts, it may even be
necessary and useful to depute a sub-
ordinate. or officer to engage labour
departmentally and by a proper time-
study find out what rate would be rea-
sonable, of course after taking into
account the variations due to the cont-
ractor being able to pay lower wages etc.
The tenderers should not have reason to
think that the Railway is entirely at
their mercy and by forming a ring
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among themselves, they can force the
Railway to accept any high rates they
quote. While it is true that the law of
competition would work and the rates
on tenders may come down to reasonable
levels, the formation of rings particular-
ly, when they are given to understand
that the particular work is very urgent-
ly required by the Railway, cannot be
ruled out.
(To be continued)

— e

An Important Gourt Decision

In an appeal preferred by a Merchant
in George Town, Madras, - the High
Court allowed a claim against the Union
Jovernment, owning the ex-M.S.M,
Railway, for damages consequent on a
breach of contract. ‘

The Plaintiff, in pursuance of an
invitation of the M. & S. M. Railway
for tenders for the supply of Jaggery to
the Railway Grainshops, submitted a
tender on the 27th Jan. 1948, offering to
supply fourteen thousand imperial
maunds of jaggery at Rs. 11-4.0 per
maund, The Defendant Railway addres-
sed its Dy, General Manager on the 29th
Jan, 1948, accepting the tender and also
the sum of Rs, 7,900/- paid by the Plain-
tiff as security. An order was accord-
ingly placed by the Dy. General Manager
on the 16th February 1948 for the supply
of the entire quantity to be delivered
in four instalments on various dates,
The first instalment of about 3500
maunds was duly supplied to and accept-
ed by the Defendant Railway. On the
8th March 1948, the Dy. General Mana-
ger, wrote to the Plaintiff to treat the
balance outstanding order as cancelled
and the contract closed. The Plaintiff
however, protested stating that he had
already invested more than a lakh of
rupees to perform the conlract and
that he was ready and wiiling to
supply the goods as per the terms of the
contract, The Defendant Railway, how-

ever, stood firm on a clause provided in
the Tender that the Administration
reserved the right to cancel tlie contract
without calling upon the outstanding
and the unexpired portions of the
contract. The Plaintiff, thereupon, filed
a suit alleging that the clause was null
and void, entirely repugnant to the
existence of a valid contract between
the parties and that it should not be
‘invoked unless there were sufficient valid
reasons therefor. The claim preferred
for breach of contract was to the tune
of over Rs. 34000/-. The Judge in the
Lower Court held that the clause in
question was valid and enforceable with-
out assigning any reasons and that it
was not repugnant to the other terms
of the contract. The defendents Counsel
argued that it would nullify the contract
and therefore was strictly repugnant.
Their Lordships, however, held that the
clause was void and not enforceable and
allowed the appeal and at the same time
remanded the case to the Trial Court for
fixing the quantum of damages.

The above decision raises a very impor-
tant issue that a unilateral advantage
cannot be sought for by the Railway,
particularly when it is likely to nullify
the entire contract. It would, there-
fore, seem necessary for the authorities
to review all standard contracts and find
out and remove any clause of sucha
nature as will ultimately lead to litiga-
tion at later stages,

W p——
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Subjects of Moment

1

Changes in Classification

Para 12 of the 23rd Report of the Esti-
mates Committee on the Railway Bud-
get for 1956-57 is as under:

s¢12, The Budget Estimatesfer 1956-57
for ‘Administration’ show a rise of 9.89
crores over the figure for 1951-52 consti-
tuting an increase of over 407. This
demand deals with the expenditure on
the cost of office and subordinate super-
vising staff of the General Management,
Civil Engineering, Mechanical, Electri-
cal, Traffic, Signal and Tele-Commmunica-
tion, Accounts, Cash and Pay and Stores
Departments and the Railway Security
Force, the cost of Police reimbursed to
State Governments and a portion of the
cost of the Medical Department. This
demand includes the cost of Super-
visory .Staff of Workshops, running,
sheds and carriage and wagon depots
which strictly speaking, are not admini-
strative charges as ordinarily under-
stood, but are connected more with ‘Re-
pairs and Maintenance’ or “Operation”.
Figures excluding this element have
been stated to be not available with the
Railway Board. To some extent, there-
fore, the increase under this is possibly
due to the increase in the level of traffic
and repairs. Also in recent years, there
has been a shift of expenditure from
Demand No. 9 * Loss on Grainshops’ to
¢Cash Demands allowanees’ accounted
for under ‘Administration’ and other
Demands. Similarly the expenditure on
Signal and Tele-Communication- Depart-
ment was segregated from the current
year and this involves a certain element
. of transfer from other heads and from

other demands. However, in view of the

| - steep rise of expenditure under the
~demand head *‘Administration’, the Com-.

- mittee feel that there should be a proper
.. analysis of the increase 'in expenditure
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under this head to see how far it is
attributable to the various reasons men-
tioned above. The economics of work-
ing a commercial concern require due
notice to be taken of such trends and
the rise in the expenses on administra-
tion should be controlled by careful

.means, especiaily, by ensuring greater

efficiency. The Committee also feel that
it would be advantageous if thereis a
more appropriate classification under
this demand and charges that are pureiy
administrative are segregated from
those that directly belong to workshops,
depots ete.”

The Railway Board have recently
decided to implement the Estimate Com-
mittee’s recommendations and they have
sanctioned the following changes with'
effect from the Accounts for the year
1957-58. Accordingly, the existing heads
of account under Demand No. 4 would
be split up under Demands Nos, 4,5 and
or 6, as shown below so that Demand
No. 4 would represent expenditure on
Administrative and Executive Offices
only. The Board have further decided
that so far as current year’s transactions
are concerned, allocation registers should
be maintained in the manner hitherto
followed but expenditure allocable to
Demands Nos. 5 and 6 out of the expendi-
ture shown under Demand No. 4, with
effect from 57-58 as ‘previously referred
to, should be collected separately ina
manuscript Register under the revised
classifications in order to furnish reliable
data for the preparation of Budget Esti-
mates for 1957-58, = -

The expenditure on Al121, Al122,
A1123. ete. should be transferred from

Demand No. 4 to Demand No 5. asunder:

Abstract ¢ A ”: A2001, A2002, A2003,
‘A 2004, AR005, A2011, A2012,
AR021, A2022, . A2031, A204]1,
AR042, A2601, and A2602,

~ remain under Demand No, 5

03021, C3031, C3041

D2021, D2031, D2041

D3904-A, D3021, D3031 and D3041,

a(I;d.B_ooking; Staff
{ ddministrative and executive Offices. In
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In the case of Abstrets, B,C,D,E,F
and J, _the items relating to subordina’,te
supervisihg staff etc, hitherto booked
under Demand No, 4, should be trans-
ferred to Demand No. 5 or Demand No.6

as under:
_ Demand No, 5,
B2001, B2002, B2003. B2011, B2401,

© B2402, B2021, B2031, and B 2041,

Demandb No. 6.
B3001, B3002, B3003, B3011
B3704, B3021, B3031 and B3041.

Note:

B3703

Workshop expenditure would

. and run-
ning staff expenditure = would g0 to
Demand No. 6. In the case of Abstract

- Calso, workshop expenditure and run-

ning staff expenditure would appear

- respectively under Demand Nos, 5 and 6

Demand No, 5,
C2001, C2002, C2011, C2701, CR702,

L2021, G031, G041,

Demand No, 6.
C3001, C3002, C3011, (3701, C3702,
4 .

The same distinction between work-

+ shops and Running Ex i i
; penditure c .
{ nues under Abstract D also. ¢ cont

Demand No, 5,
D2001, D2002, D2011, D2501, D2502,
Demand No, ¢,

D3001, D3002, D3011,

D3903-A,

In the case of Abstract E, the follow-

_ Ing heads are transferred from Demand

No. ¢ to Demand No. 6.
E3906, E3907, E3908, E3909, E3905.

These refer to expenditure on Office
other than those of

the case of Abstract H, distinction bet-

- Ween Workshops Ex i
L penditure and -
ning Staff expenditure ur

is continued,

hos;: of the former being transferred to

SUBJECTS OF MOMENT
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Demand No 5 and S ’ ‘
Demand Ao & nd those of the latter to
120 Demand No, 5
0L, J2002, J2003, J2004
J2901, J2902, J2021, 72031, J2041,
Demand No, ¢

J3001, J3002, J3011 :
J3021, J3031 and J 3041, IR0, J3202,

* * *

J2011,

Second List of Corrections to the Railway
Accounts Coede—Part 11

(Reprint 1951)
Paras 14-AlI to 22-AI1

(14) 2144-A (1]

After Ttem (1) of this Paracr:
the followingf._ Is Faragraph, ADD

“the check being limited to 10‘ V
er cent
of the telegrarps which come unde;;‘ 10 ;er
cant check, vide paragraph 2145.A, in
the case of local forwarded telegrams,”

In the first line of Sub.

. > varagraph (4
of_thls pgragmph substitute “the sepndeg-’g
£01l P,l’as for the words “both the foils

ave, '

(15) 2206-A (II)

Substitute the following for second
sentence of this paragraph.—

“The amount of special credit
by the stations in their Balance Stf:]e{:tg
in respect of fodder traffic (Vide para-
graph 1387-T) should agree with the
amounts shown against the stations in-
this register.”

(16) 2247-A (IT)
(17) 2248-A (IT)

The substitution of ga new Para for

2247 and the introduction of a new P
2248 have both been dealt with at pazrez
22 and 23 of Volume
Accountant,”

I “Railway

Regarding Sub-para (6) of Para 2248,

a correction has been made subse uently .
an(‘i th{s has been published at Paqge 15)';
of “Railway Accountant” Volume II. -
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In view of the above, details are not
reproduced here.

(18) 2350-A (II, X

Add the following as a Sub-paragrap
under this Paragraph :(—

«p'rocedure as mentioned above s'hopld
be. generally followed. Any deviation
in favour of isolated firms may‘be authc{-
rised by the General Manager in consul-
tation with F.A. & C.A.O. |

(19) 2542 A (ID) ‘ "

Delete the words ‘_'Unp:ud wages
occurring in line 5 of this Paragraph.

(20) £552-a (1)

Substitute *Direct’ ‘_for the \vor'd‘
‘District’ occurring in lmme 1 of this
Paragraph.

(21) 2553-A (1I)
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In Correction Slip No. 12-”A II READ
Rule ©2353-A” for “2543-A".

(22) 2902-A (II) -

For the words ‘in any case’ . occurring
at tge end of the first sentence of this
Paragraph, substitute the following :—

uin the case of large stations ang six
months in the case of small stations’.

+ * *

Re:  Allocation of Carriage Charges on
ballast for maintenance purposes

The carriage charges on ballast
required for maintenance purposes snpuld
be allocated to Revenue-AR501 Carriage
of Revenue Stores, and no$to ARl13-
Ballast. .

(R.B. No, 54-AC II 3/5 dated 20-8-56).

Personnel

r. Y. P. Kulkarni, Officiating joint Direc-
top/l(Eslablishment), Ry. Board is coni}r?aegslé]
that appointment with effect from 1.3rd uly ’56.

Mr. J.B. Rao, Secretary, Railway Rates
Tribunal, Madras, is trans_ferred as Joucllt
Director, Traffic (Transpor;anon), Ry. Board,
with effect from July 6, 1936. .

Mr. A.P. Sarkar, Dy. Chlef_ Accounts
Officer, Eastern Railway, to continue for a

her year.
fu;\tdr. i/ P. Sahney, Dy..C.O.l.’.S , Northern
Railway, appointeg as c.llomt Director, Estab-
lishment, Railway Board.

Mr. J. Rama Rao, Dy. F.A. & CA.O,, I((J)F,
Perambur, transferred as Dy. F.A. & C.AO,
Chittaranjan, in place of Mr. Bhandari.

Mr. S. Rajagopalan, Dy. C.0.rPS, Soulhelt'n

Railway, has been p}aced on special gm};hi(;
look after the catering arrangement hyGT
Railway in the Dining Car attached to the G.T.
Express to and from Delhi.
_ Mr. K.J Chandy, Dy. General Manager&
Amenities and Planning, has been transg:ges
to the Operating Department as Dy. C.O.P.S.
in place of Mr. Rajagopalan.

Mr. M.N. Swaminathan, Jr. Accounts Officer,
Southern Railway, Mysore has been transferred

" as Divisional Accounts Officer, Madural.

-

. N. K. Srinivasan, B. A, B. Com.,
A.ll\.d(rI.W.A., Sr. Accountant Railways, T'ELCO
Tatanagar, has been promote(_i to qfﬁcnate as
Asst. Accounts Officer, Chittaranjan Loco
Works. _ . -

Mr. S. Parthasarathy Iyengar, qn}mxssnoner
of Police, Madras, has been appointed as the
Chief Security Officer, Northern Railway, with
effect from September, 1956.

.R. Ganesan, Officiating - S.A.0.,
(Cg/{)rs‘tru\c/:ti}o{n), Central Railway, is posted as
Senior Accounts Officer on special duty from
30-6-56. Central Railway. Ao

\achandran, Officiating A.A.O.

Cll\ldl;, i.oggcrjn 25 Divisional Accouats Officer,
Jabalpur with effect irom 1-7-56,

Mr. J. A. de Souza, Superintendent

) i i tec
Accounts Branch, Central Railway, is promo
as Accounts Officer, (Stores and Workshops)

Jhansi.

{r. Rup Chand Sehgal, is transt'err;d a
Wgr;shOppAccounts Officer, Western Railway
Ajmer. ‘

Mr. T. S. Subramanian, Dy. C.AO.
(Finance), Western Railway, 18 transfenjed 1
the same capacity to Northern Railway
Delhi.

—4

Call for better methods of work

In his concluding speech at the
General Managers’ Conference at New
Delhi, on the 9th August 1956, Sri Lal
Bahadur Shastry, Railway Minister,
cailed upon Railwaymen in India to
begin thinking on fresh lines and evolve
better methods of work which would
achieve the twin objects of improved
operational efficiency and economy in
expenditure. In the context of the 2nd
Five Year Plan, he wanted Railway
Officers at all levels to develop policies of
leadership and independent judgment,
He also expected the rank and files of
railwaymen to display discipline of the
highest order and to help towards greater
productive effort. The Railways, he
said, must in dealing with their staff,
combine courtesy with firmness and
promptly deal with their legitimate
grievance. He also called for a deter-
mined drive to raise the punctuality
standardsof passenger trains,

The Dy. Railway Minister, Sri O. V.
Alagesan, said that the Railways must
levelop a genius for improvisition to
secure the maximum immediate results
-ron existing assets, pending the procure-
nent of more modern equipment through
wdditional investment, With the help
)f better planning, he said; the Railways
~vould obtain more satisfactory resuls,

The subjects that were discussed in
letail at the conference, included ;—
Operational position on each railway

Targets of higher performance for the

hext busy season, from November 1956 to
larch 1957

Technical -suggeslions to epeed up
300ds operations in various directions
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and improving the present carrying
capacity through better methods of
work,

Improving
transportation

Feasibility reconditioning old coaches
to increase passenger accommodation.
* * x

standards of passenger

Conference of Chief Gperating
Superintendents of Indian. Railways with
the Railway Board

A four-day Conference ended at Delhi
on the 24th August 1956. Decisions on
a saries of far-reaching measures design-
ed to tackle the problem of intensive
utilisation of railway rolling-stock on an
emergency basis were taken with a view -
to closing to the largest practical extent
the present uncovered gap between
freight traffic likely to develop during
the Second Plan Period and the resources
available for carrying it. It was empha.
sised that new capital expenditure should
be economised through superior organi.
sational «fforts. New and higher targets
of performance in regard to wagon
loading and wagon and engine-usage
were also set, Frequent meetings at all
levels of railway.men were also urged
so that a clear perception of the duties of
all staff and their share in the fulfilment
of the target may be brought home to
them. It was decided to initiate immedi.
ately a systematic and persistent came.
paign to streamline all aspects of
operation, particularly in regard to faster
loading and release of wagon terminal
points, expeditious disposal and proper
marshalling of goods trains and punctual
runring of trains from the terminal
yards.
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An important” decision related to the
establishment of a number of “traffic
control” areasto maintainconstant touch
over the telephone with the various
points which handled wagons, so that
individual wagon movement and specific
trafic movement could be closely
watched with a view to ensuring better
output from the existing yards and
wagons, '

Tele-communication facilities should
be strengthened in accordance with
individual requirements. It was further
decided that tele-printer services should
be introduced between important mar-
shalling yards to convey full particulars
of wagons despatched ondifferent trains,
thereby facilitating advance planning of
further movements and disposal of
wagons. The wagon chasing organi-
sation should be strengthened by posting”
selected senior and experienced personnel
and watching their results. Loading
Inspectors should be acquainted to in-
troduce scientific loading of wagons
particularly in big sheds and tranship-
~ment sheds so as to ensure better wagon
" loading. Additional express goods trains
should be introduced and run like
scheduled passenger trains providing a
minimum of a weekly fast service on all
the important trunk routes to enable
transport of all essential commadities,

Various measures for ensuring better
punctuality of passenger trains were also

discussed.
* *® *®

Manufacture of Rolling Stock

- The Hindustan Aircraft (Private)
Ltd., has entered into a technical assis-
tance agreement with a West German
- firm for the manufacture of rolling stock
in its factory at Bangalore, The Agree-
ment covers the manufacture of rolling
stock of different types including integral
coaches,

Under this Agreement, the H. A. L.
will get -number of its technicians
~ trained at the collaborators’ works in
~ Nurenburg in the design & manufacture
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of integral coaches. The bogies offered for
this collaboration are expected to provide
excellent riding qualities having been
recently improved.

ES E3 *

Import of Rail Cars

Under the Colombo Plan, the Railway
Ministry have placed orders on Australia
for the import of twenty-four rail-cars.

* ¥ ®

Electrification of Railway Line te Villupuram

The Dy. Minister for Railways told a
Representative of the Hindu on the lst
September at Madras that the electrifi-
cation scheme of the Railway line to
Villupuram would be completed in about
two to three years from now, He stated
that the necessary power would be sup-
plied by the Madras Government and
that tenders for the purchase of electric

locomotives had already been called for.
* ® *

Route relay system on the Western Railway

The General Manager of the Western
Railway inaugurated the route relay
inter locking system at the temporary
Churchgate Station, Bombay, on the lst
September 1956, He explained that the
chief features of this system are :

it simplifies the system of reception
and despatch of the trains;

it enables all signals and points over
the entire route to be set by the operation
of a thumb switch ;

there are two switches for the simul-
taneous up and down movements.

This system was designed by the signal
Branch of the Western Railway and the
entire work of installation of this system
was done departmentally, within a short
period of two months and at an estimated
cost of one lakh of rupees,

This system would be installed in the
new permanent Churchgate Station also
but with a larger control cabin, The
Control panel will show, in addition to
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the information in the control cabin, the
occupation of the lines.

The provision of route-relay inter lock-
ing system will enable simultaneous
movement of incoming and outgoing
trains and thus enable the trains to run
with greater frequency.

* *

Pay Scales of Railway Employees

It islearnt that in accordance with the
recent announcement for the employees
of Central Ministries, the Railway
employees in the categories of Office
Clerks, Typists, Accounts Clerks Class II,
Ticket Collectors, Distributors or Store
Van Clerks or Store Delivery Clerks,
Dispensers and Compounders, Train
Qlerks, skilled-artisans and other catego-
ries of cletical 'and non-clerical and
artisans personnel will have .their exist-
ing pay scales revised as under, with
effect from the 1st August 1956:

From
55-3-85-EB-4-125-5-130
99-3-85-4-93-EB-4-125-5-130

To
60-3-81-EB-4-125-5-130
60-3-81-4-93-EB-4-125-5-130

_ In the case of existing staff «d hac
increase of Rs, 5/- over the pay drawn by
them_ prior. to lst Aug. 1956 will be
sanctioned except where the maximum
scale had beer: already reached,

Norm‘al dates of increment in the old
scale will continue.
% &
Machinery for LC.F.
Orders aggregating to about Rs,

10,00,000/- have been placed with Rail.
way Machine Tool Manufacturers in
:ight European countries so that when
:Nl‘mse are installed in the ILCF. at
Perambur, the factory may achive its
mnnual target of 350 coaches per year—
me year ahead of the originally
cheduled date—i.e.,, infour years in-
tead of five. These machines were
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inspected on the spot by two senior Rail-
way Officers who recently visited West
Germany, U. K, Switzerland, Italy,
Crzechoslovakia, Poland, Awustria and
Sweden for the purpose and contracts
were finalised on the spot. These nego-
tiations were based on global tenders
from nearly 170 firms in fifteen different
countries previously received by the
Railway Ministry. o

Informal discussion with the P.R.O., S.Ry.

The Public Relations Officer, Southern
I.{ailwa‘y, stated that by the placing on
line of nearly 2000 M.G. Wagons in a
few months’ time under the Technical
Co-operation Aid Plan, the bottleneck on
the metre gauge would be broken up.
He furtherstated that nietre gauge coach
shells are also being received from U.K.
and Belgium and nearly 270 coaches fully
furnished as 3rd Class in the Golden

* Rock, Hubli and Mysore workshops are

running on the line, Another hundred
coaches were expected to be complete by
December, 1956, Night lights in the
interior and embarkation lights on the
exterior are special features of the
furnishing.

He also stated that air-conditioned
coaches are being constructed rapidly
and eleven BG & 12 MG coaches are
now running on important trains.

Out of the thirty WP fast passenger
locos to be supplied by the Canadian
Locomotive works under the Colombo
Plan, in a knocked down condition, 28
have already been received.

He also referred to the detailed
arrangements for catering on long dis-
tance through trains by the Southern
Railway—both vegetarian and non-
vegetarian.

He also disclosed that the first portion
of the Quilon-Ernakulam Railway from
Ernakulam to Kottayam would be opened
gcs);:é:rafﬁc in the first week of October

36. .
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He stated further that rice from
Tanjore area was being rapidly moved
out and that an increase of 207 over that
of the previous year had been achieved
and that outstanding requisition for
wagons at the end of Avgust was only
146 wagons as against 6292 at the end
of June 1956.

*

* *

Opening of Olavakkot Division on the
Southern Railway

The Divisional system of working was
introduced at Olavakkot from 24th Aug.
1956. The Division comprises Jalarpet-
Mangalore, Salem— Mettur Dam, Erode—
Tiruchi Fort, Coimbatore-Mettupalayam-
Qoty, Olavakkot-Palghat, Shoranur-
Cochin Harbour-Terminus, Shoranur-
Nilambur Sections. The transportation,
Commercial and Mechanical Branches of
the Divisional Office will for sometime
to come continue tofunction at Podanur.
Civil Engineering, Signal and Tele-
communication, Electrical Engineering
and Accounts Branches of the Divisional
Office are located at Olavakkot.

Claims for refund of freights and fares
and for loss, damage or non-delivery of
goods or parcels will continue to be dealt
with by the Chief Commercial Superin-
tendents, Madras and Tiruchi, as at
present, :

% st *
New Division on the Southern Railway

The New Royapuram Division was
inaugurated, on the S.Rly. on the 3lst
August 1955, with Mr, D. B, Patel as the
Divisional Superintendent.

* .

* B *

Role of Managers in Business Organisations

The ‘only test which Unilever applies
to determine a man's suitability to
‘enter managerial ranks is that of merit.
“There is no question of demanding a
particular social - or educational back-
ground”: The company provides ample
scope for men with the right qualities' to

- climb up from the lowest levels. Care

| iysf‘takre‘n to avoid any emphasis on-pri-
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vileged categories of manager-trainees,
The fundamental principle that is adopt-
ed for training managers is “training
should be tailored 1o measure, not ready-
made off the peg”. In other words,
training for all categories of managers,
starts on the job.

Lord Heyworth, however, makes: it
clear that the quality of the manage-
ment will inevitably be reflected in the
working results of the business. That
is to say, without good managers, it
is practically impossible to carry on a
business profitably. Speaking about the

needs of his company in this regard, he

says:

“As the business expands we shall
need more managers and the pattern
which is unfolding is one in which the
proportion of managers in relation to
the whole will continue to rise, and this
at a time when the competition to secure
the services of managers is everywhere
increasing, Therefore, we can never let
up. We must not expect the universi-
ties, schools and the technical colleges to
provide the answer unaided. We must
continually examine our methods of
recruitment and selection.  We must
take every opportunity to bring on an
upgrade of our own people from the
lower levels. We must all of us under-
stand the importance of training.”

Being on the threshold of an industrial
revolution, we in JIndia can cerive
conciderable profit = from TUnilever’s
experience in dealing with one of the
most important problems of industrial
organisation.

* * \ *

Surveys

A preliminary Engineering and Traffic
Survey for a Broad gauge line between
Tarapur and Bhavnagar has been sanc-
tioned by the Railway Board, This line
covering about 62 miles is expected to
reduce the distance covered for the
export and import traffic frum Abhmeda.
bad and- also facilitate movement of
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salt from Bhavnagar and of coal via
Bhavnagar. The new line is expected
to relieve the present pressure on the
Sabarmati and Viramgam transhipment
points, which would consequently be
-free to provide additional capacity for
other ports of the Saurashtra. :

* * *

Khadi purchased by the Indian Railways

Indian Railways purchased large-scale
quantities of Khadi, including bed-sheets,
table cloths, towels, napkins, Dasuthi
thick Blue Khadi ete. The total value
of the purchases during 1955-56 was
nearly 77 lakhs, or over 73 times that
of the previous year: l

The _value of non-khadi cloth purchas-
ed during 55-56 rose to 7240 lakhs from

Rs, 57°02 lakhs for the previous year.

Ganga Bridge Project

The targets laid down for the Ganga
Bridge Project during the first working
season from November 1955 to May 1956
were more than fulfilled in spite of heavy
handicaps like late-flood, chance-storms
etc. If the consignment of steel from
abroad reaches India in time, the erec-
tion of steel girders for the main spans
of the bridge may be commenced in the
slz%oﬁnd working season from November

* > ' *

French Team’s Report on Indian Railways’
Electrification

We have referred, in a previous issue,
to a team of French Experts who toured
the Indian Railways in connection with
the_ schemes of electrification of the
various Indian Railways. Their Report
was formally presented to Mr. G. Pande,

hairman, Railway Board, on the 31st
August 1956, At this formal ceremony,
Sri Pande said that the team had put in
very hard work and that the Report
would be most valuable in helping the

overnment of India in coming to final
decision on railway electrification.
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The team has expressed the opinion
that AC 50 cycles traction system would
be more proper for the Indian conditions
and substantially cheaper than the DC
system. It may be remembered that the
French Government not only placed the
services of this team at the disposal of
the Government of India but met the
Team's expenses on travel and stay in
India.

The decisions of the Railway Boardon
this Report are expected to be published
very shortly,

* * *

Wagon Deficit in India

The United States Government pro-
mised to supply India 8,700 goods wagons
under the Government of India-United
States Technical Co-operation Mission
Agreement. The wagon bodies are made
in the U.S.A. and the wheels in Japan.
3000 of these wagons for the Southern
Railway are being assembled at Madras
by Messrs Binnys Engineering Works
Private Ltd. in a factory which isabout
ten months old and whose ultimate capa-
city is to assemble 10 to 15 wagons a day.

The first formal presentation of the
wagon by the United States Technical
Co-operation Mission was made recently
by the Director of the Binny’s Engineer-
ing Works., Mr. Winfree, American
Consul in Madras, was also present at the
function.

* * *

Executive Vs. Finance

* That the Executive almost always
looks upou Finance as their opponent is
a well-known fact not only iu the Rail-
ways but on other spheres as well, where-
ever the proposals of the Executive are
required to be forwarded to Finance for
scrutiny and financial advice. This does
not, however, detract from the value of
Finance, and there is no doubt thata
tax-payer would always insist on a pro-
per financial scrutiny being made on pro-
posals made by the Executive, although
he may wishthat developmental schemes
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ete. should be pushed through quickly.
It is stated that even Mr. Winston
Churchill, while he was in Office as
British Prime Minister, was not all love
for Finance and that he humourously
expressed the view that Finance was an
inverted Micawber. Micawber wanted
something to turn up while Finance,
according to Mr, Churchill, wants every-
thing to be turned down !

% ) * 5

Management Accounting

The British Management Accounting
Team which visited the United States of
America, under the auspices of the
Anglo-American Council on Producti-
vity sometime ago defined the term
“«Management Accounting as follows :—

«Management accountancy is the
presentation of accounting information
in such a way _asto assist manage-
ment in the creation of policy, aid in
the day-to-day operation of an under-
taking.”

In a pamphlet issued by the Associ-
ation of Certified and Corporate Accoun-
tants, London, the Technical Research
Committee of that -Ascociation has
expressed the view that the future of
accountancy lies less in the development
of meticulous systems of recording and
verifying past events and more in look-
ing forward and constructing an instru-
ment, whereby management is able to
exercise some control over the future.

So far as the Railways are concerned,
Finance Branch and the Statistical
Branch are doing some part of - the func-
tions of Management Accounting, and
recently steps have been taken to estab-
lish Efficiency Squads on Railways. The
full object and purpose .of Management
Accounting cannot, however, be achieved
by these several Organisations. It would
be necessary to instal a separate Organi-
sation to deal with the “Management
Accounting aspect and the activities of
the Railways, both on the individual
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Railways and also in the Railway
Board's Office”. To a large extent the

Efficiency Bureau attached to the Rail-
way Board may take up the problems,
but it would be necessary to equip the
Efficiency Bureau with properly quali-
fied accountancy staff of proved ability
and initiative, so that the accounting in-
formation, that would be required to
assist Management in the creation of
policy and in the day-to-day operation
of the undertaking, may be collected
from proper sources, checked up with
analogus data obtained from different
sources, and dished up in an inteltigible
manner. ‘
® * *

Alarm Chain Pulling on Railways :

A recent review of the various inci-
depts on all the seven Zonal Railways
during 1955 shows that 87 percent of over
43 thousand cases were unjustified and
that the prosecutionsin these cases could
not be lodged in more than 137 owing to
lack of public co-operation. Eastern and
North-Eastern Railways alone have
accounted for nearly 607 of tHe total
cases. The Western Railway has, on the
other hand, got the lowest record of just
under one percent. It is Bihar that has
contributed mostly to the unauthorisec
use of these emergency Alarm Chains
and it is here also thai ticketless trave
has been very frequsnt. The Biha
Government and the Railway Boarc
have therefore, been discussing thest
matters and a campaign has been spon
sored in which students are taking initi
ative to guard public opinion against the
evils of unauthorised. Alarm Chai
pulling and Ticketless Travelling, Tw
Temporary additional Railway Magis
trates have also been sanctioned fo
Bihar to deal with such anti-sacia
practice. The North-eastern Railwa
has also recently blanked off Alarc
Chain operators on trains running ove
certain sections; leaving guards an
Drivers sufficient facilities to stop train
in an emergency. To educate publi
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sinion gther Railway Administrations

ave alsa launched publicity campaigns.
* * *

* “ Wagons Work Harder*

In order to increase the availability of
ragons to carry additional traffic during
1e Second Five Year Plan Period, the
sading and unloading times have been
at drastically and as a first measure
ailway Coal Wagons are allowed only
)7 of the normal free-period of 6 hours
e., the Wagons have to be unloaded
rit_hin 3 hours. In the case of other
ailway materials, the free-time has
2en reduced to 5 hours. Regarding the
‘ee-time for the public, orders are to
sue _shortly about the curtailment of
ree-time.
* * .k

New Locos for Indian Railways

447 new locomotives were added
iring the last Plan year, bringing the
stal in the first Five Year Plan to 1299
ew locos.As against this 777 steam locos
rere_taken off the line. On the lst
.pril 1956, 307 of the steam locos on the
ne were over-aged.

Out of 1299 new locos referred to, 43
erg diesel locos and seven electric locos,
* * * '

Metre Gauge Wagons

Meg,re gauge wagons in a *‘knocked
own” condition built by a British firm
re being received in Madras., 2000 of
lese have been allotted for the Southern
«ailway, against which 635 havealready
oen assembled by Messrs Binny Engi-
eering Works at Meenambakkam and
elivered to the Railway. o

* * Tk

Training School for Railway Security
Force

A Training school for Railway Protec-

ion Force was declared open by the

‘)'eputy Minister, Mr. 0.V, Alagesan at

iruchi, on the 1st September 1936.

«ssons are provided in Hindi, Tamil,

‘elugu and Canarese, In the course of
p !
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his opening " speech, the Dy, Minister
stated “ Now that we have obtained’
‘Swaraj’, and become masters of our own
country, every citizen should take a vow
not to steal Railway and other public
property and should not resort to ticket-
less travel”, The function was attended,
among others, by the Chief Adminis.
trative Officer, Integral Coach Factory,
Madras, the General Manager of the
Southern Railway, and Mr. Rama-
chandran, Additional Member, Railway
Board.
*

* *

Catering on long distance trains

‘Elsewhere we have reported that a
high-level Officer of the rank of a
Dy. Chief Operating Superintendent has
been appointed on the Southern Railway
to lock after the railway catering
arrangements on the Grand Trunk
Express. Obviously, this is due to an-
interpellation in the Lok Sabha recently.
Though it is very good for the Depart-
ment to be alive to the necessity of
rectifying deficiencies in the administ-
ration, still it is not abzolutely free from
doubp whether this particular defect
requires the whole-time supervision of
such a high level Officer. In fact, there
are other defects in the way which
can also be taken into consideration
simultaneously, particularly the limited
accomodaticn of the Dining Car which
is proposed to undertake three different
services viz.,, Vegetarian, North Style,
Vegetarian, South Style, and Non-
Vegetarian, - Tven a casual observer
would find that the kitchen of the dining
car is so small that it cannot undertake
the preparation of big menus., As such,
the mixing up of vegetarian and non-
Avegeta}rion menus in one and the same
place in a country where some scrupulous
men still exist, seems to be a point well
worth consideration. From all aspects,
it would be better if the non-vegetarian
kitchen is separated from the vegetarian
one. In fact the complaint of bad cater-
ing by the previous contractor on the
Central Railway must have been due to



192 THE RAILWAYV ACCOUNTANT Sep. '56

. imi i in Railway
i ical fact of limited space for suggestions for eqonorpy in _
Elﬁ?s wl/'(zxerlile?tlgcated nenu. Idt ii ho}[;ec'ilthat lﬁpazr v;o%(shlfp(s], l\){r %{1 OYf’a}[sh}; 1;{';11113“2:*;
he Special Officer and the Rallway - Ay J. Dy ALCOWL A
tauthoxl')ities both locally -and at Delhi BoardsOffﬁce. . " o
would bestow due attention to these The writer obtained ]eblpert’ ssion
atters of the Railway _Boa,rd for publicatio
" B x * the article in this Journal and owing 1o
" " the urgency and importance of this
Appendix III-A Examination 1956 article, the entire -arll(ile l;as St;;;ig
ements for the divisionalisa- published’ in one instalment. =
tioﬁr;??l%e various Railways are going. copies of tl}ls article are _also étdviett(l)lrabclﬁ
on briskly and there has been constant for sale, with the Malnagmg_ ! ‘ ,ost-
disturbance to work on the railways Re. 0-8-0 per copy, plus or1 mar ey iIthrd-
concerned, particularly the Southern, age of 2 annas per copy, plus g
Central and Western Railways. Process tion charges, if necessary. N
of divisionalisation or distribution of  The Issue for September 1956, 11(110 uxt.
accounts office staff and separation of jing this Supplement, is priced a
records are things which affect the Rs, 1-4-0 for stray indentors.
concentration on the part of the exami- * * *
nees on their' stuc.lies.. In fact, this Viva Voce Examination for Marginal
process of divisionalisation may also lead Candidates

ivi equest for grant of .
fo negativing any vt 3 A somewhat novel recommendation of

ave for preparing for the examination, . . .
}?1 v?ew 0112 tk?ese circumstances. we have the Special Committee of the Institute of

i 3 d, on
approached by many candidates for Chartered Accountants of Scotland,
?Zg?e:é)x?tringc the gz)sitiog to the authori- the examination and t}‘ammtg (Ejfhapgrf:(i
ties concerned to postpone the next exa- tices for the ) profession o i ar e;,‘ o
. mination, normally held in the 3rd week Accou.ntants, is that bordeff_- 1hne ?qtt n
of November 1956, to early in January dates in the final sections o ltdefw ritte !
1957, so that the students may have some examinations shogld be calle lorb o.rad
little peace of mind to study and prepare examination, the 1d'ea appalae_gtgr‘ Effm'2
themselves better to face their ordeal. that, if such marginal candl tz} es t }?é
Especially in view of the very large well in the viva voce examina }or:,d thi
failures in the 1955 examination and_ of should be.conmdered to have %iswet the
the rather rigid scrutiny of the applica- examination for qualifying as Chartere

tions for the next examination, tl}ose Accountants,

who take.the examination are .anxmug [Note :—The Reader’s attention is invited ir
't%rig?gft tblgerl?:le;}%rsis Jgﬁl} i? dt}:;irwﬁ?tle- this connection to our vi,e’ws at page 131995%1
‘l(fests ang in the interests of the Railway the ““Railway Accountant f?fm::;flus:o >
Administrations to afford them opportu- suggestmg viva voce as supple

nities which may be given without written test.
‘trouble.  'We hope that the.Fmanmal
Commissioner for Railways will sympa-
thetically consider the circumstances

explained above and do the needful in Regarding the very serious Rai

the matter. ‘ccident which occurred in the earl!

L i ’ ﬁ)cl;:;g %I;tthe 9nd Sep. 1956 on the metr

B Special Supplement gauge of the Central Railway betxl\;.eez

. ‘We enclose with this, as a special Jadcherla and Mahb%bn%gar tresi;lill]li?;
" supplement, an article written on certain in heavy loss of life, the Depu Y!

- Ed., RA]

* x *

Rail Accident near Hyderabad
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ter made s Statement in the Lok Sabha
on the 3kd Sep. 1956, The Statutory
enquiry commenced on the 4th Sep, 1956
cn the spot.

Imimediate action has been taken by
the Railway Minister to appoint a Com-
mittee of Engineers to inspect all Rail-
way Bridges on the Central Railway,
since many of them are known to have
been built nearly three decades ago. The
public are feeling anxious about such
accidents and would like to have an
authoritative assurance that all foresee-
able causes are fully considered by the
aforesaid - Committee, so that accidents,
whether on the Central Railway or on
other Railways, may not occur due to
preventable causes. It is hoped that the
enquiry would also tighten up measures
regarding constant supervision of lines—
particularly during dark nights and
monsoon weather,

In his speech before the Lok Sabha on
the 5th September, the Railway Minister,
Mr. Lal Bahadur Shastri, explained the
facts preceding the accident, in which it
was pointed out that there was a previous
breach at that spot on the 1st August
1956 and that after repairs, caution had
been imposed for all trains upto the 21st
of August 1956, He also mentioned
that during August, the Bridge had been
inspected frequently by the Divisional
Engineer downwards to the Permanent
way Inspectors cighteen times, and that
the running on this line had been regis-
tered on two occasions by Hallade Track
Recorder and found to be satisfactory.
He also stated that  regular monsoon
patrolling had been in force on this
section and that two bridge watchmen
Wwere keeping a regular watch on the
bridge in shifts.

The Statutory Enquiry is reported to

ave bgen completed and the Report
thereof is expected to reach the Govern-
ment very shortly. It is hoped that this
Will throw more light on the accident
and the remedial action for the preven.

tion of similar cases in future.
» L] ®
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. Finance Minister

Mr, T. T. Krishnamachari became
Finance Minister of the Government of
India from 1st September, 1956; but he
would continue to hold charge of the
portfolio of Iron and Steel,

This latter charge is one of heavy
spending, and to allow the Finance
Minjster to continue as a spending
Minister also is likely to detract from a
healthy controlling influence of the
Finance Minister over all spending
Departments, The Finance Minister is
not only the watch-dog of Government
Funds, and as such, distributes the Funds
to various Ministries in the Budget, but
he has also to keep a constant and vigi-
lant watch over the expenditures incur-
red by other Ministries. Hence, his
healthy influence over one of the heavy
spending Departments, (Iron and Steel)
is definitely weakened and it would
therefore be necessary in the interests
of sound finance to review the situation,

* * *

Indigenous Railway Coach

On the 14th of August 1936, the
President, Dr, Rajendra Prasad, turned
out the first coach from the Integral
Coach Factory, with indigenous parts,
compopents and sub-assemblies, comple.
ted there, After referring to the tho-
rough assistance and collaboration of the
Swiss and Indian workers, the President
referred to the amenities provided for the
workers., He stressed the need for build-
ing factories not only quickly but also
cheaply, and said: “I am glad to notice
in this factory, that we have not confin-
ed ourselves to any one country or any
one firm for the supply of the various
machines used here. They come from
different countries and they have been
taken, having in view their efficiency
and cost. If we depend on one country
ot firm for everything we need, we may
have to wait very much longer; and
perhaps because prices vary from country
to country, we may also have to pay
higher prices.” The President wanteq
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every worker to remember that he was
doing a great  work for the reconstruc-
tion of the country and made an impas-
sioned plea for promoting good relations
among the workers with a view to avoid
loss resulting from the cessation and
interruption of work.

Earlier, Mr. Sadagopan, the Chief
Administrative Officer, I. C. F.,, stated
that 1120 component parts of the coach

body shell had already been manufac-:

tured in the factory itself ; that 47 more

are also being attempted to be manu-

factured locally leaving only two more

to be still imported, A :
* * *

Pay Bill Frauds -

T.S. Krishnamurthi, a former employee
of the Southern Railway, was committed
by the Second Presidency Magistrate,
Madras on August 16, to take his trial
at the Sessions for the offences of forg-
ing, cheating the Railway of a sum of
Rs. 64,185-2-U and criminal conspiracy.
C. Kanniah, was also committed to the
Sessions for the offence of criminal
conspiracy.

The charge against the accused was .

that between May 22, 1952, and May 18,
1955 they entered into.a criminal cons-
piracy to fabricate travelling allowance
bills and supplementary bills relating to
the personnel of the Chief Engineer’s
Office of the Southern Railway and
after fabricating such bills, prezented
them at the Pay Office and obtained an
aggregate sum of Rs. 64,185-2-0, It was
further stated thaithe first accused, who
who was working as a senior clerk in
‘charge of the Bill Section, Headquarters
Personnel Branch, Southern  Railway,
falsified accounts and the second accused,

who was working as a peon in the same’

office, was a party to the conspiracy.
: * o7 .

Madras Institute of Management

~ An Institute of Management has been
- formed for the promotion and develop-
- ment of sound management in business
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and industry by encouraging apprecia-
tion and application of * good manage-
ment, philosophy and practice” in pursu-
ance of the recommendations of the
Planning Sub-Committees. This Institute
will have to play an important role in
the successful achievement of the targets
laid down in the Second Five Year Plan.
One such Institute for Madras is to be
inaugurated this month. Among the
Members of the Management Committee,

" headed by Dr. A. L, Mudaliar, is Mr. K.

Sadagopan, the Chief Administrative
Officer of the Integral Coach Factory.
- * . *

*

Improvements to Railway Running Rooms

Running rooms are provided at Stations
on the Indian Railway system for the
benefit of running staff like Guards,
Engine Crew, etc., who have to be con-
stantly away from their Headquarters
and rest at outstations before ,qnder-
taking return journeys. The question of
improvement to such running rooms

‘throughout the country and the formula-

tion of standard designs, equipments etc.
for them are being investigated by a
Committee of four Officers set up by the
Railway Board under the Chairman_shlp
of the Director, Traffic (Transportation).
The Members of the Committee are
already on a tour and will visit all zonal
Railways before submitting their Report.
*® * &

Chief Engineers’ Conference

A two-day meeting of Railway Chief
Engineers and Engineers in Chief (Con-
struction) with the Railway Board was
held at Delhi on the 5th and 6th Sep.
1956, at which various issues connected
with the execution of works on Rail-
ways during the Second Five Year Plan
were discussed. Measures to secure ade-
quate numbers of technical staff in time
to meet the increase in the quantum of
work progress were discussed.

The action initiated for the procure-
ment of basic materials like steel, cement
and other materials from indigenous and
foreign sources was also considered in
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detail ; similarly several technical issues
like welding of rails, speeds over turn-
outs, use of imported steel to specifi-
cations-other than the Indian Railways
or the British Standard specifications
were also discussed. The punctual com-
pletion of the works included in the
1956-"57 Works Programme was empha-
sised by the Chairman of the Railway
Board.

* * *
Assam Rail Link Stabilisation Committee

The Comimittee held its 3rd meeting at
Delhi on the 5th™ September. After
discussing the information so far obtain-
ed not only from the North Eastern
Railway, but also from actual inspec-
tions of the various places, a question
naire was issued to
bodies interested in the stabilisation of
the Assam Rail Link route, inviting
their views and suggestions,

* * *

Railway Officers to be trained in Japan

Thé Railway Board have decided to
send the following two Railway Officers
to Japan for a six months training in
Steel—Casting and for Technical Co-
%{ieration Scheme under the Colombo

an.,

Mr. B. L. Sehgal, Assistant Works
Manager, Production, N, E. Railway.

Mr., T. S. Rangaswami, Officiating
AM.E, Southern Railway. ~ '
* 3 *

individuals and.
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Concession Return Tickets

It is understood that Concessional
Return Tickets at one-and-three guarter
single journey fares will be issued this
year for first, second and third classeson
the occasion of Dasara, Diwali and
Christmas Holidays by all Indian Rail-
ways. These tickets will be available
for 14 days for completion of the return
journey. They will be issued from 1 to
14th October, 30th October to 4th Novem-
ber, and 15th December to 5th January
respectively. The stations should be
more than 150 miles apart; break of
journey permitted only on outward
journey.

* * ®

Dr. Appleby Report

The Lok Sabha discussed the Report
of Dr. Appleby on the 10th September
for 2 hours, and postponed detailed dis-
cussion to a future Session, :

* * %

1 Passenger Card Tickets

The Public Relations Officer, Southern
Railway, Madras, reports that owing to
non-availability of sufficient quantity of
card board of the required quality, it hag
not been possible for the Railway to
print and supply card tickets to all
stations in time and that therefore paper
tickets are being used in many places as
an emergency arrangement. He states
further that every effort is being made
to procure adequate supplies of Card
Board for restoring the position to
normal.

{ Continned from page 197)
Anti-Corruption Drive on Railways
Mr, Lal Bahadur Shastri, Railway
Minister, stated that Government had
accepted almost all the recommendations
of the Anti-Corruption Railway Enquiry
Committee and that these recommenda-
tlons were now being implemented.
*® * *

Estimates Committee
Mr, Shah Nawaz Khan, Parliamentary
Secretary to the Railway Minister, said
that Government had initiated action on

all the recommendations contained in
the 33rd report of the Estimates Com-
mittee, but that action had been finalised
only in the case of five items.

* * *
Implementing Recommendations of Important
Committees ‘

Mr. Shastri stated that the Efficiency
Bureau of the Railway Administration
had been asked to go into the recom-
mendations of all Committees on Rail-
ways with a view to implementing them
as far as possible.

Sov—
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Re-Distribution of Posts in Various Grades
of S. Ms. and A. S. Ms. on Indian Rlys.

The Deputy Minister for Railways
stated that the Government was con-
sidering an increase in the number of
posts in the higher grades. He also
stated that Government had not consi-
dered the demands made by the All India
S. Ms. and A. S. Ms, Assn,, in regard to
higher scales of pay asthe Association
was not recognised. He further stated
that, if possible, the matter would be
discussed with the National Federation
of Indian Railwaymen before imple-
mentation of the proposals.

L * *

+Import of Rail Cars
Mr. O. V. Alagesan stated during
question time that as there was no
arrangement to manufacture rail-cars in
India, orders had been placed with
Australia under the Colombo Plan to
import rail-cars,
) * ¥ %
Strikes on Railways
Mr. O. V. Alagesan stated that the
Government had decided to take a very
stringent view of the situation caused by
frequent strikes on Railways. Accord-
ingly, condonation of the strike period
would not be as lenient as before and
that the staff were warned about it. He
made it clear that it had been their un.
fortunate experience that the uniformly
conciliatory attitude adopted by the
Railway Minister in the past had given
rise to misunderstanding in certain
quarters. He also announced that the
“loss of Revenue incurred by the Indian
- Railways as a result of the recent strikes

on the Cezitral, South Eastern and the
Northern Railways was to the tune of
Rs. 40,00,000, ) ,

LOK SABHA

Air Conditioned Railway Offices in Madras

Mr. O. V. Alagesan, Dy. Minister for
Railways, stated that a multi-storeyed
air-conditioned building for the Southern
Railway would be constructed at Madras
in the compound of the present General
Offices Buildings in Park Town, at an
estimated cost of Rs. 48,00,000.

Mr. Lal Bahadur Shastri Railway
Minister, stated that the weather in
Madras being very severe, such an air-
conditioned building was necessary and
that this facility would be available both
for Officers and Clerical staff.

* * *

Association of Labour in Railway
Administration

Mr. Abid Ali, Dy. Minister for Labour,
stated that Railways were counsidering
the question of associating labour with
management through the formation of
Management Council: He stated further
that questions as to the precise scope and
manner of such participation were not
being considered.

L 3 * *

Incentive Bonus Scheme

Mr. O. V. Alagesan, Dy. Minister,
Railways stated that the incentive bonus
scheme in C.L.W, was working satisfac-
torily and that the Railway Ministry
wanted to extend this scheme to other
Railway Workshops and a Special Officer
was dealing with this question. He
further stated that the suggestion of the
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Estimates Committee that the system of
incentives bonuses prevalent on the
Western Railway be introduced in the
Indian Railways was being considered
by Government,

* * ®

Overcrowding in Suburban Railways

Mr. O. V. Alagesan, Dy. Railway
Minister, stated. that the staggering of
working hours was being first applied
to the Railway Offices in Bombay, Cal-
cutta and Madras, since this Ministry
could not compel any other Department
or Establishment to fix the Office hours
at a particular time, /

% * *

Privilege Ticket Orders for Central
Government Employees

Mr. B. N, Dattar, Minister for Home
Affairs, stated in the Lok Sabha that
the question of granting P. T, Os. for
Central Government employees going on
leave was being actively considered and
that a'decision would be communicated
within a few weeks.

* E 3 : *
The Metric System of Weights

The Rajya Sabha agreed with the
recommendations of the Lok Sabha to
refer the standard of Weights and Mea-
sures Bill 1956 to a Select Committee of
both the Houses, This Bill seeks to

establish standards on the metric system.
%, ' * *

Catering on Indian Raijlways

In reply to a complaint of bad catering
arrangements on the G. T, Express, Sri
0.V, Alagesan, Dy. Minister, stated
that the quality of food had improved as
compared with the food supplied before
the introduction of departmental cater-
ing. The Minister for Railways also
assured the House that he would look
Into the complaint but that from his
bersonal experience he found that gene-
rally the quality of food served in
refreshment rooms and dining cars had
definitely improved after departmental
tatering, :

* * *
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Increase in Production of Rly. Coaches

The Parliamentary Secretary to the
Railway Minister stated that the Govern-
ment had made arrangements for meet-
ing the requirements of 6156 BG and
4786 MG coaches of the Indian Railways
during the Second Plan period and that
the  Government were considering a
proposal to set up an MG Coach Manu-
facturing Factory round about Bareilly
in Uttar Pradesh.

He further answered a supplementary
to the effect that the cost of coach manu-
factured in the I.C.F. was Rs. 1,80,000/-
plus Rs, 60,000/- for furnishing, whereas
the cost of a coach manufactured in the
Hindustan Aircraft Factory was approxi-
mately Rs, 1,40,000/.

* * . *
Durgapur Steel Plant

An agreement with the U. K. Consor-
tium for the setting up of the Durgapur
Steel Plant would be finalised before the
15th September for which purpose an
official delegation is already in Europe.
This information was given by Mr. M. M,
Shah, Minister for Heavy Industries, in
the Lok Sabha on Ist September.

* % *
Manufacture of Railway Ceaches at Hindustan
Aircraft Factory

The Minister for Defence Organisation
stated that the plan was to extend the
capacity of the Hindustan Aircraft
Factory gradually to manufacture 300
integral type rail coaches every year.
A West German Firm would supply the
designs and necessary technical data and
would give technical assistance in plan-
ning the expansion of the factory, and
also in actual production work. It
would train some Indian technicians
deputed by _the Factory in its Works in
Germany. The Firm would be paid a
royalty on production. He stated in
reply to a further query that the Rail-
way Board had thought it fit to have
two consultants, viz, a Swiss Firm and

the West German Firm.
*

* *

(Continued on page 193)
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Direct Recruitment of subordigate super-

visory Officers for Indian Railways

At page 157 of the issue for 1956, attention
was drawn to the Railway Board’s decision to
recruit Chartered Accountants for training as
Accountants and Inspectors.

One of our Readers in the North feels very
much aggrieved over this decision and feels
that the prospects of every aspiring employee
in the Subordinate Accounts Service have been
blasted by this decision. Itis but natural that
a feeling of despondency should haunt the
minds of employees who have been just learn-
ing that they should deserve and desire and so
long as sincere attempts are made by them to
prove themselves more efficient by acquiring
sounder and more extensive knowledge every
encouragement should be given to them.
Among the handicaps they suffer from, are
mentioned the following:

(1) Non-availability of certain Codes like
the Code for the Accounts Department, Code
for the Stores Department and the Code for
the Traffic Depariment etc.

(2) Lack of training facilities.

(3) Non-existence of adequate relief for bona
fide examinees from their normal duties in the
Office which on the other hand are increasing

enormously.
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(4) Non-grant of leave to Examinees for
preparing themselves for the examination.

The Reader states further that when the
Board have deemed it fit to afford all possible
facilities to the probationers who are to be
recruited under the above decision by the
supply of Codes, imparting fraining through
officials and grant of a decent stipend during
the period of probation, it does sound natural
that employees who have already given their
loyal service to the Railways should have such
facilities given to them also.

There is no use of shutting our eyes to.
practical difficulties and to facts as they exist.
While it is very essential that fresh blood must
be infused into the administration occasionally,
still everything is lost by making the existing
staff take a hostile attitude.

Further, a certain percentage of vacancies
should alone be utilised for such direct recruit-
ment which is nothing new to the Railways.
It existed in the past, it went out later
and it is come back again in a different
form, to suit the present-day circumstances.
Everything should, therefore, be done by the
Administration to allay the fears of the exist-
ing staff that they are likely to lose tremen-
dously by the proposed direct recruiiment.

Mr. V. N. Singaravelu Mudaliar,

and was a very
tion Accounts.

0BITUARY

M.S.M. Railway died on the 30th July 1956.

He had served in various subordinate capacities on the ex. M. & 8. M. Rly.
intelligent Accountant with a clear knowledge of Construc-
He served as the Pay Master and Cashier for sometime before

retirement. We offer our condolences to the bereaved family.

Retired Pafr Master and Cashier, Ex.
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SPECIAL SUPPLEMENT

CONTROL OF REPAIR COSTS IN RAILWAY WORKSHOPS

(Containing Qutline of a System Designed for a Carriage Repair Shop)

By Yasn PaL Purr, MA., J.D., AC.W.A. (Loxpon}); Grap., LLLA. (LoNDON);
Member of the National Association of Cost Accounts (New York).

) Railway workshops are currently spend-
ing nearly Rs. 80 crores per’ annum on the
repair and maintenance of the rolling stock.
The Kunzru Committee (1947) had pointed
out that “it is possible to improve the out-
put of the (Railways’) mechanical work-
shops“to the tune of ‘25 by able advice
and vigorous management.” Obviously, an
annual outlay of the magnitude of Rs. 80
crores, offers a vast field
for the study of possible
economies, as measured in
terms of money and effici-
ency.

2. The extent, however,
to which repair costs can
be controlled in Railway
workshops, depends largely
on the degree to which
these costs can be measured
and analysed.  But control
procedures of measurement
and analysis can be in-
stalled only if there are
already in existence scien-
tlﬁc systems for the ascer-
tainment of repair costs.

Many Railway workshops, at present,
compute only an “ average cost of repair”
for the purposes of the Monthly Statistics
of the Railway Board. For this purpose a
month’s expenditure is accumulated under
a few headings (“Standing Work Orders ")
imd the total is divided by the number of
vstapdard ” locos/4-wheeler 'carriages etc.
repaired and sent out in the month. The
average thus obtained seldom turns out to

be a true index of a workshop's perfor-
mance. For one thing, even the expendi-
ture on which the ‘average’ is based is
often not the expenditure actually *incur-
red’ in the particular month: usually
there are substantial debits and’ credits
relating to the previous months which are
adjusted in the current month’s acecounts,
and conversely there are debits and credits
of the current month left
over for adjustment in the
following month’s accounts.
A further error is caused
by the presence of a vary-
ing amount of work-in- pro-
gress at the beginning and
end of each month. Since
the incidence of this factor
cannot be isolated readily
from a month’s activity,
the outturn adopted for the
purposes of ‘average’ is
the number of locos/carri-
ages etc., actually sent out
in the month. The out-
' turn, as such, includes the
work-m-progress brought forward from the
previous month and excludes work-in-pro-
gress left over at the end of the month.
It, thus, loses value as a measure of the
quantum of work done in the month.

oo

3. In the circumstances outlined above:
it is not unusual to come across ¢ averages’
according-to which a smaller job costs 20
times. more than a relatively bigger job in
the same workshop, or the repair of a



I THE RAILWAY ACCOUNTANT—SPECIAL SUPPLEMENT

‘standard’ locomotive costs Rs. 84,000 in
one month, and for no real increase in effi-
ciency, drops down to Rs. 24,000 in just
the following month.

At times it so happens that a backlog of
credits of a workshop for a month exceeds
even the total debits for the month and
we are faced with a curious situation of a
negative figsure as the ‘average cost of
repair ! ‘

4. Apparently, no control can be exer-
cised on the basis of statistics which do not
depict a real situation. In order to have a
plan of cost control in Railway workshops,
it would, therefore, be necessary to instal
procedures capable. of indicating what it
actually costs to_repair an item of rolling
stock. Simultaneously, there should be
brought into existence systemised cost and
statistical records which would indicate
whether or not the current performance
has been efficient, and in the long run, be
also helpful to the executives in. deciding
whether it is cheaper to repair an item of
rolling stock, or scrap it. :

5. Such procedures and statistics, in the
very nature of things, will have to be deve-
loped and improved upon by trial and
error. This is because repair costing is a
complex problem and has not received con-
centrated attention in the past. Further,
the procedures have got to be sufficiently
flexible and adaptable so as to suit the
‘needs of numerous Railway workshops
which vary in size and efficiency and whose
layout and ancillary facilities are also not
of equal level. :

The approach, however, to the problem
will become simplified appreciably if it is
possible to determine, as a guide, the objec-
tives of repair costing in a Railway work-
shop. :

rd
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OgJecTivEs ofF RepAair COSTING IN
RaiLway WORKSHOPS

6. In conformity with the observations
of the Kunzru Committee * on the subject,
our repair and maintenance records should,
in specific terms, be so designed as to

(a) indicate which types or makes of
rolling stock have a history of
high maintenance costs and as a
corollary, provide information on
when replacement costs less
than continued maintenance ;

(b) reveal types of repair work of a
periodical nature which might
lend themselves to preventive
maintenance and thus reduce
losses from operating inefficien-
cies; and

(c) suggest methods for reducing
repair costs and provide infor-
mation as to efficient and ineffi-
cient maintenance work.

7. In a broad sense, the achievement of
the first objective entails maintenance of
the repair history of each item of rolling
stock. In the case of wagons, however,
there are difficulties, other than multiplicity
of accounts, in maintaining individual his-
tories. One such difficulty is that under
the present arrangements the same wagon
may come back for overhaul to the same
workshop for ten years or more. In the
case of wagons, therefore, the next satis-
factory method would be to keep statistical
history of repairs grouped by age, type and
make of wagons.

8. It will, however, be observed that the
decision to scrap an item of rolling stock,
is influenced far more by what it will cost
to put it in a state of adequate repair than
what has been spent on it so far. It fol-
lows that the work involved in ascertaining

*Para 168 of the report of the Indian Railway
Enquiry Committee. .
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the total'repair cost to different items or
types of rolling stock is hardly justified if
this is the sole reason for obtaining it. An
estimate, with or without. financial concur-
rence, is therefore necessary for all major
repairs, which in conjunction with the age
and repairs record of the item of rolline
stock, can be utilised in order to ascertéi;
whether it is worth while incurring the
expenditure or not.

9. The second objective is concerned
with the eflicient planning of repair and
maintenance work, for once the regularity
of a repair is known from the cost records
it becomes possible to set up a schedule of
preventive maintenance work which will
reduce repairs due to breakdowns.

10. The realization of the third objec-
tive, viz., control over repair cost, is depen-
dent upon the comparison of actual costs
with estimates, provided that the estimates
are based on a reasonable standard of
efficiency in carrying out repairs.

11. It will, however, be readily apparent
?hat preparation of estimates for repair
jobs, is a problem considerably more com-
plex than estimating for standard manufac-
turing jobs. But it may be considered
that after a sufficient experience of main-
tenance service, a planned accumulation of
repair cost data and a scientific time-study
of the various operations, it would be possi-
ble to evolve “norms” and estimates against
which actual performance can be measured
and controlled. With the establishment of
analytical job standards, as visualised
above, it would be safe to presume thai
variations in expenditure which are caused
by tl_1e inevitable difference even in similar
repair jobs, are only slight so that an esti-
‘r‘nate can be wused as a satisfactory

average ” for ecomparison.

_ Some suggestions have been formulated
in the following paragraphs in regard to
plan{ling, controlling and accounting for
repairs, with special reference to the
requirernents of a carriage repair work-
shop,
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ORGANISATION OF THE RepAlr FuNCTION IN
CARRIAGE WORKSHOPS

12. In order to explain the necessity of
proper organisation of the repair function,
it would, perhaps, be useful to review some
of the prevalent practices in the carriage
repair workshops, in so far as the measure-
ment of the economy of repairs or replace-
ments by new parts is concerned.

In most workshops, the extent of repairs
required is settled by the chargemen in
the shops, who also notify the material
requirements to the Progress Office. If
material requirements are found ‘ gener-
ally” within limits, the chargemen are
authorised by the Progress Office to draw
materials from the Stores. Every charge-
man sends his own men to the Stores
Wards for procurement of the material.
A precise assessment, is not made of the
“time required” for the different jobs.
Actual time spent by workers is booked by
chargemen in time-sheets. Released mate-
rial is despatched to Stores in wagon-loads

at convenient intervals.

In the absence of a proper system of
scheduling, there is often quite a sizeable
proportion of coaches in workshops which
have been under repair for long periods,
whereas the standard time fer complete
overhaul is about 21 days, including 12
days for painting.

13. A pre-requisite of proper control, in
the circumstances, is the establishment of
a centralised organisation whose functions
and duties will, more or less, be as {ollows:

(i) Examination of the work to be
done on each part of the vehicle,
immediately after dismantling, so
that before the repairs are
undertaken, the  Mechanical
Department might be in posses-
sion of the true guide to the
repairs necessary, having regard
to the.fresh life =ziven to the
part concerned, or the vehicle as
a whole, after repairs.

(i7) Planning and Scheduling of repairs.
After determining the extent of

o
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repairs to be done as abave,
this organisation would send
repairable parts t¢ the respec-
tive shops for attention indicat-
ing also what repairs are neces-
sary, It would also give priori-
ty ratings to different items of
work, keeping in view the needs
of the jobs and the load on the
shops. As advance preparation
for replacements, the organisa-
tion would also draw up orders
for the manufacture of non-stock
items directly on the manufac-
turing shops.

(iii) Examination of the work methods
and scientific time-study of the
repair operations. The time
studies will enable the organisa-
tion to fix “time allowed” for
the various operations as well as
enable a comparison of actum
performance with that yardstick.

(iv) Stores Control. For all replace-
ments of stock items as might

be considered necessary after

the initial examination of the

vehicles, requisition would be
placed on Stores by this organi-
sation.

It would be the duty of this ergani-
sation to procure the required
raw materials from Stores and
supply them to shops in proper
time so that no jobs are held up
for want of material. Shon
serap would also remain in the
custedy of this organisation until
returned to Stoves.

(v) Maintenance of History Cards
(Exhibit B) in respect of the
carriages allotted to the work-
shop for repair and maintenance.

The History Card may have provi-
sion for-the following data:~—

{a) Cost of each overhaul classi-
fied. according te main sec-
tions of a coach.

(b} Period between
pverhauls.

successive
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(¢} Days coach remained in shops.

(d) Mileage run since last repairs,
and

{e) Cost of repair per mile with
reference to the mileage run
since last repairs.

Such an analytical data of perfor-
mance will enable the Adminis-
tration to judge which types or
makes of coaches are more
costly to maintain than others.
The excessive shopping time,
where occurring, will. also come
‘under, review of the Works

N Manager.

(vi) Development of preventive Main-
tenance Schedules, The initial
examination of the coaches
would bring to notice the frequ-
ency of repairs and replacements
of certain parts, Once the regu-

larity of repairs and replace-

rments 1s known it will become
possible to set up schedules of
preventive maintenance, which
will eliminate or reduce repairs
due to break-downs, :

14, The organisation, as visualised

abave, can be brought into existence, to &

large extent, by the rearrangement of the
existing set up in the workshop. The pro-
posed organisation should work independ-
ently of shop foremen and ‘should be placed
directly under the Works Manager. For
the sake of distinction we may name it as
the Forecasting Organisation.

INDEPENDENT EX AMINATION

15. Each coach received for repairs
should ‘be subjected to an independent

initial examination at the different stages.

of the dismantling of a coach, which will

be 1 —

(i) Stripping of the interior fittings.
including up-holstery when the

repair starts. {(The electrical
fittings will be removed as
hitherto by the  Electrical

Department working in collabo-
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.'|ration with the Torecasting
Organisation).

(it) Examination of the underframes
and bhogie details, vacuum
cylinders etc., after the coach

has been lifted.

(iii) Examination of the exterior and
interior body details, like doors,
windows, locks, panels, upper
and lower Dberths, partitions,
lavatory, floor, ceiling ete, and

(iv) Examination of the exterior and
interior painting including poli-
shing and renewal of roofing etc.

f

The results of the examination of the
work required to be done, will be shown by
this organisation in a Master schedule

(Exhibit A).

The Master Schedule will be prepared in
triplicate. One copy of the same will go
to Accounts, and besides being a quantity
estimate (analogous to the Standard Ope-
ration and Estimate Sheet) will serve as
a signal for opening a cost account. The
cecond copy will go to the foreman of the
carriage Repair shop and act as a guide in
regard to the repairs ete., necessary. The
third copy will remain with the Forecasting
Organisation which will also be responsible
for ensuring that the examination and
other operations are “ progressed” to meet
the flow of work and organisation of the
shops, ‘

There will, however, be provision for
any necessary revision in the Master
Schedule, which may be found necessary
during the execution of the work, but such
cases will be reported to the Chiel Inspec-
tor of the Forecasting Organisation for
authority to revise the schedule.

16. When sufficient experience has been
gained by the Farecasting Organisation, it
might become possible to evolve a form of
a Master Schedule in which will be pre-
printed the descriptions of the repetitive
routine items requiring renewal or repair,
as well as the repair operation involved.
It will then be necessary to enter only the
guantities against description of items
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under ‘Material Requirements’ and ‘time
allowed’ against various operations under
‘ Labour Requirements This will natuy-
ally save much clerical effort.

Staxparp LiMits oF WgaAr AND
SCRAPPING STAGES

17. In order to guide and control the
work of the Forecasting Organisation it
will be of first importance to fix definite
standard limits of wear and scrapping stages
as amount of work to be done, and thus
the expenditure involved, is governed hy
this factor. The fixation of such limits
will be the responsibility of the Chief”’
Inspector of the Forecasting Organisation,
in conjunction with the Chief Draughtsman
and Foreman concerned with the work.
Certain important limits may be fixed by
the Works Manager. '

In order to ensure further that only eco-
nomic * repair” work will be done at the
repair branches, the Forecasting Organisa-
tion will ‘he equipped with special apparatus
for readily disassembling parts which are
worn out and have to be taken apart for
repairs. This will ensure that practically
all scrap material is dealt with by the Fore-
casting QOrganisation.

This method will save transport, and
material for replacement will also be order-
ed earlier by the use of Master Forecast-
ing Schedules.

These arrangements also presuppose that
all the dismantled details will remain in
the custody of the Forecasting Organisation
until fitted back on the vehicles concerned.

18. A Colour Scheme may be adopted
in the Fitting Shops for dealing with all
coach parts going through for repairs.
Each detail may be marked with a definite
colour as it passes through the Forecasting
Organisation, indicating clearly the nature
of the necessary repairs, adjustments or
veplacements. With the adopion of the
Colour Scheme it can be assumed that
items in the shop or precincts which do not
carry this mark are being manufactured
for Stores stock. |
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The colour used and the raeaning of each
colour may be as follows: —

Red — Article to be scrapped.
Blue — Rectification.
Yellow — New detail required.
White ~— To be drawn or lengthened.
Black — To be pieced, closed, set
or jumped indicated by
separate markings.
Green — No repair required.
Under this system, information with

regard to requirements of new material for
repairs will be obtained early and the scrap
will be separated and disposed of at the
earliest opportunity,

EstaABLISHMENT OF CosT CENTRES

19. In order to permit the analysis of
costs as well as control of repair operations
it will be necessary to determine the points
at which control should be installed.- It
would, therefore, be the first duty of the
Forecasting Organisation to examine closely
the entire repair process and establish
clearly defined ““cost centres.” It would
be readily apparent that general classifica-
tions like ‘carriage repair’ and ‘painting’
etc. are far too broad for proper analysis
and control of expenditure. It would lead
to better efficiency and more effective.con-
trol if, for example, the operations carried
out in the Carriage repair shops are dis-
tinctly classified as °‘lifting,’ *attention to
vacuum brake,’ ‘ attention to cement and
tile flooring,’ etc., etc. Likewise, painting
can be further subdivided into ‘venetian
painting,’ ‘other painting, ‘lettering’ etc.
A list of “cost centres” according to
which expenditure of a carriage workshop
may be analysed, will be found in Exhibit
C (Cost. Sheet).

>~ 20. In order to facilitate accumulation
costs under these cost centres, it would
also be necessary to allot code Nos. to
them ; for example, the No. 001 may stand
for ‘lifting, 003 for-‘attention to vacuum

brakes,’ (cf. Exhibit C).

-
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VALUATION OoF ‘ REPAIRED’ AND
‘ REpAIRABLE ' COMPONENTS

21, Perhaps, the most knotty problem
which a system of repair costing will have
to face, will be in regard to—

(i) valuation of repairable parts
released from the rolling stock
received in the workshops, and

(it) valuation of the above parts at the
time they are issued to the
indentors after repairs.

22.. There are at least, 5 different
methods "in vogue at present in Railway
Workshops for the valuation of “ repaired”
and “repairable” materials. These are as
follows : — :

I. Released duplicates are brought on
the Stores ledgers at the cost of new

_articles less the estimated “ cost of repair,”

and the Chief Mechanical Engineer fixes a
schedule of “ estimated cost of repair” fox
the purpose. After repairs, the articles
are issued to indentors at the rates appli-
cable to new articles.

II. Released duplicates are brought on
Stores ledgers at scrap rates. After repairs,
the duplicates are accounted for in Stores
Jedgers at scrap rates plus the average cost
repair and are issued to the indentors at a
rate based on average of the values of new
and repaired materials.

IIT. Released duplicates are brought on
Stores ledgers at scrap rates, but after
repairs are issued to indentors as ¢ second-
hand,” at the scrap value plus the actual
cost of repair. :

IV. Released duplicates are brought on
Stores ledgers at scrap rates, but after
repairs are issued to the indentors at the
rates for new, irrespective of the actual
cost of repair, and : ‘

V. Released duplicates are brought on
Stores ledgers at 1/4 of the book rate in
respect of ordinary items and 1/3 of the
book rate in the case of carriage and wagon
brass bearings. Alter repairs, the articles
which are as good as new, are brought on
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the Storps ledgers as new and issued to
indentorssat rates applicable to new articles,
while others are issued at second-hand
beok value.

23. Perhaps, none of the foregoing pro-
cedures is sound enough in principle from
the point of view of scientific costing of
repairs. For one thing, these procedures
do not take into consideration the precise
effect of “ depreciation” on the repairable
duplicates, as distinguished from the ex-
pense involved in reconditioning and
repair, Procedures I and IV imply that a
reconditioned duplicate has as much “ life ”
as a new one and as such the former can
be issued to the indentors/at the rates for
the new. Procedures II and III (and also
IV) presume that a repairable item —
whatever the extent of repairs required or
the useful “life ” still remaining — is prac-
tically worth only the scrap value of its
metal content. The inequity of this proce-
dure will be quite clear from the fact that
a Rod Piston costing about Rs. 150 and
needing only a few rupees worth of
repairs, is required to be returned to
Stores at the scrap rate of only annas
seven.

24. ‘There are some other specific draw-
backs also in the foregoing procedures.

Procedure 1.

() In a large number of instances, the
material originally classified as ‘ repairable’
is eventually scrapped when sent to manu-
facturing shops for repairs. This feature
renders accounting difficult under this pro-
cedure.

(1) Statistics necessary in order to
arrive at a standard estimate of the cost of
repairs of each and every one of the
thousands of articles, are difficult to com-
pile. They also necessitate employment of
special staff for their maintenance, making
the procedure costly to operate.

(iii) The issue of repaired parts at the
tost of new articles adversely affects main-
tenance costs and reflects a fictitious posi-
tion in the statistics of expenditure incurred
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in maintenance and repair.
applies to procedure IV).

(This also

Procedure II.

(iv) Averaging out of the value of new
and second hand repaired articles, results
in the former being issued at rates less
than the average purchase price while the
latter at rates more than the scrap value
plus the average of repair. This is appa-
rently not realistic.

Procedure III.

(v) As the cost of a job is not available
immediately on its completion, some -sort
of approximation becomes necessary which
in turn involves adjustments at a later
stage with a risk of confusion.

(»i) Additional accomodation is neces-
sary for each class of items reconditioned,
for which new duplicates are stocked, as
they cannot be kept in the same bins. And
additional storage space is not a strong
point of most of the Stores depots. The
procedure also necessitates maintenance of
separate stock cards for second hand items
which involves extra work. As in most
cases there is no difference between the
physical appearance of new and recondi-
tioned duplicates, it also becomes necessary
to mark the reconditioned duplicates in
order to distinguish them from new ones.
All these factors make this procedure costly
and cumbersome,

(vii) Another notable drawback from
the point of view of repair costing, may be
cxplained with the help of an actual
example. A Plunger Buffer 13" costs about
Rs. 175 while its scrap value is less than
Rs. 2. It costs on the average Rs. 25 to
repair a Plunger Buffer, so that when
repaired, the item will become worth Rs, 27
(ie. Rs. 2 scrap value 4 Rs. 25 cost of
repair). Now, the repair cost of a coach
on which has been fitted a new Plunger
Buffer will obviously be more to the tune
of Rs. 148 (Rs. 175 minus Rs. 27) in res-
pect of one item alone as compared with
the repair cost of a coach which has been
fitted with a repaired Plunger Bufler.



VIII THE RAILWAY ACCOUNTANT—SPECIAL SUPPLEMENT

There are always scores of new and repair-
ed items involved in the overhaul of a
coach, while hundreds in the case of loco-
motives. In the circumstances, the repair
cost statistics compiled under this pro-
cedure, become unsuitable from the point
of view of comparison with other periods
and other workshops.

Procedure IV.

(viii) According to this procedure,
repairable material is drawn by workshops
from Stores at scrap rates, and after repair
is returned to Sfores at rates for new,
(irrespective of the actual cost of repair).
This results in the accumulation of large
amounts of credits in the Manufacturing
(W. M. S)) Account. In some workshops
these credits range between 1 to 2 lakhs
every month. These enormous credits-are
adjusted to Final Heads of Accounts and
evidently lead to a good deal of distortion
in costs.

Procedure V.

(ix) This procedure indeed gives a slighst
recognition to the effect of “ depreciation”
on parts inasmuch as repairable articles
are brought on Stores ledgers at 1/4 of the
book rate in respect of ordinary items and
1/3 of the book rate in case of carriage and
wagon brass bearings. But this procedure
is open to the objection that it leaves a lot
of room for manipulation in fixing the price
of the repaired articles, because classifica-
tions of repaired articles as second hand
and “as good as new ” is largely a discre-
tionary matter.

A PoSSIBLE SOLUTION

25. After having arraigned the existing .

practices, it becomes necessary to answer
the question: What alternative method o,f,
- evaluating “repaired” and rep‘airab@e
‘duplicates will meet the peculiar require-
“ments of a system of repair costing? Con-
- sidering the fact that in a loco workshop
alone there are about 15000 different types
of duplicates to be dealt with, and the ex-
_ tent of wear and tear in each of these dupli-
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cates is different, the answer, oddly enough
is, that no scientific, or even satisfactory,
formula can bhe found for the required
evaluation. A more practical approach in
the circumstances, would be to control the
very cause from which this problem arises,
namely, the return to Stores of released
material for its repair later on in
“economic batches”. A question then
arises: Is the * economic batch” a realistic
proposition for the requirement of repair
workshops, and should the * repairable”
materials be sent to Stores?

One may venture an opinion in this
connection that the expression * economic
batch” has a more practical significance
in the manufacturing jobs where the
turret and automatic lathes require a good
deal of setting time which must be exploit-
ed to the fullest extent. The repair jobs,
on the other hand, are rarely alike, and as
such not always capable of being mass-
produced. In these circumstances, if the
released duplicates are repaired in the shop
itself and put back, so far as possible, on
the rolling stock from which they were
disassembled, with only the unserviceable
parts going to the Stores as scrap, the pro-
blem of evaluation can be reduced to neg-
ligible dimensions. For such of the few
repairable items which, per force, must be
returned to Stores, one or other of the
existing methods might be adopted, for if
the number of items to be evaluated is
reduced to the miniinum, the respective
drawback of the evaluation procedure will
not have serious repercussions on repair
costs of the rolling steck. .

28. It is also necessary, at this stage, {0
consider some of the notable drawbacks ¢l

the system of carrying out repairs to dupli-

cates in ‘ economic batches’.

(i) Under this system, Stores are requir-
ed to maintain an equivalent number of
new parts for all the repairable ones re-
ceived. This results in locking up of the
capital beyond what is warranted by the
situation as well as in an artificial shortage
of serviceable parts,
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(i)) Thd system has made store keeping
aud accounting rather cumbersome. Much
effort is involved in the respective pairing
of the Issue Notes and the Advice Notes
as well as in the posting of the priced and
numerical ledgers.

(iti) There is a considerable amount of
handling involved in sending the repairable
parts to the stores, drawing them for repair,
sending them back to the Stores after the
repairs and redrawing them for consump-
tion on a particular job. )

(iv) The system removes the supervisors
end craftsmen from the realities of ‘ repair-
ing’” the rolling stock., Rather than
* repair,” “ re-assembly ” becomes the key
note of repair activity.

27. On the other hand, the proposal in
regard to linking of repair on parts to the
‘epair accounts of the individual coaches
1as certain distinet advantages :—

(a) Such a system will bring under
regular review of the Forecasting
Organisation of the Workshops

i the recurring faults indicative of
weakness in design as well as
the question of abnormal wear
and tear of parts. It will also
afford an opportunity of review-
ing the methods of repair and
fixing the physical limits of the
work to be done.

(b) In conjunction with labour and
material requirements specified
by the Forecasting Organisation,
the system will permit of con-
necting the cost with the actual
work to be done, so that only
the economical repairs will be
undertaken.

{c) Last but not least, this system will
reveal to the Forecasting Organi-
sation the repairs which take

- place at regular intervals. Thus,
it will be possible to evolve pre-
ventive mainienance schedules.

28. Mention may also be made of the
et that not all Railway Workshops,
feturn the dismantled, repairable material

2

‘price.
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to Stores, In some, the practice is dic-
tated by a gencral paucity of new and
repaired. parts, which compels them to
repair the dismantled material and put the
same back on locos/carriages, etc. being
overhauled. In others, it is due to a local
“tradition”. This practice, it mayv be
stated, hardly causes any detention to the
rolling stock.

29. Incidentally, for a different Teason,
the practice of returning repairable mate-
rials to Stores has very unfavourable
repercussions on the average cost of
repair, computed at present from the
financial accounts. Under the present
accounting rules, credit for all material
released from the rolling stock, is required
to be given directly to the Final Head of
Account, * Credits for materials released
from works charged to Ordinary Revenue ”
instead of to the work orders pertaining to
repair and maintenance. (This is doneo
with a view to facilitating hudgetary fore-
casts, as credits for released materials are
excluded from the scope of the Demands).
In such of the shops, therefore, where the
practice is to return all repairable mate-
rial to Stores, an artificial exaggeration
takes place in the repair and maintenance
costs — there are all debits for the parts
obtained from Stores and no relief for the
materials returned to Stores.

30. In order, therefore, to make the
repair cost accounts a true index of acti-
vity, it appears necessary that only scrap
should be returned to Stores and not the .
repairable items. The credits for scrap, so
far as possible, should also be given to the
repair cost account of the loco coach, ete.
concerned. This system will ensure a
hetter contrel over scrap material, which
in the case of certain ferrous and non-
ferrous items in these days, carries a highes
value than even the original purchase
These credits should further bhe
linked, on a test check basis, by Accounts
with the entries for scrap given in their
copy of the Master Schedule.

31. The coloured markings as already
suggested (red in the case of scrap) will
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considerably facilitate the identification of
the.coach concerned as the markings will
be in the shape of the individual.number

- of the coach. Small items may be credited

to overheads,

Repair CoOSTING SYSTEM :
SonE CONSIDERATIONS

32. In designing a suitable system for
costing of rvepair to coaches, it would be
necessary to consider first,
arrangements should cover each c¢oach
individually or the coaches should be
“grouped ” for the purpose. A

In this connection we can, perhaps, draw
upon the experience of an Indian Railway

whether the
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workshop where some sort of costing sys-
tem is already in existence. For the pur-
pose of costing, this workshop has divided
the coaching and goods stock into about
70 and 40 “classes” respectively. These
“classes” correspond to the standard
classification of coaches and wagons already
in vogue on Railways, eg., FCS, WJFC,
FCSTLQ, T ete., for coaches, and CRA,
BFR., OT, PT etc, for wagons. Every
month a cost sheet is opened by this work-
shop for each class of carriage/wagon and
the charges incurred in a month on all the
carriages/wagons ‘of a particular “ class”
are booked on the appropriate cost sheet
Following are some of the typical result:
thrown up by this system :-—

August '35 Septernber '55

July ’35
Description of
class
Expenditure Qutturn Expendituce Outturn Expenditure Qutturn
Rs. Rs. . ) Rs.
COACHES
FCO 14,230 1 8,648 1 1,941 3
~ S - 15,286 2 2,276 1 8,766 2
GNT 567 Nil 8,405 1 12,733 NilL
YT ) 1,414 Nil 1,350 Nil 1,163 . Nil
YTR 2,191 Nil 1,673 Nil 1,347 Nit
YTLZZ 4,472 Nit 6,031 Nil 4,976 Nil
WAGONS
CMR 61,170 24 £6,176 T4 40,547 52
oT . 10,923 16 5,094 15 4,841 21
PT 17,528 58 11,949 42 4,427 57
RS | 57 Nil 5,281 Nil 1,905 ©o
CRA 14,933- ) 2,851 1 1.213 Nit

~33. It will be observed from the above
data, that there is no relationship between
the amount of work done, and the expendi-
ture incurred from month to month against
‘each “ class.” For example, while it costs

. Rs, 61,170 to repair 24 wagens of C.M.R.

“class i July 1935, the cost of repair of 52

~wagons of the same class in September
- 1955, was only 40,547; that is to say, the
cost of repair per wagon was as high as
-Rs. 2500 .in ‘July 1955 and dropped down

to Rs. 800 in September 1955. Positions
like these, as indicated by the foregoing

data, are obviously untenable, It is also
noteworthy that outturn against some
“classes ” is Nil, while there is a lot of
expenditure booked against them.

34. The factors leading to . the abov
Jner{txoned situations under “class-wise’
costing of repairs, are as follows :—

(1) There is a large and varyin
amount of  work-in-progres
(vehicles under repair) at th
end of every month. Under the
above system, the accounts have
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“t got to be closed at the end of
* every month and this in turn
automatically snaps the link
. between the expenditure on
work-in-progress at the end of
a month, with the expenditure
incurred in the following month.
And without the isolation of the
element of work-in-progress both
at the beginning and end of a

month, it is not possible to say,

what it has actually cost us to
repair a vehicle. Thus the co
figure of Rs. 2,500 per C.ME.
wagon in July 1955 and Rs. 809
in September 1955, are evidently
both unrealistic.

(i1) Cost Sheets have got to be opendc
for every “class” of carriages’
wagons  undergoing  repairs,
although there might not be any
carriage/wagon of the “class”
sent out in that month. In such
cases there appears Nil outturn
against expenditure. (In nearly
half the number of cost sheets
opened in a month in this work-
shop, expenditure is booked as
incurred with no actual outturn).

It is evident, in the circumstances,

that * class-wise ” costing is not
capable of giving a realistic idea
of the cost of repairs, particu-
larly on account of the element
of “work-in-progress.” This is
true whether the “ classes” are
determined according to the
standard classification for vehi-
cles already in vogue, or they
are determined according to

‘ some other criteria, such as age,
type, make, etc.,

35. Consideration at this stage may also
% given to the following likely drawbacks
f “ class-wise ” costing.

(i) It is a common knowledge that two
coaches of the same ‘class’
(even when they are put on the
line on the same date), would
undergo different amount of
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wear and tear if one of them is
attached to the rake of a branch
Line train and the other to that
of a long-distance mail train and
would as such need different
extent of repairs. It would there-
fore, be unrealistic to aggregate
the expenditure on such coaches
and average the same out for
finding the cost of repair per
coach.

(i) If records are related to “classes”
only, one of the main objectives
of repair costing, namely the
prevention of uneconomic worl
would be missed. This objective
can be achieved only through the
initial examination of a coach
received for repairs and the
maintenance of unit records. For
this purpose, it is essential that
the actual cost of reconditioning
a coach should be known in
order to fix physical limits when
replacement, as distinct from
repairs, became economical.

36. The answer to the problem, there-
fore, is the introduction of an arrangement
for the costing of repairs to cvaches indi-
vidually. In bigger carriage workshops,
Rowever, which overhaul between 50 to 100
coaches every month, this arrangement
would mean the opening of an equal num-
ber of cost accounts every month, with the
risk of some confusion in the allocation of

charges. In view of that a simplification is
suggested  against the undermentioned
background.

If a serutiny is made of the ‘serial num-
bers’ on carriages called in by a workshop
in any month for carrying out the periodi-
cal overhaul, it will be found that these are
often contiguous. This is due to the fact
that in many cases a sizeable portion of a
particular rake is called in for overhaul at
one time, and many of the coaches in the
rake belong to the same ‘eclass’ and also
had been put on line on the same date.
Since all such coachss have bzen subjected
to the same amount of wear and tear, we

>
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can have ong Cost Sheet for costing of -

repairs to all such coaches.

317. These Cost Sheets should not, how-
ever, be closed at the =nd of a month but
should remain open until the expenditurc
pertaining to the last coach in the “group”
has been booked. The total expenditure
on the cost sheet can then be divided by
the number of coaches in the group and
cost per coach obtained for the purpose of
posting the information in the Coach His-
tory Card (Exhibit B). = With the help of
this Card and the advance estimate of
repairs it will be possible to achieve the

objective “ whether it is economical to

repair the coach or scrap it”.

38. It may also be pointed out at this
stage that out of every 100 coaches allotted
to a workshon for repairs, nearly 60 will be
found to belong permanently to definite
rakes. It would, considerably assist the
‘calling in’ program and the costing
arrangements if the rakes are so reconsti-
tuted that as many coaches of the same
type or age as possible, come under the
same rake,

- Further as it takes cn the average about
21 days to everhaul a coach’as many cost
sheets will be closed as opened every month

under the proposed arrangement and there
will thus not be substantial chances of con-
fusion in bookings on account of a multi-
plicity of cost accounts being in operation.
The initial examination and estimation,
which will be integral parts of the indi-
vidual repair, costing, will to a great extent
promote the ascertainment of more accu-
rate costs, because incorrect charges will
be readily located.

39. As regards addition in gquantum of
work under the proposed costing arrange-
ments, mention may also be made of the
“fact that many Railway Workshops are at
present maintaining separate work orders
in financial accounts for the job costing of
components, even where the total cost of a
work order is less than Rs. 500 (cf. Group-

. ing Work Order). Certain big locomotive
 repair shops are manufacturing about 16009
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different types of components in respect
many of which there are several repe:
orders in a year. Besides these 160!
components, the shops also undertake
very large number of “Repair"” orders fc
repair {o serviceable parts in “ economi
batches” which are also repeated sever:
times over in a year. It would, thu:
appear that the number of cost sheets tha
will be opened under the proposed arrange
ments, would indeed be a very small affai
as compared to the job costing of compo
nents.

‘Work ORDERS

40, .In order to collect and analyse
repair costs it would be necessary to deve-
lop a three-barelled work order code. Tle
first portion of the work order should indi-
cate the Final Head of Account to which
the charges of the coach under repair

“would he booked, e.g., C 2121 for periodica!
" overhaul to passenger carriages; C 2131

113

for periodical overhaul to

other coachin:
vehicles 7, ete.

The second portion of the work order
should consist of the code allotted to the
cost centre, e.g. 001 to lifting, 003 to
¢ attention to vacuum hrakes’, etc.

The third portion of the work order
should indicate the actual No. on coaches
under repairs. Where two or more coaches
have been grouped together for the pur-

- pose of costing, the serial number on one

of the coaches in the group, need only be
given in the work order with a suitable
symbol to denote the group, for otherwise
the work order No. is likely to become &
little unwieldy. A full work order No. like
C 2121/001/1982, would, thus, represert
the periodical sverhaul carried out to coacn
numbered 1982 by the “lifting” gang.

ConpiLatioN or Costs

41. Repair Cost would be collected on
Cost Sheet (Exhibit C). Following is &
general description of how the wvarious
charges will be posted in it. '
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Lasour

The Time Sheets after evaluation, would
be sumarised on a classification form by
the Workshop Accounts Office. One classi-
fication form would be prepared for each
of te wvarious shops, namely, Carriage
Repair, Carriage Building, Fitting, Wagon
Machine, Smith, Saw-mill, Mill Wright,
Paint, Toolroom, etc. etc. The charges
would further be analysed in the classi-
fication form in such a way that informa-
tion is readily available in regard to labour
spent in each “ cost centre” on each work
order. Thus it would be possible to ascer-
tain with the help of the foregoing analysis
how much labour was spent in a particular
shop, (say, Carriage Repair) in a parti-
cular cost centre (say lifting) on a parti-
cular coach or group of coaches.

All the labour charges incurred on
repairing a coach/group of coaches, duly
analysed according to cost centres would
then be abstracted by the Workshop
Accounts Office and furnished to the Cost-
ing Section for posting under the column
“ Direct Labour” in the appropriate cost
sheet. In this manner the labour charges
would stand reconciled with the financial
accounts even before they are posted in the
cost sheets.

.

MaTgrIALs ™

The stores charges would also be sum-
marised on a classification form. This work
would he done by Costing Section itsell.
In order to facilitate reconciliation between
financial and cost accounts, there would be
one classification form for each Stores
Ward (as against one classification form for
each shop in the case of labour charges).
The stores charges would further be ana-
lysed date-wise, work order-wise and cost
cenire-wise. The stores charges, so ana-
Iysed, would be reconciled with the similar
charges appearing in financial accounts,
before they are posted in the appropriate
column in the cost sheet.

" Information in regard to other stores
adjustments as well as debits for materials
which have .been delivered directly to the
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shops and have not passed through Stores,
would also be collected by the costing sec-
tion from the Workshop Accounts Office
and posted in the relevant Cost Sheet.

OVERHEADS

In the financial accounts, shop and gene-
ral oncost charges are levied on standing
work orders at predetermined rates. The
shop and general oncost charges would be
aggregated for each shop separately in
order to work out a unified rate of over-
head per rupee of direct labour. These
overhead rates would be multiplied with
the direct labour charges appearing against
each ‘cost centre’ and the amount posted
under the column “over heads” in the-
Cost Sheet.

“Misc. pEBITS ” appearing at the bottom
of the cost sheet would comprise the fol-
lowing : —

(a) appropriate share of “Under-
charges — Manufacture and
Repairs” debited to final heads
C 2128 and C 2138.

(b) appropriate share of charges
| relating to returning of wheels,
where there is a separate wheel
park and repair charges to
wheels and axles are accumu-
lated under a separate standing
work order.

(e) other miscellaneous debits.

“Misc. creprts ¥ would likewise com-
prise the following :—

(a) Materials — scrap or otherwise —
returned to Stores.

(b) Appropriate share of *Over-
charges — manufacture and
repairs ”’ credited to final heads
C 2128 and C 2138.

(¢) Other miscellaneous credits,
.Cost REPORTS

42. In the Cost Accounts Section the
completed cost sheets would be linked with
the connected “ Master Schedule ” in order
to see that the bookings on account of
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. labour and material are not excessive. All
the palpable excesses would. be settled by
the Cost Accountant at weekly meetings
with the Chief Inspector of the Forecasting
Organisation and the Foreman concerned.

-43. The information in the Cost Sheeis
would be further summarised under the
following heads : —

Repairs to
Body
Underframe & Bogie
Painting, and
Miscellaneous.

44. A fortnightly report embodying the
above information would be sent to the
Chief Inspector of the Forecasting Organi-
sation who would get the information
entered in the. respective Coach History
Card (Exhibit B) and submit to the Works
Manager, the statement received from
Costing Section, along with the connected
History Cards, with comments where
necessary.,

All the excesses about which the Cost
Accountant does not feel satisfied, would
also be brought to the notice of the Works
Manager by making a special mention of
the same in the statement mentioned

above.

45. A report on the performance on
completed work would also be submitted
weekly by the Cost Accountant to the
Works Manager and the Foreman con-
cerned. This report would show the actual
to estimated hours spent on the repair of
carriages. A summary report showing the
year to date figures may also be prepared
quarterly. These reports can be used as a
gauge of efficiency and as a basis for fur-

ther investigation of performance of differ-.

ent shops, and, it is hoped, would serve to
{foster 'a friendly spirit of competition
.. among different shops. :

CONCLUSION

46. The plan of cost control as set up
- _in this paper, seems to represent the mini-
_mum requirements of the Railway Work-
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shops. Its details can be refined further
only after practically working it for some
time in a specially selected workshop. The
analysis of repair costs as proposed, will
track down the causes of high costs like
faulty layout of shops, inefficient handling,
wrong work methods, etc.  In the sphere
of the Railway workshops, this procedure
will perhaps, be the first step towards the
adoption of a system of Managerial Con-
trol, as recommended by the Indian Rail-
way Enquiry Committee (1947). This will
be achieved by the development of Flexible
Budgets for the workshops by the segrega-
tion of controllable expenditure from the
uncontrollable expenditure.

47. 1t is anticipated that the adoption of
proposed repair costing and planning proce-
dure, even in its present bare outline, will
lead to certain readily discernible advan-

tages which will far outweigh the addi-

tional clerical and technical effort involved.
For example : :

(1) There will be a closer control over
expenditure, as a definite con-
nection will be created between
“ expenditure” and * perform-
ance ”, as distinct from just the
repairing of a vehicle.

(2) Reliable data will be available in
regard to the programme of
work for each shop. This will
help in the effective ‘progress-
ing’ of repair jobs. Thus, de-
tailed work will be completed to
scheduled time, and delays to
vehicles will be prevented.

(3) Under the. centralised control of
the Forecasting Organisation,
new parts will be requisitioned
early and provided in the sche-

- duled time. The delay to the
rolling stock, arising out of non-
availability of parts, will thus be

* reduced to minimum.

(4) Recoverable material will become
‘available for disposal at the
preliminary stages of examina-
tion and not bit by bit in each

shop. This will result in a

tighter control over the released
' material as well as in its cheaper
collection. -

{5) Proper supervision and control
will be ensured on the part of
the Works Manager. This in
turn will be made capable of
measurement, comparison and
justification.

(6) The system will increase the abi-
lity to forecast expenditure in
relation to the budgetary con-
trol of outlay in workshops.

(7) Wasteful expenditure on recondi-
tioning parts will be prevented,

?
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where new articles can be pro-
. vided with greater economy.

(8) Unnecessary replacements  will
also be prevented as the stan-
dardised limits and gauges will
settle the extent of work to be
done.

(9) Designs of details and abnormal
wear of parts will be under
regular review.

(10) Last but not least, the comparative
figures of cost and performance
will be an invaluable guide to
questions of designs in new con-
struction work,
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©  EXHIBIT B : , ""‘ _ Exumit C
REVERSE ) . : COST SHEET OF REPAIRS TO COACHING STOCK
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POH . ;daysin| Ref. E Under ! . ' ete. used Code Cost ceatre - Lab { Overhead | Mat o Total
| | | : : g 2 R i
Due In Qut | | Shops cg;t | Body | frame Paint | Misc. Total & other . , abour ‘ ver e‘i ateria
i ; Alc & Bogie repairs L ; i
1 ! . carried out ; Re. Re. Re. ] RS,
\ j Carriage Repair Shop 5
]
f’ ) 001 Lifting' ) ‘
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i - ’ 003 - Vacuum Brake s -
i . 004 Doors ;
} ! l 005 Venetians
i ) ’ ce6 Other Carpentry |
! ' 007 Locks and Iron Fitting 3 ‘
o €08 ! Wheels and other Machine work !
E 009 . Cement and Tile Flooring . i
! 010 Rivetting H
f | o1 | Painting under frame and Bogie I
- : | 012 Greasing | |
. - , , | ) |
Lignt Bepatrs ‘ Carriage Building Shep 1 % .
t ‘ o I 014 Markg. preparation, Assembly wood work :
A | ‘ . doors '
; : 015 Misc. Fitting Copper and Tin
: 016 Cement or Tile Flooring 1 -
,[ 017 Venetians : N
i § 019 Canning ; |
! . } :
’ Paint . : 5 \ -
i ; .
| S 022 . Venetian painting . 1
i ‘ 023 Other Painting !
| 1 024 . Lettering l
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o ‘Nore -1, Approxlmate mzleage in the case of coaches attached to “rakes” will be worked out as follows: M kC di
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‘a7 " by the rake X monthsin a traffic since last repairs,

Appronmate ‘mileage in the case of other coaches will be: Esnmated average of mileage covered S e . Total
.in"a month by a particular category of coaches X months in traffic since last repairs, .

3 A record of mileage in the case of ccaches with roller bearing is aXready requlred to be maintained,
‘ whtch can be adopted.
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"j_ " IMPORTANT

ENROLMENT OF SUBSCRIBERS

Subscribers who are obliging their friends
by making available to them their own copies
of the Journal are requested to induce their
non-subscriber friends to enrol themselves and
poussess their own copy. This is the best way
of making everyone realise the necessity to
make the publication a success. Every subs-
criber should make up his mind to augment
the Subscribers® List by at least two more every
month,

OLD VOLUMES

A few bound cc}.2s of Volume I from May
’54 to March °55 and Volume 11 from April ’55
to March ’56 are now available. Those who
desire the same may kindly send immediately
by Money Order or Postal Order a sum of
Rs. 12 for the first Volume and Rs. 12/8 for
the second Volume plus the registration charge
of As. 8. These copies cannot be guaranteed
after some time.

Loose copies of some of the previous issues
from July 54 onwards are also available at
Rs. 1/2 (inclusive of ordinary postage)per issue.
This amount should be sentin advance with
the order. If the copies are required to be sent
by registered post, a further sum of As. 8
should be added to the remittance.

FRESH ENROLMENT WITH
RETROSPECTIVE EFFECT

Requisitions are frequently received for
being enrolled as subscribers with effect from
earlier months,’ but with a remittance of only

- Rs. 50or Rs. 10 per half-year or year as the
case may be. This is not the correct amount.
Any copies other than those of the current

month which cannot be despatched on the 15th
of that month are not eligible for the free-post-
age included in the subscription. To cover,
therefore, the EXTRA ordinary book packet
postage that has to be incurred for despatch of
earlier copies, subscribers are requested to in-
clude in their remittances a sum of As, 2 for,
each issue together with As. 8 if Postal Regis-
tration is also required. In the absence of such
surcharge, the receipt issued to such subscribers
will indicate the amount so due and this will
be placed to their debit for recoupment as
early as possible. If not received before the
expiry of the subscription period, this amount
will  be adjusted in the last month’s
subscription.

SUBSCRIBER’S NUMBER

In all references regarding the Journal, subs-
cribers are requested to quote their MR Num-
ber which is indicated in the receipt issued to
them, and which is also repeated on the wrap-
per enclosing each month’s Journal. The
address also indicates the last month which
is covered by the subscription paid. Fresh
notices of dues are therefore unnecessary and
cannot be claimed as a matter of right.

OVERDUE SUBSCRIPTION

Several Subscribers are not renewing their
subscriptions in time; and in order not to
handicap them, further issues for one or two
months are sometimes sent to them in anticipa-
tion of a belated remittance. This system does
not seem to be helpful to the Management.
Subscribers are  therefore requested to send
their renewal remittances before the S5th of the
month from which it becomes due, so that the
despatch list might be kept current.

Solutions to App

. III Papers—1955

Answers for Question Papers of Appendix Il Examination 1955 have
been held up for unavoidable reasons. They are however expected
to be relecsed in quick succession in a few weeks.
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_ARE INDIA'S GREATEST NATIONAL ASSET

The Countrys prospeniy depends to o lurge extent on the eﬂlcxency af her
transport system. . Railways, as the principal uxienes of the nation, are now engaged
in an all-ount effort to coniribute to nqhonal pxogzess ‘{ou ccm help the Railways
to serve the nation. by

% Discouraging Txckatless Travel, on cnh-socml uchvxty whzch causss not
only loss ol revenue but also discomiost in travel. :

% Promptly loading and unloadzng wagons which are heav:iy in demand for
carrying iood and other essentml comrmodities. ‘

+% Using Bmlway -oarriages, plu{{orms, waiting hclls, etc. properly and
_ maintainiang hyqxenic condmcns.

% Tendering your packages lor booking by rail, securely’* packed nsally
labelled and cleaxrly marked, thereby reducing the incidence of claims.
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APPENDIX HI-A EXAMINATION
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Compulsory Subjects: Questions & Answers  General Expenditure: Questions & Answers

for the years 1950 to 1954 — Each year for the years 1947 & 1948, 1949, 1952 &
Rs. Two. + 1954 — Re. Qne each year except the last
(Rs. }~4-0).

Receipts Accounts :  Questions & Answers . . f
for the years 1947 & 1948, 1949, ;933 & Construction : Questions & Answers for

1854 — Rs. Thres for a single year & four 1947 & 1948~Rs. Two.

for the first set. . Questions only 1949 to 55—Rs. One.
Books & Budget : Questions & Answers for ‘Questions oaly :  All subjects. -
the years 1947 & 1948, 1950 10 1934, 1953 ... Rs. 1-8-40.
Re. One each year except 1953 & 1954 . 1954 ... Rs. 1-4-0,
{Rs. 1-4-0 each}. 1955 ... Rs, 1-4-0.
And many other books. .
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