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ResoLyTioN OF THE GOVERNMENT OF INDIA IN THE DEPARTMENT OF °
CoMMERCE AND INDUSTRY, No. 7550-75756—88 (TereaRAPH ESTABLISH-
MENT), DATED SIMLA, THR 2518 SEPTEMBER 1906,

For some time past the organisation and work of the Telegraph Depart-
oenb in all its branches have been occupying the close attention of the Govern-
ment of India. From the time when construction first began in 1850-51 the
history of the Department covers a period of a little more than half & century,
during which Telegraph Officers have rendered admirable services to the
Ktate, and have shown themselves second to none in public spirit and esprit de
corps. In the Mitiny of 1857 their werk was of incalculable value, and in
more recent times they have again and again proved their devotion toduty and
their power of overcoming the gravest physical difficulties during the Afghan
‘War, in Burma, in frontier expeditions and in Tibet. In the less trying cir-
cumstances of the every day work of the Department their achievements have
not been less excellent. In fiffy-five years the number of miles of open line
hag risen from nothing to 64,730, the number of miles of wire from nothing
{0 943,840, and the number of paid messages now exceeds ten millions in the
year. Successive reductions of the charges for all classes of telegrams have
placed telegraph facilities within the reach of all, and the Government of India
believe that the efficiency of the service is thoroughly appreciated by the
public. Itisa record of which the Department may well be proud, and it
may be confidently anticipated that the future will not be unworthy of the
past.

8, But, if this is to be accomplished, it is essential that the Deparfment

ghould not be handicapped by obsolete’ methods or faulty orgauisation. The

continuous growth of the Department yearly inoreases the strain on every
brauch of the service, magnifies the scale of operations, and tests the adequacy
of the established metbods of work and administration, The expansion of the

work, which has always been rapid, has in recent years become enormous.
Traffic has gone up by leaps and bounds, and with commercial and industrial

development and the spread of education the rate of progress must be expected
to increase in the future. The organisation which was suitable in the infancy

of the Department, and has proved itself equal to the care of its vigorous

youth, cannot be expeoted without modification. to meeb fully the requirements

of its maturity., Mere multiplication of establishment without an effort to

anderstand what the conditions are, and to provide for them appropristely is
no remedy, and must in the eud be absolutely fatal both to economy and °
© efficlency. New conditions call for new methods, fresh problems demand
appropriate solutions, and traffic on an unprecedented scale must be disposed
of by cther methods than have hitherto sufficed. It is for this reason that
‘the Government of India deem it necessary to review the work of the Tele:
graph Department in all its branches and to examine the manner of recruite
mont, the mode of work, and the distribution of responsibility amongst the
various authorities, From the need of 2 periodical examination of its organisas

tionsand duties no service is exempt, and in the case of the Telegraph Departx

" soent the increase of work renders it imperative that the task should be nc

km'én postponed, if it is to do justice to the reasonable expeotation of the

~ publio and to its own past history,
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3. One particular respect may be mentioned in which the need for reform is the staff.of the Direction and its office establishment. Some system of this kind
. specially urgent. So long as the Department was comparatively small, it conld th® Government of India regard as indispensably necessary, not only in order}
be administered conveniently and efficiently from one centre under the imme. to leave the Director-General free to devote more time to the more serious pro-
diate personal control of a single head ; but the time when this could be done ‘ blems of administration, though the importance of this can hardly be overrated,
is already past. In the year 1904 when an increase of establishment in the but alsoto afford an opportunity to the officers of the Department to acquire a
Director’s Office was appiied for, the Government of India were impressed: by sound training in administrative work, which under the present system they have
the immense volume of the work with which the Direction was burdened, and ~ small chance of obtaining. Thescheme which has been prepared has been drawn
the number and variety of the questions (some of them of the most trivjal npon thoroughly sound lines, and will, the Government of India think, be found
character) with which the Director-General was expected to deal, An experi- to be generally suitable, but itis not possible to proceed at once to its intro-
enced officer of the Accounts Department, Lieutenant-Colonel Waller, was . + duction. In cartain minor respects it requires further examination in the
deputed to inspect the head office and to formulate proppsals for the relief licht of what has ocourred since the Committeesat. Ttis thought, for example,
of the head of the Department from all questions of a routine character, and 411" ) that if pedsible, Telegraph aud Postal Circles should be cgterminous, not merely
matters of minor importance, the disposal of which might pa’fely be entrusted bécause amalgamation must remain a possibility of the future, but also because,
to subordinate authority. Lieutenant-Colonel Waller in his report entirely if the system of combined offices is to be extended, it is essential to harmonious
confirmed the impression which the Government of India had already formed working that the jurisdictions of the various Divisions of the two Departments
that the Direction was over-burdened and in urgent need of relief, and he also should not overlap. : ,
drew attention to the defective organisation of the Department, by which no 8. But there is another and more cogent reason for postponing the
less than twenty-eight separate offices were immediately subordinate to the iﬁtroduction of the scheme. Facts which have recently come before the
Director-General. He therefore advocated the grouping of the ‘Telegraph Government of India, and especially those elicited in the inquiries made
Divisions in several great Circles of control, and the creation of a grade of regarding the. question of amalgamation, point to the conclusion that decen-
officers intermediate between the Director-General and the Divisional Superin- tralisation by itself will not suffice to place the Department on a sound basi,
tendents, to whom much larger powers could be delegated than could safely be and that more comprehensive measures are called for. There is reason to
entrusted to Superintendents. These recommendations were approved by the believe that, on the one hand, higkly peid officers, who have received an
Government of India, and a small Departmental Committee was constituted to ela,bdrate technical training, are sometimes employed. in work of a rouf:ine
prepare a detailed scheme of decentralisation. The proposals of the Committee character, which could equally well be performed by officers without special‘
were considered to be generally suitable, but, before final orders could be. training, and on lower pay, while, on the other hand, the system is not fitted
passed, it became necessary to postpone a decision, until the prior question of to turn out men with the requisite experience and training in matters whgre
the amalgamation of the Post Office and Telegraph Departments had been special knowledge is essential. The work done by a Telegraph Officer during -
sottled. e the earlier stages of his career (e.9., when he is in charge of a Sub-Division)

4. The decision arrived at with regard to amale : ‘ . ;s exactly the same as that performed by Sub-Assistant Superintendents
by the Hon’ble Mr. Hewett in his speich in the E:‘;lga::(gel::: fidfhi";?iﬁ :avhos.e »qg&liﬁcaﬁm are far inferior. It would appear thereforo that for
March 1906, and to the conclusions then expressed the Government of India gub-divisional werk proper the speczia.l technical training which officers o.f the
adhére. Amalgamation could only be justified if it could be shown that it Superior Staff receive is mot required. f)n the other hand althf)ugh Ass;stz;mt
would result in a financial saving without loss of efficienoy; or that it would Superintendents have every chanae of. making thf)mselves ex?erts in c?nstmotlon ,
securé increased efficiency with a similar standard of expenditure. The work, they seldom have an opportunity to acquire by pra.ctma.l experience a full
organisation of the two Departments at the present time is entirely ditfereni?, and knowledge of the vitally important matter of tra:ﬂic 'worklng, nor lfave they .be.en
without a radical change in the Telegraph Department amalgamation could not’ ‘always encouraged todevote themelves to the scienfific study required to quahfy
possibly be attempted. Reorganisation must therefore in any ocase precede them for dealing with modern dev‘elopu}eni.;s of. telegraph.y._\ It ought thqr.efqre ,
amalgamation, and may in view of the special conditions prevailing in India to be considered whether the present dlstr}butlon of,dl.xtles amongst vthe\ hlgher
render it unnecessary, provided that the work of the two Departments be . oﬁoei‘s of the Department might not be 1mprove.d with advantageons resulf
properly co-ordinated. In the work of co-ordination progress has already poth, to economy and efficiency. It should be decided how many officers are
been made, and will be continued under the control of the Department of the required for strictly scientifio work, how many for construction and ?’“’m“"i'
Government of India to whioh both services are subordinate ; and the principle ance, and how many for tradic. To the total number thus arn‘:@d at mmt
that post and telegraph offices should be combined, wherever possible, should Abe'a,é,ded the proper proportion of junior officers, who may be considered as still
be steadily enforced. Not fusion, therefore, but co-ordination is the policy ander instruction, and it has to be determined how they can be. most usefn]ly '
which the Government of India have adopted as suitable for the present time | employed both in the interests of the Departmax}t a.nd W1§h a view fo t}lell_' OWn
and as conducive under existing conditions to efficiency and economy, : ‘tmip ing. The decentralisation scheme neoessarily involves some ‘regd]ustmentm

5. The scheme of decentralisation submitted by the Departmental Oom:nit- of ,ﬂ?e higher appointments and the tin;e is opportpne for 8 oOfnple? :seﬁtlemgx?t[
tee provided for the constitution of six Ciroles each in charge of a sin - : ~ of€he whole question. IR ‘ T e Ly
for the delegation to these officers of large powers and for tie re::gafil:a:i?ﬁ; . ; ?“; 1The organisation and duties of the Upper Subordinate :Bstablishment:

those of the - Superior Stafly ““‘3““7“‘1‘“

" ats_insoparsbly. oonassied Witk
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cbange in the one involves some corresponding modification in the other. Sub-
‘Assistant Superintendents are at present recruited by promotion from the ranKs
of the Signalling Staff; and they are employed partly in traffic work ine the
larger offices, partly as Sub-Divisional officers, and partly on construction, while
afew areattached to the offices of Divisional Superintendents and Sub-Divisional
officers, 'Their duties are thus somewhat various and call for qualifications of
diverse kinds, but it is not clear that they receive any systematic training to fit
them for their work. The Government of India believe that considerabl®
improvements might be effected in their recruitment and txgining,’and that the

question should be fully considered. Any scheme of reform must necessarily °
include a conmsideration of the duties which this class of officer may properly .
LI

be called on to perform. . .

8. In an earlier paragraph reference has been made to thé important bearing
which a proper control over traffic working has upon the efficient and economical
administration of the Department. The object for which the whole system ulti-
mately exists is the prompt transmission of messages at as low a cost as possible,
but the problems of traffic working are essentially of an administrative character,
and, as already pointed out, Telegraph Officers have not at present sufficient
facilities for becoming experts in this particular. Experience in other countries
has shown that, when the increase of messages reaches a certain stage, it is
absolutely necessary in the interests of economy to employ special officers,
working directly under the head-quarters office, to make detailed examinations
and to devise improvements in this branch of work. The Government of
India are disposed to consider favourably the employment of special officers
of this kind in India, and in order that full advantage may be taken of the
experience gained elsewhere, it has been suggested that, as a beginning, an
expert Traffic Officer should be obtained from England for a limited period to
inspect the system in this country and to advise Government as to its improve-
ment. The Government of India are inclined to believe that the introduction
of new ideas by this means would prove advantageous to the Department but
it will suffice at present merely to note the suggestion as one which should be
further considered. ‘ '

9. Intimately connected with Traffic Administration is the question of the
organisation of the Signalling Establishment. This question was considered by
the Departmental Committee which sat in 1904, and definite proposals .were
submitted to Government; but the difficulties connected with the subject are

very great, and no final decision has yet been arrived at. Meanwhile the ra’pid. )

growth of work has made further postponement a direct invitation to serious
failure. In 1902-03, the increase in the total operations over the previous year
was b per cent., in 1903-04, 7'6 per cent., in 1904-056, 2417 per cent. (this
enormous rise being no doubt due to the reduction in the rates) and in 1905-06,
14:97 per cent. Nor is there any reason to think that the movement has spent
its force. Large additions have from time to time been made to the Signalling
Establishment, but it is obvious that, unless the Department is to be worked at
a loss, the process cannot be continued indefinitely. The growth of work must be
partly met by a rise in efficiency, and an improvement in the outturn of the in-
dividual signaller. That the present average outturn, in spite of some improve-
ment which has taken place recently, is far below what it might be, and ‘is
absurdly low when compared with the results obtained in other countfes

does not adm_it of doubt. The Government of India understand that in
Belgium telegraphists §erving on a line constantly worked ean produce on

~ -
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‘the Morse apparatus thirty or thirtysfive telegrams aun hour, and that smart

operators may do even forty-five and fifty. In England the standard
average of twenty-four telegrams per operator per hour is insisted on, and
if that is not reached explanations are called for. On some circuits of
course the rate goes below twenty-four but on a constantly fed main
wire a standard of forty or fifty messages an hour is frequently attained. In
India the average outturn in combined and departmental offices together does
not amount to six messages per hour, while from figures submitted by the
Ditector-General, it appears that in fourteen of the principal Departmental
offices the average outturn per diem amounted in 1905 to ﬁfty-six. messages
per man or seven per hour. It is possible that widely different conditions may
make the English standard impossible of attainment in India, but that an
improvément can and ought to be made is olear.

" 10. In orderlo improve the outturn of work a system has been tentatively
introduced in some of the larger offices, by which all signallers, who exceed a
certain minimum number of messages in a day, receive additional remuneration
in proportion to the exocess number of messages disposed of. From th;is system of
« pie money " or from some similar system, the Governme.nt of India look for
important results. When a signaller’s earnings are directly depen(.ient on
the samount of work he does, it is reasonable to expect that he will exert
himself and endeavour to do his best. On the other hand when the idle a,n.d
industrious are paid alike, no man has any motive to do. more than his
neighbour, and an inevitable tendency exists for all to sink to the same
dead level of production. The ¢ pie money ? system ha.s al;eady pro-
duced a decided improvement where it has been brought into force, but
there are & number of details which cannot be settled without .further
examination, - e.g., the standard number of messages .which a signaller
riay fairly be expected to attain before extra emoluxfmnt is earned, and the
precise form of the system which will be best suited to t-he needs of the
Department. It will be necessary to consider how fm: signallers s.hould
be remunerated by fixed salaries and how far by earnings proportlon?te
to the amount of work done. A scheme by which all signallers would rqcelv,e
o fixed subsistence allowance, an 'additional' remuneratim} for each message
despatohed, would have distinot advantages, f.or the earnings of every man
beyond the fixed minimum would be automa.tmall;: regulated by the amount of
work done, and signallers would have every ineentive to exert themselves to the

", utmost, - An additional advantage would be that the present cumbrous and

inoodvenient olasification of eignallers as Superior, Good, Average and
Indifferent would be got *id of and the nec.!essity for periodical testing
examinations removed. The Government of India are unable to say at [.:resent
how far it would be safe to go in this direction, but the matter merits full

~ investigation: -

11. There are other questions connected with the organisation of the 8ig-

nalling Establishment besides that of the mode of remuneration. It has been

und i ingly difficult to obtain. recrnits in sufficient numbers, or of the
:::::arlz,c:fea;hl;fizue and education which is desirable.,, and it appears clear
that an effort must be made to wideg the. ﬁc.ald ‘of rgor.mtment. Two measures
hafe boan suggested with this object, of w,hlch one aims at. the redu(ztlon of
the number of General Service men’ in thg. Department (é.e., those hable,f?
seqvice in any part of India), and the \esta.hhhmant at the Presidency towns,
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and possibly at some other large centres, of purely local non-pensionable services,
while the other contemplates the employment of female telegraphists. Both
these suggestions are worthy of serious consideration, and it may, the Govern-
ment of India think, be possible to give effect fo them. .

Finally the rate of expansion which has prevailed recently in the Depart-
ment has forced on the notice of Government the necessity of devising some
scheme for the automatic increase of establishment in proportion to the actual
increase of traffic, provision being made for the increase of controlling estab-
lishment in defined proportion to the increase in lower grades. Governmént
are not always in a good position to decide whether an increase iy required or
not, and so far as possible the system should be made self-regulating, if thig
can be done with due regard to the interests of economy. .«

12. In connection with the relations of the Telegraph Department to thé

Post Office allusion has already been made to the question of combined
offices. This is a matter which the Government of India regard as of the
greatest importance to economical administration. They consider that the
principle of combining Post and Telegraph offices wherever possible should be
steadily enforced ; new departmental offices should be opened only when the
necessity cannot be avoided, while in the case of existing offices, it should be
considered to what extent combination can be effected. It will be necessary
however to examine the matter carefully, and to lay down the principles
which should regulate the policy of Government in dealing with individual
cases. ’

In another respect the relations of the two Departments might be closer,
viz., the Accounts system. In most European countries, though the extent to
which the Departments are amalgamated varies, it has been found possible and
desirable to effect a complete combination of the Accounts administration.
It is not possible to say at present whether this would be practicable in India
and whether the advantages to be derived from the amalgamation, if feasible,
are sufficient to make the change advisable. But the Government of India
consider that the matter should be,fully investigated.

13. The questions which have been raised in the foregoing paragraphs are
of very considerable importance, and demand full examination. The Governs
ment of India have therefore decided to appoint a Committee to consider them
and certain other minor matters which have not been specifically referred
to, and to advise Government as to the course which should be followed. The
Committee will consist of the following gentlemen :— )

President :
Sir Lewrs Turere, K.CLE, C.SI, 1LCS.

Members :
Mz. L. A. 8. Porrer, C.8.1,, 1.C.S.

M2, E. A, Lzscn, Indian Telograph Department,
Deputy Director-General of Telegraphs.
Mz, W. MaxweLt, I.C.S., Postmaster-General, Punjab.
Mz. R. O. Leks, Indian Telegraph Department.
Mz. P. T. R. Kerrvgr, Public Works Department, Accounts.

Secretary :
Mz, G, Ramvy, 1.CS."

( vii )

s14. The points which the Committee will investigate are the following :—
* (1) Whether the scheme of decentralisation drawn up by the Depart-
mental Committee of 1904 may be adopted asit stands, o
whether any, and if so what, modifications are neces<ary.
| (2) What alterations should be made in the staff and office establish-
ment of the Direction, if the decentralisation soheme is adopted.

(3) Whether the existing organisation of the Superior Staff of the De-
partment and the distribution of the work is satisfactory, and if
not what alterations should be made : in particular whether a
.clearer distinction should be made between (a) administration,
traffic and inspeotion on the one hand, and (b) construction and
engincering on the other.

(4)) Whether the existing system of recruitment, training and duties of
the Upper Subordinate establishment is satisfactory and if not
what changes should be made. :

(5) Whether an expert Traffic Officer should be brought out from
England to examine the trafic working of the Department and
to make suggestions for its improvement.

Norg.—If the Committee find they are in a position to recommend the immediste appointment of an expert
they sheuld submit detailed proposals to Government at as early a date as possible in anticipation of their
report. .

(6) What measures should be taken to promote closer and more intimate
~ relations between the Post Office and the Telegraph Department

in the matter of combined offices, and what prineiples should
govern (a) the opening of new departmental offices, and (5) the
combining of offices already separate.

(7) Whether the accounts and audit system of the Telegraph Depart-
ment should be amalgamated with that of the Post Office.

(8) Whether any and if so what changes are required in the existing
organisation of the Check Office in view of the expansion of
message traffic, and in particular—

(a) whether any part of the work can be transferred to b.ny Acéounts

. Department; and .

- (b) whether any part of the work can be decentralised and trans.
ferred to the Circle Officers whom it is proposed to create.

. (9) What changes should be made to improve the existing - organisation
) of the signalling establishment and in particular—

(o) whether striotly local and non-pensionable services should be
formed in the Presidency towns and other large centres ;

(b) whether female signallers should be employed in the Department
and if so to what extent and under what restrictions: and

(¢) what altesations should be made in the present mode of classifi-

’ cation.and remuneration of signallers, and to what extent their

earnings should be regulated by their actual outturn of work by
the general introduction of ¢pie-money’ or some similar
system. ‘

(10) Whether a sc;heme can be devised for the automatic incréase of the
signalling establishmgnt in proportion to the actual increase in
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traffic, the strength of the controlling establishment being
increased in fixed proportion to the increase in the lower grades.
(11) Whether any and if so what changes are called for in the existing
Stores system of the Telegraph Department. .
(12) Whether itis advisable to decentralise the work of the Department
to a larger extent in great cities.

The Committee are not limited by the terms of the reference to the
specific questions indicated, but are free to take up any matter connected with
the main object of their appointment, which is to submit proposals for the
improved organisation of the Indian Telegraph Department in all its braaches.

Any defects in working or suggestions for improvements which may come to

3

their notice should be carefully considered, and so far as nebessa.fy, appropriate
proposals should be made. . )

15. The Committee, or as many of their number as are able to take {ip
their duties by that date, will assemble at Simla on the 28th September.
From the 1st of November onwards the head-quarters of the Committee will
be at Caleutta but from two to three months will be spenton tour. The
members will visit important mercantile cities and other places at their
discretion, where their inquiries and inspectiohs are likely to be useful. The
Government of India trust that Loeal Governments will afford them all the
assistance which they may require, and comply with any requests for inform-
ation and advice which may be addressed to them by the Committee through
their Secretary. In addition to Telegraph officials the Committee will be at
liberty to take the evidence of members of mercantile firms by which the
telegraph is largely used, who may be willing to give evidence, as also of
officers in Government offices who bave any considerable experience of the
despatch and receipt of telegrams. The Committee should submit its Report in
six months or earlier if practicable.

OxDERED that a copy of this Resolution be forwarded to all Loeal Govern-
ments and Administrations, to the Home, Finance and Public Works Depart-
ments, to the Director-General of the Post Office in India, to the Director-
General of Telegraphs and to the President and Members of the Committee.

ORDEEED also, that it be published in the Supplement to the Gazetle of
India, for general information.
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CHAPTER L

INTRQDUCTION.

N coi;lpliance with the instructions communicated to them in the Resolution

of the Government of [ndia in the Department of Commerce and Industry,
No. 75650-7575—88, dated the 25th September 1906, the President and Secretary
and Messrs. Porter, Maxwell and Kellner entered on their duties on the 28th
of that month. The Telegraph Officers, Messrs. Leach and Lees, who were on
leave in England at the time the Committee were appointed, did not arrive at
Simls until the 18th October. Pending their arrival the Director-General of
Telegraphs, Sir Sydney Hutchinson, took a very prominent share in the delibera-
tions of the Committee and favoured us with much informal advice of greab

value.

92, After the preliminary disoussions had been completed we left Simla on
the 27th October and proceeded on a tour which lasted for more than four
months, and during the course of which we visited all the most impaortant
telegraph centres in India and Burma, A'list of the places visited will be found
in Appendix A to this Report. Owing to the amount of ground to be covered
and the limited time at our disposal it was necessary on several occasions to
divide the Committee into two parties so that no office might be omitted which
it was desirable that some of us should see. The places ¢ visited-by the Com-
mittee as a whole were Karachi, Bombay, Madras, Calcutta, Rangoon, Delhi
and Agra. The others were visited by sections of the Committee consisting
of two or three members. 0

3. Before the Committee left Simla questions were framed on all thesubjects .
regarding which the Committee desired to obtain the advice of officers of the

. Telegraph Department and others. These have been printed and will be found

in Appendix B to this Report. To these questions written replies were received
in each case from the officers to whom they were sent, and the written answers,
were supplemented in]as many cases as possible by oral examination. At
every place visited written memoranda containing the representations of the
Signalling Establishment were laid before the Committee by delegates elected
by the staff, and these memoranda were fully discussed with the delegates at
our meetings. Petitions were also received in various places from the clerks
in signal offices and in the offices of Divisional and Sub-Divisional Officers,
from Task Work messengers, office peons and members of the line estab-
lishment. Personal interviews were accorded to the representatives of these
clagses of employés in exceptional cases only. At every place which we

® At Madras the President, aud st Karachi and Rangaqn M. Porter, were unsble to be prestnt with the

' Cofimittee.
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visited where there was a Chamber of Commerce, representatives of :the
Chamber were invited to meet the Committee for the discussion of subjects in
which the commercial community were interested. The invitation was invari-
ubly’ accepted with cordiality; and written memoranda were in each cade
prepared by the Chambers beforehand to serve as the basis for discussion. *We
desire to acknowledge the great assistance which we received from our interviews
with the representatives of the Chambers; and the readiness with which their
adviee and suzgestions were placed at our disposal. At places where important
newspapers are published, members of the staff were present at some of gur
meetings and favoured us with information and remarks of which we cordially
acknowledge the value in connection with our work. At the enll of our tour

all the most important signal offices in India and Burma, the Store Depdts, the °

Workshops and the Check Office had been visited either by all or some of the
members of the Committee. Inall, 150 aneetings were heldc of which 53 were
attended by the members of the Committee only. When, as often happened,
two sittings were held on the same day each has been reckoned as a separate

REPORT OP THE TELEGRAPH COMMITTEE.

CHAPTER II

THE CIRCLE SCHEME, THE SUPERIOR STAFF AND THE UPPER SUBOR-
' DINATES. -

”

5. (i) The first two points which, by paragraph 14 of the Resolution of
the 25th September 1906, we have been directed to investigate are :—

(1) W.lzether the scheme of decentralisation drawn up by the Departmental
Qommittee of 1904 may be adopted as it stands, or whether any, and if o
what, modifications are necessary.
> (8). What glterations should be made in the staff and office establishment
of the Dircction, if the decentralisatton scheme is adopted.

These subjects can most conveniently be discussed together.

(ii) In 1904 Lieutenant-Colonel Waller, who inspected the office of the

i Phe Circle . )
moeeting. . . ) . ;‘mpm; Director-General of Telegraphs, noticed that the Director-General was in direct
Progeedings of 4. The proceedings of the Committee are voluminous and it has not been. Nommiftee.  official correspondence with as many as twenty-eight subordinate officers, and

the Committee. . )
e Committee thought necessary to incorporate them in the Report. Where documents. proposed that the country should be divided into tt‘alegraph controlling Circles in

handed in have been unimportant or where printed copies were supplied, it has.
been decided not to print or reprint them. Sixteen copiesof the proceedings are
submitted for record in the Department of Commerce and Industry. Of these
only one set is complete; the rest are incomplete for want of spare copies of
documents either unprinted, or not considered of sufficient value to justify
the cost of the print or reprint. The Parts have been arranged acocording to
locality, all the proceedings of meetings held at Simla and the convected
documents being included in Part I, those at Karachi in Part II, and so on.
‘Where the documents connected with localities visited successively were few
the proceedings at several places have been brought together and included in one
Part. Where any document has had to be omitted in any set of the pros
ceedings the omission with the reasons for it and a note of the pages
where it occurs in the complete set are entered on a separate page in the proper
place. In this way the pages in all of the sets submitted have been made to
bear the same numbering. These proceedings are intended for reference and
record only, not for publication, nor is it-necessary that they should be perused
at length by the Government of India. The Report is written so as to be
complete in itself without reference to other documents, but references are

given, when necessary, both to correspondence and to the proceedings in case the

Government of India, when examining the Report, should desire to enter upon
more detail than the Report itself supplies.

charge of officers intermediate between the Director-General and the Superin.
tendents, in order to relieve the former of a mass of unimportant references and
to enable him to devote all his time to the larger questions of administration and
policy which constantly arise in the Department. The Government of India
approved of this recommendation aund appointed a Committee, consisting of
Messrs. leMaistre and Thomas, to prepare a scheme of decentralisation. In the
scheme which was drawn up by those officers it was proposed to create six
Ciroles distributed in such a way as to keep, where possible, the whole of each
Railway system within one Circle; to invest the officers in charge of the
QCircles with large powers ; and to reorganise the staff and clerical establish-

"ment of the Direction.

(iii) After a careful consideration of this scheme we are of opinion that it
should be adopted with certsin modifications which we think are necessary.
The first of these modifications is that the Telegraph Circles should correspond
as nearly as practicable with provgncial limits, and should ultimately be
exactly coterminous with the Postal Qircles.* The evidence which we have

received has satisfied us that the Telegraph Department has more important work

with the Post Office in connection with combined offices than with railways, and+

* that the work with the Post Office is likely to increase at a very rapid rate. We

are further satisfied that it is not practicable to arrange the Telegraph Oircles
so that each railway should be entirely included in a single Oircle; that no
gerious inconvenience will result from an arrangement under whioh part of
a railway would remain in one Circle and part in another; and that the advan~
tages of distributing the Telegraph Circles in accordance with the boundaries
of provinces and Postal Circles far outweigh those which might result from an
arrangement made on the basis of railways. :

# We disoussed this modification with Messrs, leMaistre and Thomas and they fully acoepted it, wids
Part VIII, Volume I of the Proceedings of the Committee, page 167. At the same meeting the whole Cirele-
scheme, inetuding the formation of eight Ciroles and the abolition of SBub-Divisions, was fully explained to these.
ofiers. They offered no criticism and expressly said that they ssw no objeotions to our proposals. JIbid, pages

156, 157 and 168,
o
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(iv) We consider that there should be eight instead of six Telegraph Ciroles
and that they should comprise the following tracts of country :— '

BENGAL . The Provinee of Bengal. _ .
BoMBaAY . The Bombay Presidency, including Sind and a portion of Rajputana.
BUruaA . . The Province of Burma.

CENTRAL PRO- The Chief Commissionership of the Central Provinces, the Central

VINCES. India Agency and a portion of Rajputana.
FEastirN The Province of Eastern Bengal and Assam.
BENGAL.
MADRAS . The Madras Presidency with Mysore and Hyderabad.
PUNJAB . . The Punjab, North-West Frontier Province, Baluchistan, Kashmir

and a portion of Rajputana.
UNITED PRO- The United Provinces and a portion of Rajputdna.
VINCES. .

.

We append as anannexure a map * showing the distribution of Circles in the
manner now proposed.

(v) We understand from the Director-General of the Post Office, that there
are at present seven major and three minor Postal Circles, and that on the
abolition of the latter, which is under contemplation, there will be eight Postal
Circles corresponding exactly with the eight Telegraph Circles the tormation of
which we recommend. If, however, the boundaries of the eight major Circles
differ eventually from those proposed by us, there will be no difficulty in re-
adjusting the Telegraph Circles on the same basis.

6. (i) The question has been closely examined whether it is possible to
divide the country into seven Circles for the present, the eighth to be created at
some later period, and we are strongly of opinion that it is notadvisable to in-
augurate the scheme with less than eight Circles. We recognise that the Central
Provinces Qircle will be a lighter charge than any of the others for
some years to come, but these provinces are rapidly developing in com-
mercial importance, their area is extensive and travelling difficult, and
the allotment of this tract to one or more of the neighbouring Cirocles
would add unduly to the work of the Circle Officers. Moreover, we consider
that it is highly undesirable to depart from the general prineiple of our scheme
which aims at establishing the closest relations between the Local Governments
and - the Telegraph Circle Officers on the one hand, and between

the Telegraph Department and the Post Office on the other ; and we are of,

opinion that there should be a high Telegraph Officer, as well as a high

~ Postal authority, at the head-quarters of this important Local Administration.
(ii) It might, of course, be arranged to place this Circle under the control =~ -

of a Superintendent at first ; but this measure, which would not result in any
considerable saving, would entail serious administrative inconvenience. The
officer appointed to the charge of this Circle would usually be on the eve of
promotion to the higher appointments and changes of incumbenoy would
therefore be frequent. It might bappen, moreover, that a junior officer would
be placed in a position where it would be his duty to control his seniors, but
without any rise in rank or increase in emoluments, Taking into view the
expected growth of traffic, the intended expansion of combined offices and the
probable or certain extension of railways in the Central Provinces, we hold that
the charge fully justifies the appointment of a Circle Officer and will afford him
ample scope for useful work. As regards the remaining seven Circles it dges

* In pocket. c

%’cle Diren-
o8 and Direg=
art of Trafiie
tid Construe-
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not appear that any doubt of the necessity for a separate charge for each can be
entertained. Moreover, seven Circle charges can be filled from the existing St?;ﬂ" .
down to and including the Chief Superintendents ; and it is mainly because
an additional officer of administrative rank will be required for the eighth Circle
that we have explained at length our reasons for proposing it.

7. (i) In the Direction there should be a Director of Traffic and a Director
nt= Construction as recommended by the Departmental Committee ; and in our
opinion the officers in charge of Telegraph Circles should be styled
Pirectors of Telegraphs and should be graded with the Directors of Traffic and
Constructioh, all these posts being interchangeable. The t.enure of the
appointments of Director of Traffic and Director of Construc.tlon should' be
limited to three years, so that these officers may keep in touch with the practical
work of Ciroles, ind that Circle Officexs may in turn be afforded the opportunity
of gaining experience in the Direction. This arrangement, enabling the
Director-General to select officers for the appointments for which they are
best fitted, will be a great jmprovement on the existing system under which
an officer becomes the Director of Iraffic or Construction with reference rather
to his seniority than to his special fitness for that particular class of work. .'l‘h'e
objection has been raised that under this proposal & senior officer who is
Director of a Circle might receive orders from a junior working in the Direc-
tion as Director of Traffic or Construction; but to this objection we atta}eh
no imyportance, as all orders from the Direction should be issued i%l the name of
the Director-General ; and it should be laid down thata Circle Officer cannot be
overrnled by an officer other than the Director-General. The advantages of a
system by which the Direction will be manned by ofﬁcer‘s who are fresh fr'om the
practical work of Circles, and Circle Officers will be given an (.)pport.umty of a
trainiﬁg in the Diréction, seem to us to outweigh all other considerations.

(ii) The Directors of Circles will be responsible .for the genfara,l administra-
tion of their Circles and for the efficient traffic working of all .111'105 and offices
under their control ; and here we may mention that in our opinion the whole

subject of so controlling and supervising traffic arrangements as to ensure that
dered to the public with the minimum waste of

the best possible service is ren ‘
force in the Department, is of such paramount importance tbat no .oﬁicel
f Directorof a Circle or Director

chould beselected for the appointment o r Direc
of Traffic Who has not given evidence of bis aptitude for tr.affic administration.
The Telegraph Department exists for the purpose of transmitting telegrams with
the greatest possible speed, and the efforts of all the ?ﬁicers of the. Department
.should be direoted towards the attainment of this object. .E‘o?. this reason the
Directors of Circles should spend a large portion of their time on tours ?f .
inspection, to ascertain for themselves where alt'eratlons and- improvements in
working are required, and to consult with and adY1se the .Supermtenden?s, Tra.ﬂic
Sub-Assistants and Telegraph Masters on all subjects of importance which arise.
One of the chief duties of the Circle Officer will be t:ne prompt and thoroug.h
inquiry into complaints received by him from the .p.ubhc. 'In the ss:me way it
should be incumbent on the Director of Traffic to visit the different Circles every

year, for the purpose of discussing with Circle Officers and Superintendents the

larger questions of administration and traffic which come up for decision.

iii) Further, we attach much importance to the suggestion that periodical

conferences of the Direotors of Circles and the Directors of Traffic and Con-

struction should be held for the consideration of important problems 'affecting
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the Department ; and we think that for the first fow years after the introduction

. of the Circle Scheme it will be advisable to hold such meetings annually.

[ 4

«  (iv) The relations between the Circle Officer and the Postal head of the
Circle should be of the closest character so as to ensure the efficient working of
combined offices and the fullest co-operation between the two Departments,

(v) A duty of the Circle Officer which deserves special notice will be the
controlof establishment. 'We shall propose * to invest him with considerable
powers over his subordinates, and the careful exercise of these powers will ensure
that the number of transfers in the Signnlling Establishment shall be kept %
low as possible, that the work done by all classes of subordinates sha)l be closely
supervised, and that the selection of candidates for the service and of officials
for promotion shall be properly made. .

8. (i) In addition to the Dircotors of Traffic and Construction there shiould be
attached to the head-quarters office a Personal Assistant to the Director-General
who should not be of higher rank than a Superintendent, and whose tenure of
office should, aga rule, be limited to three years for rcasons similar to those
mentioned in paragraph 7 (i). Two Assistant Superintendents should be posted
to the same office to work under the Directors of Traffic and Construction,
respectively. In their case also the tenure of office should be subjeot to the
same limitation.

(i) We are of opinion that the clerical establishment recommended for the
Direction by the Departmental Committee t+ will prove adequate ; and we think
that the reductions proposed should be carried out gradually as the Circle 8cheme
is brought into effect. These remarks dispose of the memorial of the clerical
establishment forwarded to Government with Sir Sydney Hutchinson’s letter
No. 184 E. T., dated the 22nd August 1906, which has been referred to us for
consideration.

9. As at present, there should be four appointments of Superintendents in
charge of the Calcutta, Bombay, Madras and Agra Offices, and these officers
should he directly subordinate to the Directors of Ciroles. In separate parts of
this Report we have recommended that the appointments of Superintendent of
the Check Office, Electrician, and Superintendent of Stores, should cease to be
considered as Superintendents’ charges. The appointment of Superiatendent of

. the Workshops may, we think, remain a Superintendent’s charge so long as there

is an officer of the Department qualified to hold it. Should it, however, become
necessary to appoint an officer from outside the Department, he would
probably have to be brought out from home and it would be necessary to fix
for him a special rate of pay.

10. (i) Our vext proposal is of a very far-reaching character involving a

 radical change in the existing organisation of the Department. Excluding the

four large offices the whole country is now apportioned into 20 Divisions under
the control of Superintendents, but the unit of administration is the Sub-Division,
of which there are 78, in charge of Assistant or Sab-Assistant Superintendents.
In the course of our tours we ascertained that a large portion of the time of the
Sub-Divisional Officer and the Superintendent of the Division is occupied with
mutual correspondence on matters of which most could easily be settled at
once by personal discussion, if the officers now employed in Sub-Divisions were

relieved of their separate charges and posted to the Division as the Superin-
tendent’s assistants. ¢

—

* Vide APP%(“X ¥ ;!nd plmmph 19 below. T T T e
t A proposition statement showing the reduction of establishment is included in Appendix D.
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‘(ii) The majority of Sub-Divisions are at present held by Sub-Assistant
Supérintendents and we have received a mass of evidence which supports the
inference that these officers would perform their duties more efficiently if theyb’
worked under the immediate control of the Superintendents, The administra-
tive difficulties which avise from these officers being in direct official communi-
cation with the Railway Administrations, the Post Office and other Depart-
ments, would cease if the Superintendent were the medium of communica-
tion and all references were issued by him. The advantages of making
the Superintendent directly responsible for the expeditious disposal of traffic
and for the administration of his Division in every branch are obvious.

(ili) We found that, apart from the question of maintaining Sub-Divisions
on the existing basit, the Divisions generally are far tco large to he effectively
sypervised by the Superintendents, and that it is absolutely necessary to reduce
their extent if the close control that is essential to good administration and
efficient traffic arrangements is to be exercised.

(iv) Accordingly we recommend that the number of Divisions should be
increased from 20 to 34 and that the officers who are now in charge of Sub-
Divisions should be attached to the Division as assistants to the Superintendent
and should carry out their duties under his direot control. These officers could,
as at present, be entrusted with the charge of specified portions of Divisions, or
should tha circumstances of the Divisions indicate this course to be the more
suitable, speeial branches of the administrative work of the Divisions, e.g.,
traffic or construction, might be assigned to them. Under this arrangement,
the Superintendent could depute his assistants to the particular classes of work
gor which they were specially fitted, maintain a closer check on their actions
than is now possible and at the same time keep himeself more intimately
acquainted with the working of his Division in every branch.

(v) Generally we believe that the reorganisation here proposed would save
much duplication of work and correspondence; and, by relieving both the
Superintendent and his assistants of much laborious accounting and ?ther oi.iice
work, would place them all in a position to devote far more time to inspections
and inquiries than is possible under the existing system. This important change,
though mnot approved by the Director-General himself, was supported by a
considerable majority of the Officers of the Department whom we examined,
and we have no hesitation in recommending its adoption on the condition
that the number of Divisions is increased as proposed. o

(vi) We are satisfied that under no other system will it be possible to
administer the Department efficiently with the existing staff of Superior Officers.
The appointment of Cirole Officers will reduce greatly tl.xe amo?nft_of ‘work
which now falls on the Direction ; but it will bring no relief to Divisional and
Qub-Divisional Officers. If both Sub-Divisional and Divisional Officers were
retained while Cirele Officers were created, a fresh link would be added to the
official chain and business would be more delayed than under the p@nt

centralised system.

(vii) If this isadmitted the alternatives are to abolish either the Divisions or
{he Sub-Divisions. The abolition of the Sub-Divisions seems much the better
pfhn, because (1) the responsible nature of the work which will devolve on the
jmmediate suhordinates of the Circle Officer makes it essential that they should
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as soon as possible be of the rank of Superintendents ; (2) were we to substitute
St.lb-Dlvisions for Divisions we should have in direct communication with the
« Circle Officers at least twice as many officers as under our proposal, and thus
reproduce in each Circle one of the admitted defects of the existing organisation in
the country at large ; (3) Superintendents; Assistant Superintendents and Sub-
Assistant Superintendents would all be employed on the same class of work
which would be a great waste of power ; and (4) we should fail to give effectto a
main principle of our scheme which is to take as a model, so far as it can be
suitably adopted, the general type of Indian civil administration, and to aslign
to the Divisional Superintendent and his assistants round him a place analogous

to that of the District Officer and his staff. It has been objected that -if .

Sub-Divisions be abolished, Assistant Superintendents will lack training in
initiative, self-reliance and accentance of responsibility ; bui our answer is that
it would be the duty of the Divisional Superintendent to see that this danger
shall not arise by regulating the responsibilities of any Assistant Superintendent
under him in proportion to his experience and capacity. It hasnot been found
in the civil administration that Assistant Collectorsor Assistant Commissioners
fail in these respects, when promoted to District charge; and we fully believe
that Assistant Superintendents, if properly guided by Divisional Superinten-
dents and suitably entrusted v th authority, will develop thesc essentials of
character in a like degree. For all these reasons we would make the Division
the unit of charge within the Circle rather than the Sub-Division.

(viii) Additional reasons for the same course are derived from our anticipa-
tions of tho future. We understand that with the cxisting strength of the Superior
Staff difficulty is at times experienced in findnig suitable officers for the charge of
Sub-Divisions. With the opening of more telegraph offices, and the steady
growth of traffic, the number of these Sub-Divisions, some of which are already
unwieldy, would inerease, and the difficulty of cfficiently manning them would
hecome more acute, The only alternative to the scheme which we propose
would therefore be a considerable addition to the number of Assistant Superin-
tendents —a measure costly in itself and open to grave objection, becausc it
would overweight the lower grades of the Department and raise an obstacle to
promotion to independent charge at a suitable period of service. Thus the argu-
ment from future economy tells in favour of making the Division the unit of
administration. As work increased, it would not be necessary to add pro-
portionately to the Superior Staff, because much of the less important work in

the Division, e.g., the inspection of the smaller combined offices, and the supervi-

sion o.f simple construction and maintenance works, could be entrust d to
subordinate agencies of various kinds.

(ix) It has occasionally been put forward as an objectiou to the abolition
of Sub-Divisions that the concentration of the Officers and Upper Subordinates
of the Department in a smaller number of centres may lead to difficulty and
delay on the ocourrence of interruptions, because it will take longer }or an
officer to reac.h the scene of the break-down. Thisisnotan argument to which
we attach We-lght. One of the most important objects which we hope to attain
by the abolition of Sub-Divisions is to relieve officers of part of the corre-
spondence and routine work with which they are overburdemed, and to
set them free to perform a much greater amount of inspection an(,l touring
than they can do at present. The object of our scheme would be completely

Sub-Divisional

allowances.

-
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frustrated if it led to the constant presence at the Divisional head-quarters of
the Superintendent and his staff. If, however, experience shows that if is
,necessary to station at some outlying point an official who can be trusted sfo
carry out petty works or repairs, the case should usually be met, not by posting
an officer of the Divisional staff permanently at that point, but by stationing
a first grade Sub-Inspector or an Inspecting Telegraph Master there. This
# in accordance with the principle that Superior Officers (other than those who
are merely learning their duties) should not be employed on work which can
Je performed with equal efficiency by a cheaper agency. In order, however, to
make due provision for cases of an exceptional nature the Circle Officer should
.be authorised to station one of the assistants in a Division temporarily at any
place in that Division where he found this measure necessary owing to con-
* stant mterruptjons of communication on a pafticular section of line; but the
. term of such possing should not excéed six months.

11. (i) It will be convenient to refer here to one of the consequences of
the abolition of Sub-Divisions. At present Sub-Assistant Superintendents
while in charge of Sub-Divisions receive a charge allowance of Rs. 30 per
mensem, but under the Circle Scheme there will be no Sub-Divisions and, in
the absence of special orders, the obvious consequence would be that the allow-
ances would cease. We think, however, that this would hardly be fair to
present incumbents, as the probability of drawing this allowance is one of the
attractions of the General Branch and an inducement to join it, and we consider
that present incumbents have an equitable claim either to the continuance in
some form of this allowance or to compensation for its loss.

(ii) We have ascertained from the Examiner that the cost of these allow-
ances amounted to Rs. 18,490 in 1904, Rs. 14,085 in 1905 and Rs. 13,492 in
1906, or an average for the three years of Rs. 13,689 or Rs. 1,140 per mensem.
This last figure is equivalent to 38 allowances of Rs. 80 and implies that of the
72 Sub-Assistant Superintendents, General Branch, 38 only on the average

draw the allowance. Further Rs. 1,140 per mensem is equivalent to an
allowance of Rs. 1584 to each of the 72 Sub-Assistants.

(iii) Various methods have been suggested by which these allowances may
be continued. One is to grant the allowance to all Sub-Assistants who may be
posted, under the new scheme, as assistants to Divisional Superintendents
There will, however, be 60 such assistants, whereas on the average there have
been only 38 allowances as just stated ; so this proposal must be rejected “on
grounds of economy and because it goes beyond the mecessities of the case.
Another method is to continue the allowance to those men who may actually
be drawing it when the new scheme is introduced. This is open to the.objec-
tion that men would lose it who had been drawing it for years, but owing to
absence on special construction duty, or en leave or for other like reasons were
not drawing it at the particular time. A third method would be to distribute
the allowance over the whole 72 men. It has been argued that as no Sub-
Assistant can claim to be kept in a Sub-Division in order that he may draw
the allowance, no individual among them has a vested interest in any such
allowance, though a claim of the kind on the part of the Sub-Assistants as a
body may be reasonable; that the contention that this allowance was an
inducement to the men to join the General Branch may support the grant of it
torall the 72 men, but not to a proportion of them only; and that all that
can be claimed by each individual is the equivalent of his chance of drawing
the allowance. For these reasons it is represented that the fairest way is to
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distribute an equivalent sum over the 72 men, utilising this amount to improve
the pay of the whole body.
" (iv) After a careful examination of all these proposals we have come to the
conclusion that the fairest method will be to place a certain number of
allowances of Rs. 30 per mensem at the disposal of the Director-General of
Telegraphs, and to authorise him to select the Monorary Assistant Superin-
tendents and Sub-Assistants General who should draw them. He would make
his selection with due regard to the actual employment of individuals at the
date when the Circle Scheme comes into force, and to the length of time prion
to the introduction of the scheme during which the several claimants may
have drawn the allowance. :
(v) It is possible that more Sub-Divisicns may be formed in the interval
before the Circle Scheme is put into operation, and certain that more would of
necessity be formed in the future if that scheme were not adopted ; and we
think a larger number of allowances than 38 should be given. Accordingly
we recommend that forty such allowances be placed at the disposal of
the Director-General; that no Honorary Assistant Superintendent or Sub-
Assistant should be eligible for an allowance unless he held that rank when
the Circle Scheme was introduced, and unless he is posted as assistant to a
Divisional Superintendent ; and that as these men retire, die or are promoted,
the number of these allowances should be so reduced that the ratio which
it bears to the number of the surviving Honorary Assistant Superinten-
dents and Sub-Assistants, who held that rank at the time of the introduc-
tion of the Cirele Scheme, shall be constant., The effect of this arrangement
- will be the gradual cessation of these allowances, their ultimate loss to the
staff and a saving of expenditure to the Department. Moreover, under the
system of selection proposed some men actually in receipt of the allowance at
the moment of the change will not retain it; and the whole arrangement,
is admittedly a temporary one open to the criticism that it continues (though
for a time only) allowances originally granted for charges which will no longer
exist.

(vi) Notwithstanding these objections we bhink that this plan will begt

meet a very real difficulty; more particularly because present incumbents
undoubtedly expect that in some form or other the allowances will be con-
tinued to them. If, however, these objections are held to be fatal to our
proposal, we would fall back, as an alternative, on the third method mentioned
above, The present grades of Sub-Assistant Superintendents Genera) are as
stated in paragraph 43(ii) below :— o
2nd grade Rs. 250—5—275, mean pay Rs. 2663,
1st grade Rs. 275—~15—350, mean pay Rs. 325.
If, therefore, the estimated value of each individual’s claim, iz, Rg, 1584
‘be added to the mean pay, the emoluments would be raised to Rs, 2891 (i
Rs. 34084, and the following revised gradiag could be aceepted ;— = and

2nd grade Rs. 250—10—300, mean pay Rs. 2883,
1st grade Rs. 300—12—360, mean pay Re. 340.

The additional expense of this grading would VLe Rs, 1,140, or exactly equal

to the average cost of the present allowances.

(vii) The objections to this proposal are that the increases are not unifér
in the two grades; that men will benefit though they are not gojn i
which exactly corresponds to that for which the allowance is now givei °W:£
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that it will have the effect of reduciog the emoluments of some who have been
drawing the allowance for a considerable time for the benefit of others who have .
pot so drawn it and, from the nature of the work on which they are efm.p]oyed,
are not likely to draw it. Under the existing procedure Sub-Divisions are
entrusted in vreference to the senior men, as is shown by the fact that of the
36 allowances drawn on the 1st J anuary of this year, 24 were drawn by
Sub-Assistant Superiotendents, 1st grade, including some who were Honorary
Assistant Superintendents. The proposal would therefore also have the eﬂ’eqt
ob benefiting the junior men at the expense of their seniors.

(viii) These objections (excluding the second which is common to both
schemes and must ocour in respect of any scheme as the Sub-Divisional charges
will be abolished) appear to us on the whole to outweigh those which apply to
4he progosal which we recommend. The alternative scheme has, however,
the advantage thgt it continues to tire staff of the Department permanently,
though in a new form, emoluments which under vthe Circle Scheme would

otherwise be lost to it. _
12. (i) The manner in which the Oircle Scheme should be brought into

operation and the arrangements under which the existing staff can be utilised in

giving effect to it can best be considered together. The first step would be to

appoint the Directors of Circles, with the enhanced rates of pay elsewhere proposed

for the administrative staff.* On appointment each Circle Director would enter
on his duties at his head-quarters, which would be those of the Local Govern-

ment or Administration, Lahore and not Peshawar being selected as the proper

place in the case of the Punjab Circle, Each Circle Director would then frame

for the approval of higher authority a scheme laying down accurately the

boundaries of the Divisions of which his Circle would be composed and fixing

definitely the head-quarters of each Division. Where the present Divisions

overlap the boundaries of more than one Circle, the new limits would be

proposed after consultation between the Circle Officers concerned. In fixing the

Divisional head-quarters the question of office and other accommodation for the

Superintendent, Assistant Superintendents and Sub-Assistant Superintendents

would have to be very carefully considered and proposals made with due

regard to economy. Against the extra oxpenditure, which is inevitable but

need not be great, the Director would set off the sale-proceeds or rent

of Divisional or Suh-Divisional offices no longer required. After sanction

of the Director’s scheme, when the needful accommodation had been provided

at Divisional head-quarters, and as each Division in this way became ready

for the change, the Sub-Divisions composing it would be abolished and the

Sub-Divisional Officers would be so posted that the Divisional Superintendent

would obtain his allotted staff. By this method of introducing the Circle,
Scheme every Circle Director, after communication, so far as necéssary,

with any other Circle Director concerned, would be responsible for the local

arrangements finally accepted for the Circle which it would be his duty to
administer.

(ii) Immediately upon the appointment of the Circle Directors the pro
posed relief to the Direction must be afforded, otherwise the officers of the Direc-
tion who will be wanted for Circle charges could not be spared. The powers pro-
posed for Circle Officers in this Report would at once be conferred upon them ;
andin the first instance the simple rule would be observed that each Divisional
Superintendent or Superintendent in charge of an office would be subordinate

to and report through the Cirole Officer within whose Circ'e bis head-quarter

* V'ide paragraph 35 below.

"
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were situated. Sub-Divisions, as already implied, would remain intact till the

_ boundaries of Divisions were fixed and the preparations at Divisional head-

q(t.arters completed. For a time, therefore, the three links in the official chain
to which we have taken exception would be in existence, the Sub-Divisional
Officer reporting to the Divisional Officer as now and the Divisional Officer
to the Circle Officer. But the work of the Divisional and Sub-Divisional
Officers would not be increased, while the Director-General would obtain the
Toquired relief by the interposition of the Circle Officer. This intermediate,
arrangement ought not to last long, as it would be the obvious duty of each
Circle Director to prepare and bring into force with all reasonable expedition
his scheme for his own Cirele.

(iii) We have been asked to consider what intermediate arrangements upon
the introduction of a general Circle Scheme would be necessary pending thé
final organisation of the Postal Circles. The reply is that the intermediate
arrangements just proposed should suffice. We anticipate that by the time
Cirele Directors are at work fixing the boundaries of the Divisions which are
to constitute their Circles the major Postal Circles will, in almost all cases,
have been so determined that no further adjustmentsof boundaries will be
required, Should this be so, then, as already said, the remaining adjustments
would present no difficulty.

(iv) We put forward the plan described above as the best which the circum-
stances admit of. But with reference to the proposed immediate appointment
of Directors of Cireles on the introduction of the scheme we fully recognise
that there may be difficulty in simultaneously relieving so many of the higher
officers of the Department of their present duties ; and we think that con-
siderable latitnde in this respect should be left to the Director-General of
Telegrapbs when bringing the scheme into operation.

13. (i) While Circle Directors must be responsible for final boundaries and
the final selection of Divisional head-quarters, we think it proper to record our
suggestions with regard to the future Divisional charges ; and as the strength
of the staff depends on the number of charges, it is, of course, essential that
we should make definite proposals for the number of Divisions in each Circle,
We have therefore framed the recommendations set forth in the tabular statement
below which has been prepared after careful consultation with local officers
during the course of our tours. Irom the nature of the case these recom-
mendations are tentative ; but as they have been the result of much thought
and care, we think that they should be adopted by each Circle Dircctor unless
he can show strong reasons for some other arrangement, One or two points must
necessarily be left more open than these remarks imply, as will be explained
presently. Subject to what is said above, our recommendations stand thus :—

i
\ Number of
Divisions and
Name of Circle, Officesin | Names of Divisions and of their head-quarters, and Offices
charge of in charge of Bupsrintendents.
Superinten-
dents. )
Bengal . ' 5 Bankipur, Kharagpur, Calcutta, Darjeeling, and
the Caleutta Office.
)
Bombay . . . 5 Ahmedabad, Belgaum, Bombay, Karachi, and
the Bombay Office. -
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Number of
Diviﬁiions and N D q A
. Offices in ames of Divisions and of their head- ters, and Offi
Nawe of Circle. charge of in charge of Su;;in::nd%‘;at:.ers o 3
Superinten-
dents.
Burma . . . 5 Akyab, Kindat, Maymyo, Moulmein, and Rangoon,
Central Provinces . . 3 Ajmer, Jubbulpur, Nagpur.
L ]
Yastern Bengal and Assam 4 Chittagong, Ducea, Dibrugarh, Shillong.
[ ]
-Madras . . . 6 Bangalore, Calicut or Mangalore, Madras, Trichi- -
. nopoly, Vizagapatam, and the Madras Office.
QPunjab"’ . . . 5 Lahore, Quetta, Peshawar or Rawalpindi, Sri-
. . *nagar, Umballa or Delhi.
United Provinces . . 5 Agra, Allahabad, Lucknow, Meerut, and the Agra
_____ | Office.
ToraL . 38

(i) It is intended that the head-quarters of the Division shall be at the
place from which the Division takes its name : but the choice as between the
head-quarters mentioned above in the alternative should be made after con-
sidering the following points :—

(1) Calicut or Mangalore.—Mangalore is at present the head-quarters
of a Sub-Division in the Bellary Division. It is a question
forlocal inquiry whether this place or Calicut is the more suitable
and important centre for the Division which is to be formed on
the South West Coast.

(2) Peskawar or Rowalpindi.—The new Division isto be formed in the
North-West Frontier Province. Civil and military considerations
have to be taken into view. Rawalpindi is now the head-
quarters of a Sub-Division. We have been informed that the
present Superintendent finds that the greater part of his work is
in Peshawar or on the Frontier. In both places house accom-
modation is deficient. :

(38) Umballa or Delki.—Umballa is the existing head-quarters of the
Delhi Division. It isa healthier place than Delhi (the head-
quarters of a Sub-Division) but commercially of little importance.
At Delhi there is now a Chamber of Commerce and it is a most
important junction of railway lines.

(iii) There would, under thescheme, be no Divisional head-quarters at
Cawnpore; and if Umballa is selected in preference to Delhi, there would be
1o officer permanently located there to represent the Department. It was
strongly urged* at Cawnpore that the Department should.be represented on the

-spot by an officer not below the rank of Assistant Superintendent. If in any

large commercial centre, such as Delhi or Cawnpore, or,as may possibly be the

case in Upper Burma or Seistan, in some outlying tract with whick communi-

cations are difficult, there appears to bea real necessity for posting an Assistant
Superintendent or Sub-Assistant Superintendent permanently to such
centre or locality, this can be done without infringing the principles of our
scheme, The assistant at the outpost would not correspond officially with the

* Seo Part XI of the Proceedings, pages 107, 108.
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appoint.ments in the higher grades should, however, be reserved for the Head
Clerks in Divisional offices, and the Circle Officer should make the selections

~for these appointments from amongst the clerks in the Circle best fitted ror

them. Divisional Superintendents should be allowed to appoint to the Fowest

" grade on the occurrence of vacancies.

. (ii) The ratesof pay and the numbers in the grades which we recommend are
givenin Appendix D ; they have been based on a consideration of local conditions
50 1o local allowances have been proposed nor should any be required. If any
subsequent modification in the rates or in the sanctioned strength is found
necessary, the Director-General, if it be within his powers, should make'the
needful changes, providing the requisite funds from his grant for fixed
establishment. '

. (iii) In considering the cost of these arrangements it is‘necessa;y to take
into view the reduction effected in the Direction office. It appears from g statae
ment supplied by the Director-General of Telegraphs that in Divisional and
Bub-Divisional offices there are at present 178 permanent and 48 tem or;ir
clerks on an aggregate pay of Rs. 10,650 a month., Under our proposa]spther};
will be in Circle offices and the offices of Divisional Superintenderts 212 clerks
costing Rs. 15,183 per mensem entailing a reduction in numbers of nine clerks
and an increase in cost of Rs. 4,633 per mensem. This increase is due to the
formation of grades on such conditions and such pay as will give these clerks
reasonable prospeots of promotion, their chief grievance being thus removed
As a set-off, there is a saving of Rs, 1,412 per mensem in tke establishmeni';
of the Direction—a saving which would have been greater had not the pay and
prospects of 24 clerks to be retained in this office likewise been improved.

16. (i) To complete the Circle Scheme above set forth it is necessary to define
the powers fo be exercised by the Direotor-General of Telegraphs and the Circle
and Divisional Officers respectively. Before determining whether any further
authority can be delegated to the Director-General, we have found it necessarv
to consider the subject from the opposite point of view and to form an opinio;l
upon the extent of the financial control which Government should exercise
over the Department. We think that suoh control should be general and
exercised mainly by a review of transactions and a retention of the powers to
sanction expenditure; it is essential therefore that the means of exercisin
these powers should be adequate and complete. We are, howerver, of opinioi
that the rules governing the appropriation of funds to the Departn;ent do not
reserve to Government adequate power to regulate expenditure ; and this defeot
appears to us to be mainly due to the fact that there is only one finance head
to which all expenditure of the Lepartment, both Capital and Revenue, is

“-debited. With a better system of financial control it would be possible to

enlarge the Director-General’s powers in many directions.

(ii) A distinction between Capital and Revenue expenditure is, indead
maintained both in the accounts and in the final allotment of funds to de art:
mental requirements; but we understand that in the past sufficient atte:tion
has not always been paid to the necessity for keeping a strict Capital aceount
which does not omit any past Capital expenditure. We gre informed 3l
that the yearly grant is fixed in a lump sum, and that the Director-Gener:(;
is left to divide subsequently the total amount between Capital and Revenu
and to subdivide the revenue portion over revenue heads. Under this prog :
dure the control of Government is in effect confined to & consideration (?f t;.
total expenaiture, and owing to this circumstance Capital outlay, upon Whiclf

. grant will vary with the mileage to be maintained.
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the extension of the operations of the Department really depends, might
be too much restricted, the grant for working expenses being unduly large.
As a fact the needs under Capital and Revenue are quite distinct andl
should be considered separately; and, if the control of Government is
to be adequately maintained simultaneously with a suitable delegation of
authority to the Divector-General, it is essential that a clear distinction should
be made from the beginning between Oapital and Revenue demands, and
that the grants for each should be allotted separately by Government. This
(H;tinction will be all the more necessary in future as, with the steady increase
in traffic, there will be a growing demand on the Revenue expenditure, while
at the same time there will be greater Capital expenditure in order to provide
that extension of telegraph facilities for which the public are likely to press.
(ii1] To enable Government to exercise the financial control which is essen-
tial, we recommend that (1) the head of account ‘“ 16 Telegraphs ”’ should be
sub-divided into 16 A Telegraphs, Capital expenditure, and 16 B Telegraphs,
Revenue expenditure; (2) the Director-General when applying each year for
the grants of the following year, should submit separate schedules of his
requirements under Capital and Revenue; and (3) the exact grant under each .
such main head should be intimated to him, the grants being kept quite apart
from the beginning. The demand under 16 A Capital will vary with the new
Capital works ordered from time to time by Government, a sum being added to
meet the smaller extensions within the Director-General’s power of sanction.
The demand under 16 B Revenue should show separately the requirements

under—

I.—Maintename of lines, apparatus and plant; including repairs to
buildings executed by the Telegraph Depariment.

11.—Fized establishments and rent.
111.—Office contingencies and travelling allowances.
IV.—S8pecial rewards. '
V.—Temporary establishment.
VI.—Pie-money and overtime allowances.

VIL— Working charges of combined offices.

And when the Revenue grant is fixed its division over the above heads should
be intimated at the same time. )

(iv) The grant for maintenance of linesis intended to cover the cost of items
of expenditure such as labour, freight, carriage charges, etc.,, and the value of
stores, but not of any establishment except such as is chargeable under the
rules to “works” and is actually employed on maintenance. The travelling
expenses of such establishment would also be included under this head. The

.(v) The grant for fized establishments and rent should cover the cost of all
fized establishments of the Department, however they may be employed. It
will be necessary, in calculating the grant under this head that will be imme-
diately required, to take into account the cost of all existing establishments
and to make allowance for the increments which the staff will earn and the
temporary establishment that will be made permanent. Asthe Department
is expanding rapidly, the total grant for fixed establishment ' will require to be
iforeased each year, to meet the cost of the additional appointments that will
have to be created, 88 well as to introduce gradually the improvemeuts in the
’pay of the subordinate staff recommended in this Report and suoh other



Working
oharges of
Jombined
Offices.

18 REPORT OF THE TELEGRAPH COMMITTEE.

improvements as may be necessary. We understand that in the Post Office an

arrangement is in force under which the Director-General of the Post Office is.

a‘uthorised to incur annually, and without the previous sanction of Govern-
ment, extra expenditure on fixed establishment up to a certain specified stm,*
and that this system has worked well in practice, proved economical and
obviated the necessity of numerous references to Government. We consider
that the same system might with advantage be extended to the Telegraph
Department, and we recommend that the Director-General of Telegraphs should
be authorised to incur each year extra expenditure on fixed establishmente,
subject to a maximum of Rs.1,80,000 a year, and to the condition tkat the total
sanctions given in any one year shall not increase the expenditure on account of
sanctioned fixed establishment to be included in the Budgei Estimate of the
following year by a larger sum than Rs. 30,000 a month or Rs.<3,60,000 a year.
This sanction is intended to coverall new or additional appointments that may
be made including those of signallers, and the revisions of existing scales
recommended in this Report, except that of the signalling establishment. In
the case of new appointments on incremental rates of pay the charge against
the grant should be the average pay of the appointment. The maximum figure
of Rs.1,80,000 should be reconsidered after two years, but as a beginning it
appears to be fair; it is half the amount granted to the Post Office and we think
it suitable considering the relative establishment expenditure of the two
Departments, the rate of expansion of the Telegraph Department, and the
revisions of clerical and line establishments that will be required. '

(vi) With the recommendations which we are making elsewhere t in the
matter of transfers, the expenditure under the head office contingencies and
travelling allowances, will probably be smaller than heretofore.

(vii) The amount under the head of special rewards will be inconsiderable
and need not vary.

(viii) The expenditure on account of temporary establishment is very heavy .

in the Telegraph Department. In paragraph 18 we suggest the adoption of a
rule that establishment sanctioned as temporary must not continue as such for
more than two years. If this proposal is accepted, the grant may be reduced
by the cost of the temporary establishment made permanent.

(ix) The grant under the head of pie-money and overtime allowances should
be fixed each year and kept as low as possible.

17. Tn paragraph 102 of this Report we explain that a certain amount should
bf’ set aside each year for the working charges of combined offices and placed at the
disposal of the Director-General of the Post Oftice, who should be required to

forecast his expenditure on this account in the same way as he estimates other -

postal expenditure. In the same passage we recommend that the amount of
this grant should be fixed on a consideration of this forecast, subject to g
maximum of 35 per cent. of the gross receipts from combined offices, and
that the percentage should be subject torevision. These proposals have no
direct connection with the Cirele Scheme, but are mentioned here because it is

convenient to review in one place all of our financial proposals before we
proceed to deal with the powers of officers.

—_——

# Goverumeut of India, Department of Commerce and Industry, letter No. 1731-72, dated 1st March 1%06
! >

to the Direotor-General of the Post Office.
+ ¥ide paragraph 91 below.

gowou of tiiw

irector-
General of
Telegraphs.
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'?. (i) Coming now to the powers of the Director-General of Telegraphs,
am . first the oase of re-appropriations we consider that once the grants
have “ween’ fixed the Director-General should have full power to make all>
re-appropriations except in the following cases :—

(¢) From the English to the Indian grants.

() From Capital to Revenue or vice versd, except between the portions
of the grant for fixed establishment allocated to Capital and
Revenue. The whole of the charges on fixed establishment
should be shown under Revenue with a deduction entry of the

" portion debitable to Capital as its sharé on account of Capital
expenditure. As this share will vary with the actual Capital
expenditure, the Director-General of Telegraphs should be autho-
rised o correct the dividion so long as the total grant for fixed
establishment is not exceeded.

(¢) From the grant for any Capital work sanctioned by the Government
of India.

(@) Any re-appropriations which will increase the grants for fixed or
temporary establishment, or the grant for special rewards.

(¢) Any re-appropriation from or to the grant for working charges of
combined offices.

(ii) We have examined the present powers of the Director-General to
sanction expenditure on works or on establishment and to deal with various
matters of administration with a view to seeing whether any additions or modi-
fications are called for; and we have given in Appendix E a schedule of the
existing powers, stating against each item what change, if any, we propose.

(iii) We recommend a considerable change under the bead of New Oapital
Works. At present the Direcfor-General may sanction such works when
estimated to cost not more than Rs. 20,000. This limit has been in force for
many years and with the present prices of materials and labour is only sufficient
to enable the Director-General to sanction small extensions of about 30
miles, an extension usually consisting of a line of posts with two wires. We
consider that this limit is too low and that it must result in far too many
references to Government. We recommend therefore that it be raised to
Rs, 50,000, an amount which will enable the Direotor-General to sanction
extensions of about 70 miles in length. We notice that Rs. 50,000 is the

. 1imit specified in the case of the Director-General, Military Works, and with

the proposals which we have made for closer financial control a similar. limit
may safely be fixed for the Director-General of Telegraphs. The changes in -
items 2 and 3 of the schedule follow the change here proposed.

(iv) The present powers of the Director-General to sanction establishment
are summarised in letter No, 10164, dated 22nd December 1906, from the
Government of India, Department of Commerce and Industry, to the Dirdotor-
General. These powers are the results of various ord®rs passed from time to
time and are not uniform in their application to all classes of establishments, with
the result that the powers of the Director-General in respect of the different.
clasges are unequal and unsatisfaotory. We -consider that the -nectssary

_éontrol of Government could be retained and sufficient freedom of action given

tothe Director-General -of Telegraphs if the present powers were simplified and.
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made more uniform, and in substitution for those at present existing we
suggest the following : — '

Permanent Establishment.

The Director-General of Telegraphs should have full powers to sanction
all classes of establishment, with the following exceptions :—

I. He may not create or abolish any appointment on a salary exceed-
ing Rs. 250 a month or modify the salary of such an appointment
or raise the salary of any appointment above this amount;

II, He may not modify the rates of pay of any grade(i service when,
these have been fixed by the Government of, India ;

II1. He may not change the proportions in the different grades of such
a service except where the proportions have:not been fixed by
Government, and provided that no addition is made to the
number in a grade or grades on pay exceeding Rs. 250 a month ;

IV. He may not create a new grade of officers on a salary exceedi
Rs. 100 a month; ¥ exceeding

In the case of the Signalling Establishment the powers of the
Director-General are subject to the further restrictions enumerated
in paragraphs 84 and 85,

Temporary Establishment.
He should have full powers with the following restrictions :—

I. He may not create any appointment on a salary exceeding Rs. 250
a month, or raise the salary of an existing appointment above
this amount ;

I1. He may oot sanction establishment temporarily to avoid increasing
the charges for fixed establishment, but must appoint establish.-
ment permanently and not temporarily where it is clear from
the first that it will be required permanently ; and

II1. He may not continue establishment sanctioned temporarily as such
for more than two years, by the end of which time it must either
be abolished or made permanent.

(v) Other smaller points where we have proposed changes are—
Item No. 8 of Schedule.—We consider that the Director-General .should
have full powers in the case of all temporary buildings, and in the case of

permanent buildings full powers to the limit up to which he may sanction the *

construction of such buildings from his grant.

. Item No. 12.—It has frequently been represented to us that much inco;l-
venience and unnecessary correspondence are caused by the restriotions
regarding the purchase of small quantities of statjonery locally. We
;onsider that some relaxation of this restriction is necessary and have provided

or it.

Item No. 14—We have included direotories and other simi .
er similar i
under this power. publications

Iiem No. 18.—We hold that the Director-General of T
elegraph
not have the power to post or transfer Directors, graphs s;hould
Item No. 19.—We recommend that the Director-General of Telegraphs
should have power to suspend any officer below the rank of Director. °

Powers of

. Directors of

Circles and
Superintend-
ents in
charge of
Divisions.

Distribution
work of Supe-
rior 8taff. -
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Items Nos. 46 and 47.—We have followed here what we understand to be
the arrangement in force in the Post Office. '
. Item No. 50.—This is a new power which in our opinion may properly
be granted to the Director-General of Telegraphs.

Item No. 66.—We propose that the DirectogGeneral of Telegraphs should
not be empowered to grant leave to Directors or Officers of equivalent rank.

« Items Nos. 75 and 76.—We have differentiated here between losses of
stores and losses of cash. We consider that the limit in the first case might
beeraised to Rs. 5,000.

19. Haying disposed of the powers of the Director-General we have next to

. consider what powers should be delegated to the Circle Directors. In making

our proposals we have kept in mind the principles that (1) the Directors
should be given gs much authority as is compatible with the control of the
Director-General over the Department, and (2) the Direction should be freed
from the necessity of dealing with the multitude of petty details that are now
referred to head-quarters. We have revised the powers of Superintendents on
like principles so as to ensure that the time of Directors shall not be wasted by
trivial matters. We have scheduled the powers proposed for each of these
classes of officers in Appendix F and have retained in the majority of cases
the powers proposed by the Departmental Committee of 1904. We have not
thought it necessary to define the powers of the Directors of Traffic and Con-
struction. The Director-General will settle, as a matter of office procedure, the
extent to which these officers should dispose of cases without reference to him.
It must be understood throughout that they do not exercise independent
funections, but act merely on behalf of the Director-General.

20. (i) Having now completed our description of the Circle Scheme we
come to the third question referred to us which is expressed in these terms :—

(8) Whether the existing organmisation of the Superior Staff of the
Department and the distribution of work is satisfactory, and if not what alter-
ations should be made ; and in particular whether o clearer distinction should
be made between (a) administration, traffic and inspection on the one hand,
and (b) construction and engineering on the other.

(i) Taking first the latter part of the question, wehold, after much careful
consideration, that some specialisation of duties is necessary now, and that
further specialisation will be required as time goes on. We do not,
however, advocate, on the Railwa@y model, a separate branch of Telegraph
Engineers, all general administrative matters being left to the Traffic Officers.
*Such a complete cleavage of the staff of the Department would lead, at
any rate under present conditions of telegraph business, to waste of time
in travelling and duplication of work, because two sets of officers would -
have to travel over the country to perform inspections of different kinds
which, so far, it is practicable to entrust to a single agency. There would
obviously be additional expenditure on staff, which can, at present, be avoided.
A more serious objection is that it is essential to the success of the Circle
Scheme that the Divisional Superintendents and Circle Officers should be
thoroughly acquainted with all branches of the work of the Department,
except indeed that known in a special sense as *Technical ” for which we
propose special provision, This involves not a separation throughout the
service between Traffic experts and Telegraph Engineers, but the training of
Assistant Superintendents in both of these branches of duty. 'We shall revert
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to the subject of the training of Assistant Superintendents in another part of
this Report.* .
< 21. Holding these views we nevertheless consider that specialisation, though
not exactly on the lines contemplated, should begin in Traffic after some years,
and in Electrical Engineering or Technical work with as little delay as p.ossi-
ble. The time, we think, wﬁﬁ come, though it has not come yet, to form a
separate Traffic Branch composed of the officers in charge of or posted to lauge
offices. The officers, who hold charge of the three Presidency offices and Agra,
at present number ounly four; and that number is obviously too small for #he
constitution of a separate Branch. The time for the formation of such a
Branch will, we think, have arrived when there are twelve offices with such a
volume of traffic that each will demand the servicesof an officer of superior
rank for its proper control. By that time some of the offices will require, in
addition to the Superintendent in charge, the services of an Assistani Super-
intendent, so that the total number of officers in the Branch will exceed twelve.
If traffic continues to increase at the rapid rate, which may reasonably be
anticipated, this state of affairs will, we believe, be reached, certainly in ten
years and possibly soomer. In order that the Department may be prepared
to meet this condition of things when it arises, a beginning should now be made
in this direction by selecting a proportion of the officers recruited at home with
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improvements in electrical appliances, the Department requires a new class of
gubordinates who must be competent electrical mechanicians possessing higher
technical qualifications than those of the ordinary Testing Telegraph Master§.
After considerable correspondence® the Government of India in March 1908
sanclioned the grant of special allowances of Rs. 50 and Rs. 25 a month
respectively to Telegraph Masters or signallers who, after a course of training
in.the office of the Electrician, obtain a first or second class certificate and are
seleoted to fill one of eight first class or thirteen second class appointments,
of e which nineteen are allotted to important Signal Offices, the remaining two
appointments being held by travelling Telegraph Masters employed respectively
on the Wheatstone Automatic system and on the inspection of acoumulators
énd dynamos. These special allowances and the ordinary charge allowances
of Telegraph Masters are not cumulative, and the former are at present tenable
anly by certificate holders actually filling the twenty-one sanctioned appoint-
ments, though the Director-General has proposed that the allowances shall
be tenable by the certificate holders howsoever and wheresoever employed.
Orders on this proposal have, we understand, been reserved until we have
reported on the subject. These arrangements are admitted to be of a makeshift
character, and our recommendations proceed on wider lines better suited, as
we believe, to the permanent needs of the Department.

a view to their employment when they have entered the service in the Traffic fggg:so‘fot:nt%e 24, The proposal to organise a Technical Branch was made by Sir Sydney
Branch, the constitution of which has been proposed; and with this object

proposal. Hutchinson in bis discussions with the Committee at Simla last October.t It
some of the recruits might be required, before coming to India, to go ’ bhas met with the support of almost every one of the' officers of the Teleg.ral.)h
: ¥ Department whom we have consulted on the subject ; and the reasons in its
favour appear to the Committee to be strong and convincing. The enormous
increase of traffic must be met in part by the use of modern instruments of
intricate mechanism, such as the Wheatstone (each costing £130), the Baudot
(cost £180) and the Murray apparatus (cost £840). The working of these in-
struments needs more than ordinary electrical knowledge, and great loss and

through a practical course of instruction in traffic, for which arrangements
might be made with the British Post Office. There is no reason, however, why
the Traffic Branch should not also be recruited partly in this country; and
we recommend that, when the Branch is constituted, one-third of the appointe
ments in it should be reserved for Traffic subordinates, provided that officers
possessing the necessary qualifications are available, Officers so selected should
be promoted to the Superior Staff as mewbers of the Provincial Service. Tire
adoption of this measure would not only be advantageous from the point.ot'

view of economy, but would also produce a most beneficial effect on the work
of Traffic subordinates generally,

- dislocation of traffic are the consequence if their mechanical efficiency is not

effectively maintained. The rapid advance of electrical science also imposes
upon the Department the obligation of keeping its electrical knowledge up

to date, and for this purpose a body of specialists is required. The responsi-
bilities of the Technical Branch would include the supervision of engine rooms

i f 22. As regards specialisation i . . . _
2 frge%lﬂ:?g?n ° g pecialisation in Electrical Engineering or Technical work

sent arrange-

Branch. Pre- one of the most important proposals that we have to make is that a special

Technical Branch of the Department should be organised. The materials for
such a Branch are now available in the Department and indeed, in a certain
sense, the Branch may besaid already toexist. It has for some time been recoe.
nised T that the Department requires officers with special qualifications ;;
- Electrical Engineers, and in 1893 five such officers and between September 1900

and big battery rooms, of telephones,-of switches—both test and telephone—of
accumulator installations, of Wheatstone, Baudot and Murray machines (a
technical officer being in charge wherever these machines are used), of transla-

 tion instruments, of eleotrical fans and lights on departmental premises, and of

installations of wireless telegraphy of which there are now seven in India and
the Andamans.

and October 1903 nine such officers were reoruited in the open market. At : &l%ﬁf& o 25, We recommend that t%le proposu.adil Tecllmcal .Brs.x;ch :): organ‘lsle('lr mhth.e
present, out of the Superior Staff the Electrician and five Assistant Superin- ~ Branoh. following manner. The superior esta:bhs faenl required Tor $ho specinl Techat-
tendents are engaged upon technical work ; while not less than sixty-one Tele- cal Branch for some years to come will be—

graph Masters and signallers are employed, wholly or partly, on (iuties of a | One Electrical Engineer-in-Chief,

techuical nature ; but the subordinate members of this staff, if such it can be Five Electrical Engineers.
called, are not adequately trained, nor is there any organisation of its form or . 'We shall show elsewhere in this Report { that this number of officers can
functions.

. _ be provided without increase to the sanctioned total of 101 officers in the
;c.e{ﬁ;%g:{u for s 26;1.1 Iz;nas ::32:;?8 qlfut:h recentlfy adoptted ;t l()las been practically admitted “;;Iaovmmm of Indis, Department of Commerce and Industry, No. 10701971, dated the 12th March
uties. s e 0 e very frequent introduction 1606, ~
. 9 on at the present day of 't Vide Park T of Prossedings of the Committos, page 18, parsgraph 3, and page 85, paragraph .
8ee paragraph 157 below.

] ; h 81 below.
t Vide Part I of the Proceedings of the Committee, page 82, 1 Vide paragrap
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Supe.rior Staff, and we are satisfied that six officers fully qualified to hold the may be left to the Director-General of Telegrapbs, who should also regulate the
appointments can be provided from those already in the Department. It will leave, promotion and transfers of the officers of the Branch other than the
n9t therefore be necessary to resort to special recruitment at present for the Blectrical Engineer-in-Chief. ’
purpose of filling up these posts, but in the future, as occasion may arise, steps $ion or  28. The subordinate portion of the Technical Branch should for the present
:Eopld be taken to select a pr(‘mortion of officers with spe.oial reference to &{%ﬂézggﬂ © consist of three Sub-Assistants and thirty-eight Telegraph Masters and signallers.

.elr fitness for employment in the Branch. Officers appointed to the Tech- %:oeh!n of ¢ ° As already mentioned, we have ascertained that sizty-one men are now employed
nlczfll Branqh at the time of recruitment should remain in it for the whole. of Branoh. Wﬁolly or partly on teclmical work, and the Electrician has estimated’ that the
their service, and should have no title to employment in the ordinary line, )

amount of technical work performed by them isequivalent to the whole-time
service of more than thirty-eight men, In these circumstances we are satisfied
that thirty-eight men can be spared from traffic for technieal duty without any
' addition to the establishment. The proposed distribution of these men is shown
in the table given below.* The scheme, however, involves the creation of three
new apﬁf)intments of Sub-Assistant Superintendent (Technical) on Rs. 350 a

But the officers who are already in the Department and employed on technieal
work, must be given the option of entering the new Branch or of returniﬁg‘
to Divisional work. In the case of those electing the former alternative, the
choice should be tinal ; but officers who prefer the General Branch may continne
to be employed on technical work until the occurrence of vacancies.in the
Superior Staff gives the opportunity of recruiting other officers to take their

; . : . » ‘corre i duction can be made in the number of either the
places in the Technical Branch ; and when this can be arranced month and no corresponding re .
finally leave it. ged they should Traffic or the General Sub-Assi.stantS. Wfa are'satlsﬁed. that three officers of the
%gziﬂ:gfg?ﬂ 26. We recommend that the head of the Technical Branch should be styled rank of Sub-Assistant are required to assist tho Superior Officers, and that they

Ohief and the the Electrical Engineer-in-Chief in order that cannot without sacrifice of efficiency be dispensed with. One will be employed

Eleotrioal En- he may have the necessary

glneers. status as compared with officers of similar rank in other countries. Ti e other in the Electrician’s office and two, who W.ﬂl be touring officers, fa,s Inspect.;ors
officers of the Branch will probably be employed on work of much the same of Mechanical Telegraphs .and of Installa,.tlons and '.I‘elephones.' These appoint-
class whatever their period of service, and in their case no distinction corre- ments are also necessary in order to glve. te.chnlcal sul.)ordma,.tes the .same
sponding to that between officers in Divisional charge and those of lower rank chances of promotion as those who remfnn in the ordinary line. It is not
will exist. For this reason we have proposed that all should bear the same desirable that when their turn for pr.omotlf)ni con%es they should be promoted
title, Blectrical Engincer, and for the same reason we consi der it inadvisable to Traffic Sub-Assistant, becax%se thelt‘ training will not have .ﬁtted them for
that they should be graded with their contemporaries in the general line, or that Traffic appointments, and their special knowledge and experience 'v‘muld. be
their promotion should depend on the occurrence of vacancies in the ;n' dinary lost to the Department when they had becom.e n?ost.: valuable. The Technical
grades. A system of incremental pay appears to us to be the most suitable {or Branch should consist of picked men and service in it should be made as attrac-

a Branch of this kind and we recommend the scale set forth in Appendix G to tive as possible, and it is therefore necessary that it should include appointments

this Report. Electrical Engineers on joining the Department should remain on
probation for a period of two years until thejr fitness for the work has heen *

TerEesaPE MasTBRS AND SIGNALLERS®

tested ; ‘and during this period they should draw Pay at the rate of Rs. 350 General, Mechanioal. Total.
per mensem.  If they are confirmed, their pay should increase by annual incre.
meants of Rs. 50 until it reaches s maximum of Rs. 1,250 after twenty years’ 1 1 9
service. The only promotion which will be open to a Technical ofﬁcerbbeyond Agra Qﬁice Ce e e
this point will be to the post of Electrical Engineer-in-Chief. For this | Bombay Office . . . I 1 1 2
ftppomtment we recommend that the pay should be Rs. 1,500 rising by annual Caloutt 1 1 2
increments of Rs. 50 to Rs. 1,750 and thereatter by arnual increments of poR w ) .
Rs. 100 to Rs. 2,250, The minimum and maximum pay are the same as those , Madras ,, . . 1
we shall propose for Directors, and we consider that the holder of the appoint- Rangoon 1 1 )
ment shoul.d rank ‘?lth tll)ern according to the date of appointment as Directoy . Cisal 8 4 12
and Electrical Engineer-in-Chief as the case may be. 1roles . :
g}f}iﬁ’ and 2.7' Of the officers, other than the.a Electrician, at present engaged in Wireless . - - s e .
Eleotrical En. technical work three are employed on Wireless Telegraphy, one on Baudot and : . 2 2
gineers. - . . . . n Murray . . . . .
Murray, and one on the class of instruction, installations and general duties 1 1
The Electrici th i ' Simla and Calcutta (seagon) .
e Blecirician proposes that on the formation of the Branch two officers should ]
ordinarily be employed on Wireless Telegraphy, two for all Mechanical Tele - Special duty . . s e . . 2 2 4
graphs and as Inspectors of Installations, and one for the class of instruction Blectrician’s Ofice -« « + ) 2
new installations and general technical work. The proposed arrangement of
duties appears to us to be suitable, but it will of course he necessary to re-allot g
them from time to time as circumstances may require. This is a matter Whicl} . ToraL . % 14 . 83
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f(;r Sub-Assist:ant Superintendents. The leave, promotions and transfers
0'1 the Sub-Assistants should be regulated by the Director-General, and those of
3l other members of the subordinate section of the Technical Branch by the

Eleoctrical Engineer-in-Chief on the reports of Divisional Superintendents-and
Circle Officers.

29. (i) We do not consider it advisable that at present separate rates of
pay should be framed for the subordinates in the Technical Branch. It will
probably be more convenient that for some time to come they should  be
seconded from the signalling establishment, and should draw the pay to whi¢h
they are entitled as signallers or Telegraph Masters plus a special technical
allowance. Asa condition of employment in the Branch they should be
required to undergo a course of training in the Electrician's office and to
receive a certificate of fitness from him. « Only one class of certificate should,
we consider, be given, as it is inadvisable and inconvenient to make a distiné-
tion between the certificate holders by granting two classes of certificates. The
examination will show whether the candidate is qualified or not; and if any
further distinction were made, it would be necessary to grant two different rates
of allowance which would needlessly complicate the scheme. 1t is recommended
that all subordinates, whether Sub-Assistants, Telegraph Masters or signal-
lers, who obtain certificates should, while employed in the Branch, draw an
allowance of Rs. 26 per mensem in addition to the pay of their rank. In the
case of Telegraph Masters of the second and third grades the allowance should be
cumulative and should be drawn in addition to the Telegraph Master’s allowance.
The holding of a technical allowance should also qualify for promotion to the
first class of siznallers described in another portion of this Report.* Subordinates
in the Technical Branch should be liable to reversion to traffic work at any
time, if this proves necessary, but should ordinarily remain in the Technical
Branch for the whole of their service if found to be efficient. On reversion to
traffic dutlfas the te.chmcal alloYvance will cease. For promotion to Telegraph.
Master a signaller in the Technical Branch will be required to pass the qualify-
ing examination, and if he does so, should be promoted as s on as an officer
junior to him is promoted in the Traffic Branch. Promotion from grade to grade
of Telegraph Masters should be given in the same way. Promotion to Sub-Assig-
tant Superintendent should be made strictly by selection as in the case of the
Traffic and General Branches. These arrangements will super-ede those
described in paragraph 23 and the allowances of Rs, 50 and Rs, 29 at present
granted will be absorbed. Any signaller at present in receipt of an allowance
of Rs. 50 should, however, continue to draw it, until he is promoted perma-
nently to the rank of Telegraph Master.

(ii) We have not proposed to include in the Technical Branch the Testing
Telegraph Masters (or signallers employed on testing work for whom a
monthly allowance of Rs. 10 has been proposed in another part of this Report).
The qualifications required for the performance of the ordinary testing work
are not such as to justify the grant of the technical a,IIOWnnc;e of Rs, 26 per
month, and it is, we think, administratively more convenient that the Testing
Telegraph Masters should remain in the Traffic Branch,

(iii) Appendix G includes a proposition statement which shows the extra
cost involved in the creation of the Technical Branch.

r

® Vide paragraph 67 below.

History of th
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80 (i) We have to turn next to the history of the organisation of the
Superior Staff, and ‘for this it is unnecessary to go further back than the year
1687. The total strength of the establishment was then fixed * at 84 madd
up as follows :—

Rs.
Class I Director-General . . . . 1 38,000
» II Deputy Director-General . . . 1 2,000

,  III Directorst 9 1,225-75-1,600

Grade 1 4 1,1256-75-1,500

» IV Superintendent .. s, 2 10 1,000

. s 3 12 850

2 V Assistant Superintendents { :: % ig ggg

“e 1 1Y Assistant Superintendents { ”: % {? ggg
’ TorAL 84,

(ii) In 1893 when the working and control of the telegraphs in Kashmir
were transferred to the Department, one Superintendent and one Assistant
Superintendent were added to the staff,} making the total 86, at which figure,
it remained until 1901,

(iii) In 1900 the Direotor-General of Telegraphs drew attention to the
enormous increase of work which had taken place since the strength of the
Department had last been fixed and expressed his conviction that the existing
staff was inadequate, He did not ask for any inoreasein the number of
Divisions, but was of opinion that the case would be sufficiently met if
fifteen additional Assistant Superintendents were appointed, who would hold
charge of important Sub-Divisions and would also be available as assistants
to heavily worked superior officers. This proposal was agreed to by the
Government of India§ and the Secretary of State.

(iv) The matter was, however, re-opened before long. 1t was apprehended
By the Secretary of State that the addition of the whole of the new appoint-
ments to the lower ranks of the service might result in a serious block in
promotion. The method of selecting candidates from Cooper’s Hill allowed
the foremost men. a choioe between the Public Works Department and the
Telegraph Department, and it was therefore undesirable that the latter
Department should suffer from manifest inferiority of the prospects which it
offered to the students. Af the same time the Director-General had recon-
sidered his views that additional Divisions were not required, and the Govern-
ment of India coneurred with him in thinking that a redistribution and an
increase in the number of Superintendents’ charges was urgently called for.|

(v) The scheme for the reorganisation of the Superior Staff, which was
submitted by the Government of India and approved by the Secretary of State,
provided for an immediate increase in the number of the superior appoint-
ments by seven, for the opening of five new Divisionsq] and for the addition

_ to the head-quarters staff of two new officers, styled Deputy Directors, while a

* Vide Resolution of the Government of Indis, Public Works Department, No. 135-T.E., dated 31st
October 1887.

4 The Directors received the pay of a Superintendent, 1st grade, plus Re. 100,

1 Vide Resolution of the Government of India, Public Works Department, No. 145-T.E., dated 28tk
Degsmber 1893. ) _

§ Vide Despatoh No, 34-Telegraph, dated 1st November 1900, and Resolution of the Government of
Ipdia, No. 19-T.E., dated 7th Janoary 1901 :

§ Vide Resolution of the Government of India, No. 992-T.E,, dated 6th July 1008.

§ In fact only four new Divisions were opened, the total number being raised from 16 to 2,
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corresponding reduction was made in the number of Assistant Superintendents.
It was considered that the conditions of promotion in the Public Works
Department and in the Telegraph Department should be assimilated as soan
as possible, in order thata fair proportion of the best students might be
attracted to the Telegraph Department; it was therefore desirable on every
account that the normal or eventual rate of promotion should be as nearly
as possible equal to that in the Public Works Department. It was accordingly
decided that an ultimate scale should be adopted for the Superintendent and
Assistant Superintendent grades of the Telegraph Department, which should
be identical with those of the Executive and Assistant Engineer grades of the
Public Works Liepartment. In consequence of this arrangement the number of
Superintendents’ charges, 1st grade, would ultimately he increased from 10 to
23, But to prevent an abnormal acceleration of promotion the intruduction
of the ultimate scale was made subject to a time-limit, which is reproduced
below, * and the creation of additional Superintendents’ charges (other than the
four new Divisions which were opened at once) was deferred until officers
of suitable standing were available to hold charge of them. As regards the
. appointments of bigher rank than Superintendent, the addition of two
Deputy Directors made the proportion of such appointments to the total
strength 10 per cent. which was the same proportion as existed in the Public
Works Department. The opportunity was taken to raise the pay of the
Directors of Construetion and Traffic from Rs. 1,600 to Rs. 1,800 (the pay of a
Chief Engineer, 3rd grade), to fix the pay of the Deputy Directors at Rs. 1,600
(the pay of a Superintending Engineer 1st grade), and to divide the C,hief
Superintendents (who bad previously drawn Rs. 1,125—75—1,600) into two
grades on Rs. 1,400 and Rs. 1,260, corresponding to the 2nd and 8rd grades of
Superintending Engineers. ’
(vi) The orders published in 1901 and 1903 may be summarised as follows
In 1901 no reorganisation was attempted, but an addition of fifteen a.ppointment;
for Assistant Superintendents was made raising the number of these officers
from 55 to 70. In1903 the Superior Staff was reorganised with the immediate
effect of transferring six appointments from the Assistant Superintendents
to the Superintendents and higher officers, and the ultimate effect of so trans-
ferring the whole of the fifteen appointments created in 1901. The seale
sanctioned in 1903, which is still in force, will be found in Appendix C to
this Report.

Yoars’ service from
o the date of enter-

si:g ?;r:is;gnt* tYhem. service in
perintenden! o gr
T pad ) grade below.

‘* Time qualification for promotion to Assistant Saperintendent, 3rd
grade, after

. fter . . . ., e . 3 or 3
ime qualification for promotion to Assistant Superintendent, 2nd
grade, after . . . . . . . 2 or 3
Time qualification for promotion to  Assistant Superintendent, lst y
grade, after . . 1l o
i . . ' . . [ L] [ ] r
Tfme qualification for promotion to Superintendent, 2nd grade, after . 14} or :g
Time qualification for promotion to Superintendent, 1st grade, after . 19 or 4%

Note.—If, however, an officer eligi i i ea80
s gible for promotion under the time rule is not promoted for

+ - . an

such as not bel'ng_recommended or being otherwise superseded, for each officer so passed over another ﬂiy  may

be promoted within the measure of the limiting scale. oo may

The result of this rule will b i = )
seale porattn. 1Ll be the same as if all the officers eligible were promoted, so far as the limiting

Under this rule any officer not qual} i
» ! qualified by length of service may be promoted in place of :
eligible by the time rule, but not equally eligible with the former under the rule of ualzotion. * offeet who fe

Method
adopted to
;:‘lélge at the

or strength
of the Staff, 8t
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31. We have thought it right to refer to the history of the Staff, because
it is not clear that the necessity of fixing the number of Assistant Superin-
tendents’ charges with due regard to the pumber of officers required Q)
fill éhe higher appointments after a given number of years’ service received
sufficient consideration. The addition of a number of appointments in the
lower grades of a service without a corresponding increase in the higher grades
mist inevitably result in stagnation of promotion and discontent. In 1901
this principle appears to have been overlooked, and hence in 1903 it became
negessary to determine the number of higher appointments not only with refer-
ence to actual administrative needs, but also to provide an even flow of
promotion for officers already in the service. In the proposals which we
have now to malke we have given constant attention to ‘the principle that
the Supdrior Staff must be limited to the number of officers required to fill
the important and responsible positions in the Department plus a sufficient
number of officers in training to hold such appointments. ‘Accordingly
having first determined the number of administrative and executive charges
which the exigenciesof the service demand, we then examined the existing
scale to see whether it would meet the object which we had in view, namely,
that officers should reach definite charges of importance at about eight

_years’ service. The present sanctioned strength is 101 officers ; and fortunately

we are able to report that this figure should be neither increased nor diminished.
Under our proposals, as set forth in Appendix C, the strength for administrative
and executive purposes will indeed be reduced to 93; but if regard be had
to the total number of officers required this reduction is nominal. Six
appointments —one Superintendent and five Assistant Superintendents—
will be transferred to the proposed Technical Branch, one Superintendent
will be reduced by the appointment of aun officer selected from outside the
Department as Chief Store-keeper and another by the appointment of a
Deputy Examiner, when the Examiner of Telegraph Accounts takes churge of

‘the Check Office. These eight officers added to the 93 make up the present

total of 101. Of the 93 officers 51 will hold charges of importanece, viz. :—

Director-General . . . . . . . . . 1
Directors . . . . . . . . . . 10
Superintendents in charge of Divisions . . . . . 34
Superintendents in charge of Offices’. . Ce e 4
Superintendent of Workshops . . . . . . . 1
Personal Assistant to the Director-General . . . . . 1

Torar 51

There will thus be 42 Assistant Superintendents ; and from various calculations

"which we have made, but which it is uonecessary to set out, we are satisfied-

Equalisation
of emoluments

in the Public

Works and
Telegraph
Departments:

that a proportion of 51 officers in important charge to 42 officers in training will
secure the object which we have in view, that is to say, the attainment of
posts of suitable responsibility at a sufficiently early period of service,

39. Reverting now to the history of the staff we observe that when the last
reorganisation was carried out great importance was attached both by the
Government of India and by the Secretary of State to the equalisation of pay
and prospects in the Public Works and Telegraph Departments. From the
Deputy Director-General downwards the pay of each class and grade was
fixed so as to correspond with that of a grade or class in the former Depart.
ent; and indeed we gather from a review of the whole correspondence that
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the governing principle is that stated in the Secretary of State’s despatch No. 7
(Telegraphs), dated the 27th February 1903, viz.,  that it is desirable, having
segard to the existing method of recruitment of the Telegraph Departmend,
that the prospects of advancement in it should not be inferior to those of the
Public Works Department officers entering it.” The ground for this
principle clearly lies in the fact that the Superior Staff of both Departments
was recruited from the Royal Indian Engineering College at Cooper’s Hill.
Since then, however, conditions have been altered, the College has been
closed, and both Departments will in future obtain candidates from the open
market. .

33. The first question thenis whether the recent changein the method of
recruitment in any way suggests that the principle of assimilating the emolu-
ments of the Public Works Department and Telegraph Officers shduld be
abandoned or modified. We are of the opinion that this question should be
answered in the negative. As regards the officers already in the service, the
method by which the great majority have been recruited is the same as in the case
of the Public Works Department Officers who, like them, were trained at
Cooper’s Hill; and a change which, from its nature, would apply only to future
entrants, clearly ought not to he applied with retrospective effect to disappoint

expectations on the strength of which present incumbents entered the service

and which they have reasonably entertained throughout. This consideration

a]onfe should secure to Cooper’s Hill men down to the latest recruit, that is to
say for a period of more than thirty years, emoluments not necessarily equal to
those of the Department of Public Works Officers in every grade of the service,
but, on the whole, of not inferior value. As regards future entrants we have
been informed that, although the method of recruitment has been changed,
th.e new method will apply to Telegraph Officers and Public Works Officers
alike, with the exception, however, that candidates for the Telegraph
Dept.xrtment will be required to have spent at least one year as an Elecbtrical
Engineer or in some similar capacity., The necessity for parity
thus remains at least as strong as it was before the abolition of Cooper’s Hill;
and it may be even stronger, if we are correct in the belief that the professioxl
of Electrical Engineer is a growing one in the United Kingdom, and that the
remuneration which may be expected by really competent Electrical Engineers
is alrendy very considerable. It would be lamentable if the Telegraph
Department were to obtain a class of recruits either infevior to those entering
the Public Works Department or composed of men of inferior promise from
amongst those who aspire to Electrical Engineering as a profession.

3t (i) It is unnecessary toadduce any reasons in support of the obvious

remark that at the present time the Telegraph Officers in the higher grades are’

worse off than their Public Works contemporaries. The question is simply
one of rates of pay, and the disadvantage of the Telegraph Officers
is due to the fact that the increased rates granted in the Public
Works Department to the officers in the administrative grades by
Government of India, Public Works Department, Resolution No. 1101-E.,
dated 25th August 1905, have not yet been sanctioned for the Telegraph
Department. This inequality should undoubtedly be removed at as early

a date as possible.
1

(ii) We have, however, taken into consideration another point, which is that,
whereas the proportion of higher appointments in the Public Works Depart-
ment (Chief and Superintending Engineers) is about 10 per cent. of the total

of prospects.
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_ Engineering establishment, the proportion in the Telegraph Department will

be raised under our proposals to a slightly higher figure. Out of a total

_strength of 99 Telegraph and Electrical Engineers (the Superintendents 6§

Proposals of
the Committee.

.1 Director-General of Telegraphs at 3,000

12 Appointments.

Stores and the Check Office being excluded) we shall have 12 of a rank not
below that of Superintending Engineer, viz. : —

1 Director-General of Telegraphs.
1 Director of Traffic.

1 Director of Construction.

8 Directors of Circles.

1 Electrical Engineer-in-Chief.

.

With a larger proportion of higher appointments it seems reasonable that
the actugl emoluments of the highest appointments below that of Director-
General of Teléggaphs should not be so great as in the Public Works
Department.

35. (i) On the whole, as a moderate and just proposal, we put forward the
following scale; the present scale is also shown for the purpose of
comparison : —

Present scale. Proposed scale.

Rs. Rs.
1 Director-General of Telegraphs at 3,000

omd

Deputy DirectorsGeneral of Tele-

graphs at . . . . 2,000
2 Directorsat . . . . 1,800 2 Directors at . . . . 2,250
2 Deputy Directors at . . . 1,600 2 Ditto . . . . 2,000
2 Chief Superintendents at . . 1,400 3 Ditto . . .. L750
2 Ditto , . 1,250 3  Ditto . . . . 1,500
2 Superintendentsat . . . 1,000

1 Electrical Engineer- { 1,500—50—1,760
in-Chief "1,750—100—2,250

12 Appointments.

~

(ii) The proposed scale may also be compared with the new scale in the
Department of Public Works :—

Public Works Department actual scale. Telegraph Department proposed scale.

Rs. Rs.
Director-General . . . . 3,000
Chief Engineer, 1st class . . 2,750°
Ditto 2nd ,, . . 2,500 .
‘ Director, 1st class. . . . 2,260
. Superintending Engineer, 1st class . 2,000 Ditto 2nd ,, . . . 2,000
- Ditto 2nd ,, 1,750 Ditto 8xd ,, . . L750
Ditto 3rd ,, . 1,600 Ditto 4th ,, . . . 1,600

Electrical Engineer~ 1,500—50—1,750
in-Chief 1,760—100—2,250
The local allowance of a Chief Enginesr who is Secretary to a Local Gov-
ernment (Rs. 260 per mensem) or of a Superintending Engineer who is Secre-
tary to a Local Administration (Rs. 150 per mensem) will have no counterpart
in the Telegraph Department. |
" (iji) At present, taking the old rates of pay in the Public Works Depart-
ment, the appointments of Director-General of Telegraphs, Deputy Director-
G%neral of Telegraphs and the two Directors correspond with those' of Chief
Engineers and the appointments of the Deputy Directors and Chief Superin-
gendents with those of Superintending Engineers. The case is somewhat com-
plicated by the abolition of the 3rd grade of Chief Engineers on Re. 1,800 and
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the rise in the pay of Superintending Engineer, 1st class, to Rs. 2,000, the same
as that at present drawn by the Deputy Director-Genceral and Rs. 200 per
fensem more than that drawn by the Directors of Construction and Traffie.
If the pay of the three officers next in seniority to the Director-General of
Telegraphs were to be raised to Rs. 2,500,s» that they would all receive the
same pay as a Chief Engineer, 2nd class, expenditare, which is not, in our
opinion, really necessary, would be incurred, the slight reduction as compared
with the present Public Works scale in the emoluments of these appointments
already noted as reasonable would not be secured, and there would be ‘no
sufficient interval between the pay of the Director-General and.the pay of
his immediate juniors. But while it is not necessary to give any of the thres
officers who are his immediate juniors the full pay of a Chief Engineer, 2nd
class, as sanctioned in August 1905, none of them should draw less than that
ef a Superintending Engineer, 1st class, in the present scale of the Public
‘Works Department or less than a Chief Engineer, 2nd class, under the old
scale. We have solved the difficulty by proposing a class of two officers on
Rs. 2,250 and another class of the same number on Rs. 2,000, It is true that
in the Public Works Department there is no class on Rs. 2,250; but on the
whole our proposals seem to us fair and sufficient. We have already recom-
mended that tiile appointments of the Circle Directors and the Directors of
Construction and Traffic shall be interchangeable, whatever their class; and
we note here that their promotion will run by seniority from class to class
whether they are employed in Circles or in the Direction.

(iv) We have dealt with the case of the FElectrical Engineer-in-Chief in
the portion of this Report which velates to the proposed Technical Branch.
Excluding the expenditure on this post, the cost of the proposed reorganisation
of the administrative grades is Rs. 8,150 per mensem or Rs. 37,800 per annum.

(v) The Circle Scheme involves the appointment of Circle Directors and it
has therefore been incumbent upoun us to make recommendations in regard to
their pay. But we do not think that the cost of raising the emoluments of the
administrative officers and ot the Chief Superintendents who will now become
Circle Officers is properly attributable to that scheme. We are of opinion that the
claim of the administrative officers and the Chief Superintendents to equality
of emolument with the officers of the Public Works Department of like ran}
was, in any case, irresistible, and must have been admitted at an early date
whether thers had been any Circle Scheme or no. The Director-General o.

Telegraphs raised the question very definitely in September 1905 and its ,

consideration has been postponed pending the receipt of this Report.* It must,

however, be allowed that the cost of raising one Superintendent, other than the .

Chief Superintendents, to the rank of Director (to provide for the charge of the

eighth Cirecle) may fairly be charged against the Circle Scheme. This amounts
to Rs. 6,000 a year.

36. As regards the rest of the Superintendents and the Assistant Superin-
tendents, we understand that proposals are under the consideration of Govern-
ment for dealing both with the rates of pay of Public Works officers of corre-
sponding positions and with the method of their promotion ; and we strongly
recommend that whatever decision may be come to in the case of the Public
Works Officers shall be applied also to the case of the officers of the Telegraph
Department. If this is not done, there is certain to be discontent either in the

® Vide correspondence ending with Director-General of Telographs' No. 117-G., dated the 7th J uly 1906.

Hist of the
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one Department or in the other, We are further of opinion that a time scale
similar in principle to those recently sanctioned for the enrolled list of the
¥Finance Department and for the Forest Department would be suitable fo
the*circumstances of the Telegraph Department also.

Pllv °°fl g;:v 1;53: 8%7. So far, except by implication, we have made no reference to the Pro-

vinecial Service which is part of the Superior Staff. We have assumed that if
the pay and method of promotion are altered in the Public Works Depart-
ment for men of the Imperial Service, they will be altered simultaneously on
the same lines for Provincial Service men, the usval rule that the salary
shall be lese approximately by a third for men recruited in this country, being
applied. Whatever may be the decision, we think that the Provincial Service
men of the Telegraph Department should be treated as regards payand
prdmofibn in the same way as men of, the like service in the Public ‘Works
Department.

38. (i) Apart from the question of remuneration there are certain important
points connected with the Provincial Service cn which we desire to offer our
advice. The formation of this Service in the Indian Telegraph Department was
directly due to the recommendations of the Public Service Commission of 1886-87,
though the principle of filling some of the appointments in the Superior Staft
in India had already been approved.* The Commission were impressed with
the importance of maintaining the Telegraph Department in the highest degree
of efficiency, net only in view of the great public services which it rendered
both in war and peace, but also by reason of its obligations to foreign telegraph
administrations. The absence of competition between rival systems in India
made it necessary that the Department should be equipped to keep pace with
the progress of science in other countries, while the paucity of local appliances
called for highly trained and intelligent skill to devise expedients to meet
unexpected emergencies. The Commission therefore proposed that recruit-
ment in England should be continued on the scale then sanctioned (wiz., two
officers per annum), but it was also recommended * that the gradual reduction
of the staff recruited in England should be kept in view and that a superior
Tocal Telegraph service should be recrvited in India from classes to be
established at one or more of the Indian Engineering Colleges.,” It was added
that instead of adjusting the pay of officers locally recruited with reference to
the pay of officers recruited in England, the pay and other conditions of the
gervice locally rceruited should be determined independently on the same
principles as it was proposed to adopt for the Provincial Service.

“ (ii) The scheme for a Provincial- Telegraph Service which was at first set
forth was not entirely in consonance with the views of the Public Service
bommission. The strength of the Superior Staff was then 84, and it was.
estimated that in order to maintain the gervice at that number it would be
pecessary to recruit three and four officers in alternate years.t It was
proposed that two officers should still be recruited annually from Cooper’s Hill,
and that one and two appoiniments in alternate years should be filled up
in India by promotion from the ranks of the Sub-Assistant Superintendents,
Appointment from the Engineering Colleges was not recommended, more
especially on the ground that such a system would afford no security as to
the necessary physique and capacity of the recruits, and that they would have
® Vide Chapter IX, parsgraph 127 of the Report of the Commission.

%4 Fide despatch of the Government of India in the Public Works Department, No. 14 (Telegraph), dated.
8th September 1800.
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to enter the Department without having received any preliminary training though some good men haved been recruited under this system the interests
~ in telegraphy, which was regarded as essential. As to the pay of the of the Department have suffere . . . . .
officers locally appointed, it was proposed to adhere generally to the ruld ¥ (i) Another argument a.gamSt t:hls syste.m of recruitment 1s‘t.h at it finds
already laid down that the pay of such officers should be approximately two- favcur neither with th.e Rurki nor with the Sibpur College? a,lfthorltles.. Indeed
thirds of the pay of officers of corresponding rank in the Imperial Service. in the interests of Lis own _C.ollege 1.\“ ’ Heéton.’ the Prlnclf?al at Sl-b pur, has
(iii) The scheme was 1ot ace epted in the shape in which it was first put asked Government to relieve him of his nomination, and Major .Atklnson, the
forward.* The Secretary of State agreed with the Public Service Com- Principal of the Thomason College, has addltessed us amd has pointed out how
mission in holding that local recruitment should be made from the Indian completely the present al:ral?gements have failed. VYe bave had fur!:her oom-
Engineering Colleges, and considered it very important that in g Depa:rt- munication with both Prl.nclpals an.d the papers which we Lave recel.ve.d ff'om
ment, where a comparatively small Superior Staff directed the operations of a them have been inserted' in Appendix I%; the perusal of these paper's N mvﬂ.:ed
large and growing business, the selected officers should be possessed of the as they have a most important bearing upon the recommendations which
best professional training obtainable in India, and that sCientific knowledge we arefﬁbout to mike. . N
should form the principal qualification for employment. He expr;;sed his . (i) Ona c&r9t’ul review of all the eiroumstances we are Of- opinion that th.e
willingness, however, to assent to the oceasional selection for promotion to the system of nomination by colleges should cease. = We have considered whether it
Superior Staff of meritorious officers of the subordinate grade. would be feasible to substitute a system somewhat similar to that commonly
(iv) The scheme was therefore finally framed on this basis.t A Provincial adopted by Local Governments for the recruitment of their Provincial Civil
Service recruited in India was established, the members of which were to be Services. The essential points in such a system would be (1) the nomination
subject to the Indian leave and pension rules and to draw salaries at rates of candidates by the Director-General from lists submitted by Circle Officers
approximately two-thirds of those drawn by Imperial Officers of corresponding after consultation with Local Governments; (2) the training of the candidates
rank. Candidates were to be récruited from the Thomason College at Rurki at Rurki; and (8) the appointment o the Provincial Servico of those who were
and the other Indian Engineering Colleges, but all were to undergo a course most successful in tho final examination, We have come fo the conclusion,
of training for two years at the Thomason College, The numbert)f appoint- however, that  class composed of a few nominces would be open to one o the
ments fo be filled was ordinarily to be two and one in alternate years bﬁt the objections to the present system, viz., want of real competition among the
number was liable to variation according to the requirements of th(; Depart- students ; and that if men were prepared for the Telegraph Department alones
ment. Qualified students selected for appointment were to be ﬁrst appointed unsuccessful studenty would have no alternative career open to them. On
as apprentices on Rs. 100 a month, and were then to remain on Probation until the other hand the fitness of the candidates as regards physique and social
they had proved their thorough fitness for service in the Department, As an ’ standing, which nomination -by the responsible officers of the Department
oceasional measure and subject to the approval of the Government of India in- ; ~ would seoure, can, we think, be seoured otherwise. '
each case, a Sub.AssistantrSuperintendent who had displayed marked ability g okl 40. While we would guard agninat the serlous defocts which have come to our
and merit might be promoted to the Provincial Service. ) enex-izfleoctt*(')11'::19-.notice, we would maintain the principle of selection from Indian Engineering
(v) To provide recruits for this Provineial Service a class, called the Slaot from Colleges asserted by the Secretary-of State. Hitherto the candidates have
Electrical .Engineer Class, was formed st Rurki. One nomination to this :mr?:g%% I peen nominated by authorities who have not been in a good position to gauge
c.lass was given to each of the Colleges at Sibpur, Madras and Poona—nomina- ledes. the requirements of the Telegraph Department; and from these candidates
tion being restricted to students who had not been jn their respective Colleges " those with the greatest aptitude for paper work have been selected. ‘We
for more than four months. The object of this restriction was to ensure that propose that in future there should be no prior nomination of candidates but
students passing directly into the class by the Rurki Entrance Examination that appointmenis should be made by the Director-General of Telegraphs
should not be placed at a disadvantage. by selection from the students who qualify in mechanical and electrical
D ofstne 89 (1) This method of recruitment has proved unsatisfactory. It has been engineering in the Engineer Departments of the Indian Engineering Colleges.
of recruitment. found that none of the students who pass the Rurki Entrance Examination - To bring this proposal-into effect it is necessary that (1) mechanical and
join the class; while practically no nominations are received from Poona engineering classes should be organised, and (2) that the standard of instruc-
and very few from Madras. The class therefore consists almost entirely of tion should, in the opinion of the Director-General of Telegraphs, be suffi«
students from Bengal. The total number of students has never exceeded four, ciently high to justify the selection of telegraph candidates from the classes
and has fallen aslow asone.  As the class is so small, it has been found impossible formed. As will appear from Appendix H, the Principal of the Thomasen

to prescribe for it a separate curriculum, orto devote specially to it the
services of the College staff. A further drawback is that there is in the olasg
a lack of that incentive to work which competition alone can afford, and

College contemplates the establishment at that institution of an electrical and
mechanical engineering course in order to meet the great demand which is
.now springing up in India for men properly qualified in these subjects, It is,
| | anticipated that the proposed class will attract a considerable number of |
. :(gjie rihe;) d;:;t):;ckllgzho;j::::tagg;f Statet No. 23 (Telegraph), dated 27th Novewber 1898, and sthdents, as the field of employment for Awe%l trained mfm is ah:eady large and
t Via’og Rl:\soiution of the Govefnment of India in the Publi<; Works Department, v ill increase. .Malor Atkinson has .descn.b efl {n detall how his pl'OPOSOd_ class
25th Augnst 1892, will be organised and taught. At Sibpur it is intended to teach the necessary.

No. 156-T.E., dated
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subjects up to the standard of the Bachelor of Engineering degree in the
proposed arrangements are brought into
fcrce we think that selections may be made from both Rurki and Sibpuf.
ft it is shown that equally suitable arrangements already exist or are at*any
future time brought into force at the Madras and Pecona Engineering Colleges,
the field of selection shonld include those institutions also. The selections
would be subject to approval by the Government of India in accordance with
the rule contained in paragraph 1 of Chapfer B of the Telegraph Code which

requires that appointments of officers in India to the Provincial Service of the
Department shall be made by that authority.

41. We have to add with reference to a minor point mentioned in Majo;'
Atkinson's memorandum in Appendix H, that we do not Gonsider that any-
advantage would be gained were candidages to remain at RurRi after ;élection
in order to obtain practical instruction in telegraph engineéring. They could
be taught their business in this respect better in practical work, and their
theoretical training at College should enable them to master it quickly and
thoroughly. Immediately after selection the candidates should be posted to a
Division as probationers and should begin to learn the work of the Department,
in the usual way,

42. (i) We have already referred to th

Upper Sabordinates to the Provineial Serv
is a8 follows :—*

e rule relating to the promotion of
ice and we may quote it here, It

* As an occasional measure and subject to the approval of the Govern-
ment of India in each case, a Sub-Assistant Superintendent, who has displayed
marked ability and merit, may be promoted to a snitable grade of the Provin-
cial Service and may be granted a personal allowance to protect him from losg
of pay.”’

(ii) Up to date only one appointment has been made under this rule.t But if

higher rates of pay attract a better class of men to the Signalling Establishment

and if the improvements which we are about to propose are ado
to the selection and training of Sub-Assistants we ho
for promotion to the Provincial Service ma
and that the rule will cease to be a dead letter. "We do not propose any
revision of the rule; but should it prove ~feasible to make even a very few
appointments under it, great encouragement would be given to the whole
subordinate establishment and doubtless recruitment would be improved,

43. (i) We come now to the consideration of paragraph 14 (4) of the
Resolution of the 25th September 1906 which stands thug :—

Whtether the existing system of ¢

Upper Subordinate establishment i,
should be made.

pted in respect
pe.that suitable candidates
¥ be found within the Department

(i) There are two classes of Upper Subordinates, the Sub-Assistant
Buperintendents (General) and the Traffic Sub-Assistant Superintendents. In
this Report, for the sake of brevity, the ,former are referred to as Sub-
Assistants and the latter a8 Traffic Sub-Assistants unless the context requires
8 fuller designation. The Sub-Assistants are 72 in number distributeq in

* Government of India,
Rule VI,

T Mr. T. D. Marston was
24, 1905,

Public Works Department, Resolution No. 156-T.k., dated the 25¢h August 1852,

promoted to the Provinoial Service on February 6, 1899, and retired on March’

ecruitment, training and duties of the
8 satisfactory and, if not, what changes
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two grades of 36 each, the pay of the first grade rising from Rs. 275 by annual
increments of Rs. 15 to Rs. 350, and of the second grade from Rs. :*50. to
Bs. 275 by like increments of Rs. 5. In addition Sub-Assistants are eligible:
after five years’ approved service in the first grade for an increment of
Rs. 50 per mensem and for a second increment of the same amount after ten
years’ like service therein. Thus the masimum pay attainable is Rs, 450
per mensem. Traffic Sub-Assistants, who are 20 in number, have a ﬁz.:ed
salary of is. 350 per mensem and are not eligible for these increments, which
a.fé:'howwer, drawn by a few men who have been transferred from the General
to the Traffic: List and were previously in receipt of them. The Honorary

* Assistant Superintendents are included in the sauctioned number of the Sub-

Recruitment,
training and
duties of Traffic
Sub- Assistants.

Assistants, Traffic and General, and draw the same pay. The ‘two classes. of
Sub- Assistants have eutirely different dpties, the Traffic Sub-Assistani.;s . l.)emg
employed in signal offices and the other Sub-Assistants in Sub-Divisional
work or on construction duty, or in some cases on miscellaneous duties as, for
justance, in the Store-yard. As noted in paragraph 11, when in charge of a
Sub-Division a Sub- Assistaut gets a charge allowance of Rs. 30 per mensem.

44. (i) The Traffic Sub-Assistants are recruited by selection from the first
grade of Telegraph Masters. Appointments to the general class are made by
selection from Telegraph Masters and signallers and, as a rule, from those of
the Superior Grade of not more than 35 nor less than 28 years of age. )

(ii) The Traffic Sub-Assistants after their promotion continue to perform
duties to which they have long been accustomed as Telegraph Masters,
but their responsibilities are greater as they are in charge of larger offices.
Elsewhere * we have dwelt on the necessity of relieving Telegraph Mliis.ters
as muoch as possible of elerical work and of insisting upon active supervision.
These remarks apply with additional force to the case of Traffic Sub-Assistants.
No change in the method of their recruitment is necessary; except that the
selection should not be restricted to the first grade of -Telegraph Masters,
but should extend to all permanent Telegraph Masters whatever their grade.
It is, however, essential that men selected to be Traffic Sub-Assistants shou!d
(1) have had adequate experience as Telegraph Masters ; and (2) 'should still
be sufficiently young to be at their best in point of energy and efficiency.

(iii) It is a matter of complaint that their pay cannot reach the same
maximum as that of the other Sub-Assistants. Having regard to the great
importance of traflic, and therefore of the staff whose wh?le e-mployment
is concerned with the supervision of traffic, we think that this disadvantage
Qhould be removed and that a first grade of Traffic Sub-Assistants should be
formed consisting, for the present, of four appointments on a fixed pay of ,
Iis. 450 per mensem. Four of the existing ap pointmeyts on Rs. 3560 would b.e
absorbed in this grade and the remaining sixteen appointments would consti-
tute a second grade in the class. Promotionsto the proposed first gra(]:e should
be made strictly by seleotion from amongst the class, s0 that the incentive
to exertion will be general, The oreation of a first grade will enab!e the
Director-General of Telegraphs to provide satisfactorily for the posting of.
selected Traffic Sub-Assistants to exceptionally large ofﬁces. such as. :'Ka,ruchx
and Rangoon. When the Director-General of Telegraphsis of opinion that
any eaddition should be made to the numl.)er of ’I.fraﬂ‘lc S.Ub-ASSIStantS he
should bring forward each proposed addition on its merits. We have no
——e

* Vide paragraph 140 below.
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doubt that eventually additions will be necessary; but if (1) the new grade
on Rs. 450 be sanctioned, and (2) men are promoted at an earlier period

of serviee, as we propose, we think the additions should be made by formind a

new grade on Rs. 300 per mensem, and not by increasing the number of appoint-
ments on Rs. 350. Elsewhere we have suggested (paragraph 21 above) that
when a Traffic Branch is formed one-third of the appointments therein should
be open to Traffic Sub-Assistants if fully qualified men are obtainable.

45. Coming now to the General List, we have received a very large amqunt
of evidence regarding the qualifications of Sub-Assistants for Sub-Divisional
charge and coustruction duty. It may be freely acknowledged that many of
these men have succeeded admirably in the discharge of duties which were new
to them ; but as a class all have laboured under some serious disadvantages.
In the first place they have often been selected at a time of life when it is
difficult to acquire rudimentary knowledge in new subjects. Secondly, as we
have noted in describing the Circle Scheme, there has been embarrassment
when a Sub-Assistant in charge of a Sub-Division has been brought into official
relations with officers of other Departments superior to him in rank. Thirdly,
there has in many, perhaps in most, cases been a want of practical training in
inspection duties and active out-door work for which the experiences of the
signal room have been no preparation. Fourthly, these Sub-Assistants have
had no systematic and particularly no theoretical training in the elements
of mechanical and telegraph engineering necessary for their work; and have
had to pick up the irreducible minimum of such knowledge chiefly from their
subordinates and to learnit by rule of thumb. This last disadvantage is, we
think, the most serious of all; and no proposaly for the improvement of the
class would be satisfactory that did not remove or at least minimise this defect.

46. (i) As to the first disadvantage we are of opinion that the class should
be recruited strictly by selection, not specially from the Superior Grade of Tele-
graph Masters and signallers which, under our proposals, will gradually dis-
appear, but (subject to what is said below as to qualification by employment
as Inspecting Telegraph Masters) from any part of the list of the signalling
establishment below the rank of Traffic Sub-Assistant. We would alter the
minimum age limit from 28 to 25 leaving the maximum limit at 35, but we
think particular care shouldebe exercised before any candidate over 30 is
gselected. Indeed we should have preferred a limit of 25 to 30 years of age were
it not that this reduction might disappoint just expectations already formed.

(ii) With the abolition of Sub-Divisions the second disadvantage will
disappear.

(i) It is, we believe, a fact thatamoungst the most successful Sub-Assistants

*are those who before promotion have served as Inspecting Telegraph Masgters.

‘We are so much impressed with the desirability of practical training in active
out-door duties that we think that, as a rule, Sub-Assistants for the General
List should be selected from amongst men who have held the appointment of
Inspecting Telegraph Master. This will necessarily involve special discrimi-
nation in appointing signallers to these posts. We do not here modify our
recommendation that the selection of Sub-Assistants General should be made
from any part of the list of the establishment as above defined ; for the quali-
fication is secured if the experience is gained at any time. A man who had
been Inspecting Telegraph Master and was promoted to be a permanent Tele-
graph Master would, of course, be eligible. Similarly, if it were desired fo

Further
improvements
and the results
anticipated.

REPORT OF THE TELEGRAPH COMMITTEE. 39

push on some young signaller, it would always be practicable to make him an
Inspecting Telegraph Master in order that he might qualify.

$ (iv) Under present arrangements the Sub-Assistants here in question are
appofnted on probation for one year and are required before confirmation to pass
a departmental examination in certain subjects defined in Chapter B, paragraph
4, of the Telegraph Code. We think that the period of probation should be
extended by six months, so that these Sub-Assistants may have an opportuuity
of qbtaining elementary theoretical instruction.
tion on this subject with the Principal of the Civil Engineering College at
Sibpur and “annex, in Appendix H, a note which he has given us. It will
be observed that the Sibpur authorities are prepared to undertake the instruc-
tion of Probatlonmy Sub-Assistants to the extent required. We wish to
acknowledge molt cordially the liberal spirit in which the Principal and the
Professor of Mechanical and Electrical Engineering have met our views in
this important matter. It will be seen that the probationers can attend the
College from the third Monday in June to the first Monday in August, these
dates being approximate. They would then return to their ordinary duties
till the beginning of the following December when their studies would be
resumed till the end of April. It would be unnecessary for them to present
themselves at the College examination as the departmental examination would
be quite sufficient. In this way their period of instruction would be about
61 months in duration, which we consider to be very suitable. It is not neces-
sary for us to discuss the course of studies mentioned by the Principal, though
we may remark that it is a question to what extent the probationers should
receive elementary instruction in electrical engineering and that itis doubtful
whether simple electrical testing need be one of the subjects taught. 'The
actual course would be settled by the Director-General of Telegraphs and the
Principal of the College in consultation. We strongly recommend that the

-period of probation be extended from one year to eighteen months, as we have

proposed, and that the offer made from Sibpur be accepted.

47. (i) By these means we hope fo remove the disadvantages under which
the Sub-Assistants have heretofore laboured. Two other recommendations may
be made, the first affecting the nomination and the second the examination of
candidates. As is substantially the rule at present, Divisional Superintendents
should submit to the Circle Officer nomination rolls of the men whom they
consider best fitted for promotion. But it is important that the Circle Officer
shonld personally interview these nominees, and no nomination should be

‘accepted without a report of the result of the personal interview. On submis-

_sion of the rolls with the opinion of the Circle Officers, the Director-General

of Telegraphs would select the number required. The present departmental
examination should, as we have already explained, continue to be held at the
end of the probationary period; but fo secure uniformity and adequacy of
standard, the examination papers should be set under the orders of the Direator-
General of Telegraphs.

(ii) We believe that if the above methods of selection and training are
adopted, it will be quite possible to raise the efficiency of the Sub-Assistants to
a higher level. Should this expectation not be realised it may become
necessary to consider whether some or all of the appointments should be thrown
open to men outside the Department. We should view such a result with
‘much regret. It would be a serious discouragement to the staff if this avenue
of promotion were even partially closed to them ; and with a field of seleotion

)

'We have been in communica-
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so wide as that which the Signalling FEstablishment provides it seems only
reasonable to suppose that suitable candidates will be forthcoming, espe-
Ceially if the improvement of the pay of the establishment recommended in the
next Chapter secures the enlistment of a better class of signallers, *
(iii) As regards any changes which should be made in the duties of these
Sub-Assistants, it is only necessary to refer geunerally to our deseription of
the Circle Scheme,

Present organi-
sation of the

Signalling
Establishment.
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CHAPTER IIL
REORGANISATION OF THE SIGNALLING ESTABLISHMENT.

48. (i) In the preceding Chapter we have discussed certain questiohs
relating to the Superior Staff and the Upper Subordinates. The questions
whjeh we have to consider with regard to the Signalling Establishment come
rather late in the list of points of reference set forth in paragraph 14 of the
Resolution of the 25th September last. But it will be most convenient to
ir.lsert our proposals for the improvement of the Signalling Establishment in this
place so that the whole of our recommendations for the reorganisation of the
pgincipal.esta.blishments in the Indian Telegraph Department, with the excep-
tion of the Line Establishment with which we shall deal in Chapter V, may be
read consecutively. The questions put to us on the subject of this Chapter
form items (9) and (10) of the points of reference. Item (9) is as follows: —

(9) What changes should be made to improve the existing organisation of
the signalling establishment, and in particular—

(a) whether strictly local and non-pensionable services should be
formed in the Presidency towns and other large centres ;

(b) whether female signallers should be employed in the Department,
and if 80, to what extent and under what restrictions ;

(c) what alterations should be made in the pres:nt mode of classifica-
tion and remuneration of signallers, and to what extent their
earnings should be regulated by their actuol outturn of work
by the generalintroduction of “ pie-money’ or some similar

system.
(ii) The bistory of the organisation of the Signalling Establishment has

.recently been laid before the Government of ludia in great detail by the Dirsctor

Greneral of Telegraphs* and it is unnecessary to recapitulate the narrative here.
It will be sufficient if a brief description of the existing organisation is
given, so far as that is necessary to explain our proposals. We annsx
(Appendix I) an analysis of the establishment asit stood on the 1st April
1906, and tables showing the existing rates of pay. The present organisation
is somewhat complicated. The staff is divided into two branches, viz., the:
General Scale, members of which are liable for service anywhere in India and
Burma, and the Local Scale, which consists of signallers engaged for service

" within the province in which they ave recruited. Both the General Scale and
the Local Scale are divided into four grades, known as the Superior, Good,

Average, and Indifferent Grades, and for each grade in each scale a ssparate -
rate of pay is laid down increasing by aanual increments from the first to the-
sixteenth year of service when the maximum is attained. The receipt of the
annual increment is dependent on the passing of a test in signalling.
Signallers on first joining the Department ara appointed to the Average Grade,
the initial pay of which is Rs. 40 per mensem in the case of the General Secale:
and Re. 85 per mensem in the case of the Local Scale. The Indifferent Grade-
is a punitive grade; no signaller is ever appointed divectly to it, but signallers
may be reduced to it for misconduct. Promotion to the Good and Superior
Grades is granted on the result of a general examination which is usually held

o

% Vide the letter from the Director General of Telegraphs to the @Qovernment of India in the Commerce
and_Industry Department, No. 148-T., dated the 31st July 1906.
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every five years. The number of appointments in the Superior Grade (mini=
mum Rs. 60, maximum Rs. 195, General Scale, and minimum Rs. 50, maximum

“Rs. 130, Local Scale) is limited to ten per cent. and in the Good Grade (mifi-

mum Rs. 50, maximum Rs. 162, General Seale, and minimum Rs. 42, maxi-
mum Rs, 108, Local Scale) to thirty per ceunt. of the total strength of the
Signalling Establishment. Vacancies in each grade are filled up from the men
who have obtained the required proportion of marks in the general examina-
tion. The time at which a signaller can obtain promotion to the Good and
Superior Grades depends on the period which elapses between his recruitment
and the occurrence of a general examination, and also on the number of
vacancies. It follows from this that the bulk of the signallers of five years’
service and under must always be in the Average Grade, and that the propor-
tion of men in the Superior and Good Grades is highest in the later’ years of
service.

(iii) We would solicit particular attention to this concentration in the
Average Grade of the bulk of the signallers of five years’ service and less, because
it has important consequences. If the Traffic Sub-Assistants and the 1st
Grade Telegraph Masters be excluded, there were, ou the 1st April 1906, 2,598
men in the Signalling Establishment, of whom 242 were in the Superior Grade,
742 in the Good Grade, 1,609 in the Average Grade, and 5 in the Indifferent
Grade, the percentages of the establishment in each grade being 9-3, 28-6, 61'9,
and ‘2, respectively. But of the men of five years’ service or less only 1'1 per
cent, were in the Superior and 6'1 per cent. in the Good Grade ; of the men of
six to fifteen years’ service 87 per cent, were in the Superior and 351 per cent.
in the Good Grade, while of the men of sixteen years’ service and upwards 215
per cent. were in the Superior and 51°1 per cent. in the Good Grade. From
these figures it will be clear that for the first five years of his service the pay of
a signaller is for practical purposes the pay of the Average Grade, that for the
next ten years the distribution between the grades is approximately normal
and the average pay about midway between the Average and Good Gradés,
and that thereafter the average pay is practically the pay of the Good Grade.
Reference will be made to this point again.

49. The existing system has, we consider, very serious defects and reorga-
nisation is urgently called for. A sigpaller who is content to remain in the
Average Grade throughout his service can reach a maximum of Rs.130 a
month in the General Scale and Rs. 87 in the Local Scale, but promotion, to a
higher rate of pay can be obtained only through the Grade Examination,

Such a system of promotion cotld be successtully worked, if at all, at any rate’

only in a comparatively small service ; but the Signalling Establishment is now

* 8o large that the examination has become unwieldy, and in fact threatens to

break down altogether. At the last examination, which was held in 1903, so
numerous were the candidates (1,716) that an officer had to be placed on special
duty for nine months to conduct it, and it became impossible to hold the
examination simultaneously for all. The result was that more than one series
of papers had to be set, and this necessarily involved the risk of unfairness,
because it was impossible to ensure that the standard of difficulty should be
the same in all cases. The character of the examination constitutes another
grave objection to the present system. The subjects in which candidates, are
examined are Signalling, Hand-writing, Dictation, Arithmetio, Algebra (up to
Quadratic Equations), Elementary Trigonometry, Geography, Electricity,
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Magnetism, knowledge of instruments and knowledge of Traffic Rules. An
esamination which includes so much educational matter is notof & sufficiently
practical character to be a satisfactory test of the fitness for promotion of
persons already in Government service. For the work of the Department it is
not necessary that signallers should be proficient in Algebra, Trigonometry,
Geography, Electricity and Magnetism, and it is undesirable that promotion
should be given for qualifications which do not bear directly.on the efficiency
of the operator or Telegraph Master. Promotion ought, on the contrary, to be
the reward of the sort of efficiency which Government demands from the class
of officer concerned. We think that the system of promotion by examination
ghould be altogether abolished, and that some system should be substituted,
which will bave the effect of securing higher emoluments for the sort of skill
Whichi¢ really required, and not for the sort of school-boy skill in passing
éxawinations which grows less as men'grow older. _

50. The abolition of the examinations necessarily involves the abandonment
of the present classification into grades. This is no matter for regret:., for the
quadruple classifieation of signallers is a needlessly cumbrous expe.dlent, and
the mames of the different grades are invidious. To brand a signaller as
« Indifferent,”’ not necessarily because he is a bad operator, but because he
has committed an offence, appears to us to be indefensible; and we can
see no reason for styling one operator “Superior” and another “ Average”,
when both can turn out work at the same speed and with equal acouraoy.
The title Average’ is itself unfortunate, and any system which ke(?ps
sixty per cent. of the staff on average pay is not run on sound commercial
lines, because it is highly probable that under such a system only average
work will result.

51. Another defect in the existing system is the fact that the annual
increment ceases after the sixteenth year of service., Thereafterif a man is not

gelected for promotion to Telegraph Master, he has little incentive to exer};ion.;
“and many will probably be content with the lowest outturn of wor].: which is
sufficient to avoid punishment. It would not be possible to provide forthe
continuance of the increment up to the very end of a signaller’s service, but
we think that he should be able to look forward to some further increase of
his emoluments as the reward of really efficient work, even after he has
received the last of the ordinary increments. The desirability of offering some
further inducement to signallers who have passed the sixteenth year of service
will probably be even greater in the future than it has been in the past.
Hitherto the number of Telegraph-Masterships has increased automatically in
a fixed proportion to the number of signallers entertained. 'We shall propose
" that this system be abandoned, but the consequence of i.ts.a,bando.nment must.
inevitably be that men will have to wait longer, after ?ttammg their .ma:;;imum ,_
pay as signallers, before they can obfain pro.motlon. The advisability of
extending the incremental period is therefore ob.vmus. . ' .

52. (i) Not only, however, is the organisation of thfa Slg{mllmg Establish-
ment defective, but the existing rates of pay are, we consider, inadequate. .The
rates of pay of the four grades in the G-eneral Sca}e have actually remau.led
anchanged since the year 1865. During th? perlod of forty-two years which
haee elapsed since that date, the expenses of living have increased enormously,
especially in the towns, and .11; is in the towns ’ohatf ';Iﬁe greatfbul.k o? the
fignallers are ordinarily stationed. In consequence of therise of prices it has
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been found necessary to increase the scale of salaries in almost every Depart-
ment of the Government service, while owing to the commercial and industrial
.development of India there are now hundreds of appointments on cori-
paratively high rates of pay in the service of mercantile firms and private
individuals which did not exist forty yearsago. The natural result is that
men who would formerly have been glad to enter the Telegraph Department
are now unwilling to do so, because they can obtain far mors remunerative
employment in other branches of work. In recent years recruitment for the
General Scale has become increasingly difficult, and we have been deeply
impressed by the evidence which we have received in all parts of the country

as to the inferiority of the recruits now obtained as compared with those -

obtained formerly. Thisis not a state of affairs which Goternment can afford
to vegard with ‘equanimity. Traffic is now growing at a rate dltogether
unprecedented, and with each succeeding year the strain ¢n the energy of the
signaller must become more severe. When the increase of work is accompanied
by deterioration of the staff the position seriously threatens the convenience of
the public. The disposal of traffic will necessarily be hindered if the staft is
inefficient or discontented. Nor is it only the actual operators who have to be
considered ; in recruiting for the Signalling Establishment it is necessary to
obtain not only men who possess the capacity for acquiring the skill of
the operator and the elementary educational qualifications required from
siguallers, such as a knowledge of English and a clear hand-writing, buat alsc men
who are likely to become fit for promotion to Telegraph Master and to Sub-
Assistant Superintendent. We have in other parts of this Report* laid great
stress on the necessity for improving supervision in order to ensure the
economical and rapid disposal of traffic ; and we do not hesitate to say that this
supervision will not be secured unless the Department can recruit as signallers
a proportion of men of a better stamp than can be obtained on the existing
rates of pay. .
(ii) These considerations apply with special force to the General Seale, but
they are also applicable to the Local Scale, The pay of the Local Scale
as fixed in 1875 was at every stage as nearly as possible two-thirds of the
General Scale pay. By the year 1902, however, the insufficiency of the
sanctioned rates during the early years of service had hecome apparent, and a
new scale, which is shown in Appendix I, was sanctioned for the first nine years.
The increase in the initial pay amounted to Rs. 8 in the case o} the
Average Grade, Rs. 9 in the case of the Good Grade, and Rs.10 in the
case of the Superior Grade, but the annual increments
somewhat smaller, the same rate of pay was reached in the tenth year of
“service as in the old scale, which remained unchanged from the tenth to the
sixteenth years. The alterations made in 1902 have undoubtedly done much
to improve recruitment, but we think that some further amelioration of the
rates of pay is still required in order to ensure that all signallers shall possess
that knowledge of English which is indispensable for the rapid and acourate
disposal of telegraph work, It is in this point that the Local Secale signallers
are most deficient and the growth of traffic makes it imperative that there
should be an' improvement in this respect.

(ili) In the case of the General Scale the insufficiency of the existing mtes

of pay is most marked during the early years of service. This is due, as has
already been pointed out, to the fact that for the first five years nearly all the

* Vide paragraphs 44 above and 140 below.
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signallers are in the Average Grade. Theoretically ten and thirty per eent.
of the signallers of each year should draw Superior and Good Grade pay, but
iy fact on the 1st April 1906, out of 632 General Scale signallers .a.r.d Telegrapb"
Masters of five years’ service or less, only one was in the Superm{' Grade :.md

only .twenty in the Good Grade. The pay of an Average Grade .eugna.ller rises

trom Rs. 40 in the first to Rs. 56 in the fifth year by annual increments of

Rs 4, and we are convinced that these rates of pay are altogether inadequa:te.

On this point the evidence we have received admits of no doubt. N.othlng

less than Rs. 50 can be taken as a living wage for a European or Eurasian lad

when he first enters the Department, and candidates of a good stamp will

expect an annual increment of at least Rs. 5 for the first ﬁw? years, a.nd. a

somewhat larger qne thereafter. It is the low initial pay which is the chief

Jbstaela to the recruitment of the General Scale, and the letters received from

the Headmasters of European Schools in all the great Provinces of India,

whom we consulted on this subjeet, strongly support this conclusion. We

shail refer later* to recruitment from telegraph classes to be formed in Buropean

Schools, but we desire to say here that we attach great importance to the
advantages of this method of recruitment, and that some increase in the

rates of pay is a necessary preliminary to its application.

53. {i) No question that has come under our consideration has proved more
intvicate and difficult than that of the reorganisation of the Signalling
Tistablishment, and we have devoted to it much anxious thought and care.
The existing organisation is so complex, and the factors which have to be
considered so numerous, that the task of producing a scheme which will at
once be workable, simple and logical, is one of no little difficulty. The whole
subject was fully discussed with the Director General of Telegraphs in
December last,t and we desire to acknowledge the very valuable assistance
which we have received from our consultations with him. We have not been
able to adopt the proposals which he laid before us in their entirety chiefly on
account of the great cost of them ; but we are deeply indebted to him for the
full and suggestive manner in which he treated the subject. For the reasons
given in the foregoing paragraphs we consider it essential that the scheme
of reorganisation should provide for the abandonment of the system of pro-
motion on the results of an examination, the abolition of the so-called Conduet
Grades, the extension of the incremental period beyond sixteen years, a:nd the
improvement of the pay of the service as a whole, partiocularly during the
fiest five years of service. In every one of these points we have the strongly

-expressed support of the Director General of Telegraphs. But in framing

our proposals we have been guided by other considerations also which must be
enumerated here. | |
(ii) It is clearly desirable that such improved rates of pay sh.al% be fizxed
as will admit of the whole, or nearly the whole, of t.he ex1st1.ng staff
being immediately absorbed in the new scale. .The inconvenience of
having two scales of pay—the old and the new—in existence at the same time
is obvious, and should be prevented as far as possible. This conclusion at
once limits the extent to which the existing arrangements can be modified.
We have not to lay down an ideal scale of pay which might have been

adopted if the Department were now being brought into existence, but to

* Pide paragraphs 86 and 87 below.
{ Vide Paxt V1II, Vol, I1, of the Proceedings, pages 2 to 20

.
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devise a scheme offering reasonable prospects to future entrants and adherine
as cl<()'s.e;ysas ma;tfhbe, to the present rates of pay, g,
e iii) Some other prineciples have had weicht wi i :

‘On the one hand the interests of Governme;tta,vt:g l;fu ts‘hlen :::s;;egroél:n?m%oz?lﬁt;
?vhfn'e an increase of pay is given a higher standard of eﬁiciency' sha;ilh 1]2
1ns1sf;ed on, and on the other hand justice requires that the staff should not be'
depf‘lved, without compensation, of any privilege which they now :;. e
It is a good feature of the present system that it rewards merit >0]0y.
during the early years of service, if a grade examination is held o :t cveln
and successfully passed ; but a prominent defect is that the systo II][’IPOI unedy
the wrong sort of merit. Success in an examination is followed rliwatlils
enjoyment of Good or Superior Grade pay for the remginder of a Sr'n ’e
service; there is thus a strong inducement to work for the examis fat?n,s
but there is no guarantee that success in it will be follqwed by an x] 3:31:
practical work. If the grade system is abolished, promotion i"il)le br
made mainly by seniority, and the inducement to work for the examinat.oe
will be removed; but other and more suitable means can be em 101(:1
to insist upon or encourage industry and to reward skill of the kind pregll
required. For these reasons we shall propose first a review of the WOI‘]Z
of individuals at certain periods of service and the withholding of
promotion when not deserved ; and secondly, the grant of extra allowanoegs for
special work requiring additional qualifications in the men who. are actuall
employed upon it. As to the maintenance of existing privileges, an importanstta
feature of the present system is that every signaller has the prospect of rising
as such to a maximum pay of Rs. 195. We have held it to be inequitable to
deprive the staff of this advantage; but we have endeavoured to ensure that
the highest rates of pay shall be obtained only by the most efficient members
of the establishment.

54. (i) In the scheme which we now submit for the consideration of Govern-
ment we propose that the pay of the Good Grade should be the pay of all future
entrants into the Department iu both scales. In the case of the General Soale
this is the minimum rate which is likely to secure the recruitment of suiiable
candidates, and we can find no satisfactory grounds for according differen:
treatment to the Local Scale. This proposal has, we think, two very decided
advantages over any other that hasbeen brought to our notice. Of these the
first is that the increase in the average emoluments of sienallers will bbb
highest proportionately at the outset. The pay of an Averz:ﬂe Grade s;iﬂrnali3
ler is in the case of the General Scale exactly and in the ca.s: of the Eoc |
Scale approximately four-fifths of the Good Grade pay. At pl-ege,.,t the .
portion of Good Grade signallers and Telegraph Masters to Average is o 1{);2.
two, so that to give all signallers and Telegraph Masters in kthese two grad o
the Good Grade pay means an increase of the average emoluments b 15;8‘41 o
cent. But owing to the unequal distribution of the men in the ra{i t f}fr
different periods of service it will be found that, if the figures of 1sgt A es.la 19 ®
are taken as a basis, the increase in the averace ;a,y of the Gpl’ld o(fls
Average Grade signallers and Telegraph Masters ofaﬁve years’ servi o 3111
would actually have been 23 per cent., of those of six to fifte ce or ess:
service 14 per cent., and of those with sixteen years’ service and . fiear.s
per cent. The universal adoption of the Good Grade scale of va hupv:,la;r zf7 :
this advantage that the most substantial increase is given gvger :sit i:r m:):i

" of the Superior Grade
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required. For a reason to be explained the Superior Grade signallers and
Telegraph Masters have been excluded from these calculations.

o (ii) The second advantageis, that in no other way can so large a proportioy
of the existing staff be brought at once and without difficulty upon the new rate
of pay. The whole of the existing Good Grade, and any signallers who may
have passed the examination for the Good Grade but have not been appointed
for want of vacancies, could, of course, be absorbed immediately, but in accord-
ance with the principle that higher wages should only be given for more
efficient work, we propose that no signaller at present in the Average Grade
shall receive the benefit of the improved rates until he has passed the signalling
test at 23 words a minute. The same test ought, we consider, to be enforced
in the case of all fpture entrants to the Department. The evidence we have
‘received. leads us to think that most of the Average Grade signallers will
succeed in pass.in.g at 23 words, but probably the senior, men will have
most difficulty in doing so. In order, therefore, to prevent undue hardship we -
think that the Director General of Telegraphs may be permitted to sanction a
relaxation of the rule in the case of any signaller who is drawing the
maximum pay of the Average Grade and has completed twenty years’ approved

service. All permanent "Telegraph Masters should he brought at once upon the

new scale of pay.
(iii) We are unable to devise any satisfactory scheme by which the men at

present in the Superior Grade can be brought upon the new scale of pay, and
we recommend that they should remain on their present footing, the grade
being left to die out as they are promoted or retire. - Two classes of signallers
will thus be excluded from the new scheme, iz, (1) the existing Superior
Grade, and (2) signallers of the Average Grade who fail to passby the 28 words
standard. To these must be added a third class but a very small one. Our
proposals involve the abolition of the Indifferent or punishment grade, other
means of punishment, when necessary, being afforded by the stoppage of incre-
aments or of promotion from class to class. On the 1st"April 1906 there ‘were, as
mentioned in paragraph 48 (iii), only five signallers in this grade. The few men
who may be on the pay of this grade when the new system is introduced should
remain on that pay until they are recommended for promotion. When so
recommended they should be restored to the positions which they would have
held before the reorganisation, and when they pass by the 23 words standard
chould be admitted to the new scale of pay. We regret that the absorption,
is ot absolutely complete, but we are satisfied that it is impossible to proceed
further in this direotion with due regard to efficiency and economy.

(iv) We propose to cémpensate the establishment for the ultimate abolition
and to provide for the extension of the incremental period,
in the following way. The maximum to which a General Scale signaller on
Good Grade pay ocan attain is Rs.162, which is reached in the sixteenth year.
‘We propose that signallers after drawing Rs. 162 for two years shall be eligible
for a first special increment of Rs.10 which will bring their pay to Rs.172,
and after two more yéars for a second speoial increment of Rs. 18 which will
bring their pay to Rs. 185. - Similarly & Local Scale signaller after drawing
Rs. 108 for two years will be eligible for two épecial increments of Rs. 6 each,
1gaking his pay Rs. 114 and Rs. 120. The number of men drawing these

. special rates of pay should, we consider, be limited to 10 per cent. of the
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entire Signalling Establishment as in the case of the present Superior Grade.
During the intermediate stage when the Superior Grade is dying out, the
limitation of 10 per cent. should include both the men in the Superior Grade
and the men in receipt of the special increments. The average pay of
the men in the Superior Grade on the 1st April 1906 was (excluding Tele-
graph Masters’ allowances) Rs. 186'2 in the case of the General Scale and
Rs. 101'5 in the case of the Local Scale. The Examiner has calculated that
the average cost of the salaries of the men in receipt of the special incre-
ments will be Rs. 176'6 and Rs. 116. The cost of the two special incre-
ments will therefore be approximately the same as that of the present Saperior
Grade.

55. As we have already indicated, we consider it a matter of great import-

ance that the organisation of the establishment should provide for the pa:t-iodical'

review of the work and character of the signallers, so that.the promotion of
men whose conduct has not been satisfactory may be stopped. We under-
stand that in the United Kingdom this result is attained by what is known as
the “ Efficiency Bar’ which is imposed when a signaller’s earnings amount
to forty-four shillings a week. The fitness of each man for promotion is then
thoroughly examined, and, if the decision is adverse, he receives no further
advancement for the rest of his service. We do not consider it necessary
or advisable to impose such a rigid restriction in the case of the Indian
Telegraph Department. We propose that during their first sixt

grap een years of
service signallers should be divided into three classes :— '

General Scale.
(1) Rs. 50 to Rs. 75,
(2) Rs. 82 to Res. 112,
(3) Rs. 122 to Rs. 162,

Local Scale.

Rs. 42 to Rs. B7.
Rs. 60 to Rs. 75.
Rs. 81 to Rs. 108,

The men in receipt of the special increments will constitute an additional
or highest class.
the annual signalling test, the passing of which is at present the condition of”
the receipt of each increment. In future, after the first two years of service,
the increment should ba granted as a matter of course, unless it is withheld
as a punishment for specific cascs of bad work or misconduct,

tion from class to class should not be granted except as th
thoroughly approved service, after a review of the record of each man as
tegards work and character during the preceding quinquennium. We do not
consider, however, that the promotion of any man should be finally stopped
until he has reached Rs. 162 (General scale) or Rs. 108 (Local Scale), and we
would therefore, provide that the cases of men whose promotion l).’as been

But promo-
e reward of

*efused should be reviewed annually until they qualify for promotion by better 0

wor1.<. Admission to the highest class will be obtained, not onl
service, b}lt also by the possession of special qualifications.

56. (i) We propose that allowances in addition to pay should be granted to

are in possession of certain qualifications which the Depart-

. quire all the signallers to possess, )

believe that the gr " y e

ant of such allowances will prove most beneficial to the
Department and that in the long run they will be found to be economical

1t is in every way desirable that the members of the staff should be encouracei
. . . D
to make themselves proficient in difficult and delicate work, and that the

¥y by approved

®
* Vide paragraph 89 below,
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desire to excel should be fostered. But the extentto which the allowances
are actually required will be automatically fixed and unnecessary expenditure
will be avoided if, as we propose, the allowance is drawn only while th-e’
signallers are actually employed on the work for which special qualification is
required, If a signaller knows that his retention of the allowance depends
on his doing his best, because failure to work well will entail his removal from
the special work and the appointment of another man, he will duly exert
himself ; but to grant the allowance independently of the work is to offer a
temptation to relax effort. It follows that not mere than one allowance
should be drawn by any one man or the number of allowances will exceed the
number of :)pportunities for doing the special work, which ought always to
accord exactly with actual requirements, Nor should any man who draws a
Teleg=cph Master’s allowance draw a special allowance simultaneously. By
his promotion to ’Pelegraph Master he is rewarded for qualifications of another
kind. Ifthe scheme of allowances is limited as we propose, we believe that
the improvement in efficiency will be such as to far more than outweigh the
extra cost involved.

(ii) It would be impossible to lay down for all time the qualifications for
which special allowances should be given, but we think that for the present they
may be confined to Baudot working (if other automatic instruments, e.g., the
Murray, are brought into regular use, the question should be considered whether
similar allowances should be granted to men competent to work them), receiv-
ing on the typewriter from the sounderand testing. In each case the allowance
should be Rs. 10 per mensem. A possible exception to this rule may occur in
the case of typewriting if it is found that men are willing to buy their own
typewriters. Should this happen, an addition might be made to the allowance
sufficient to cover by instalments the cost of the typewriter and the cost of
keeping it in repair. The system of individual ownership has certain obvious
advantages, but we are unable to say whether the men would be willing to
“agree to it. The grant of any additional allowance to men owning typewriters
and the amount of it, will be points for the Department to consider when
typewriting has become well established.

(iii) An allowance of Rs. 10 per mensem, known as the International allow-

- ance is at present drawn by signallers employed on the International lines between
Madras and Bombay. We consider that no International allowanceshould be
drawn by any signaller in receipt of one of the proposed special allowances,
Owing to the use of Baudot and the typewriters on the International lines

- the effect will be that the International allowances will gradually be absorbed

as the men selected for these.lines will in time qualify in Baudot and type-
writing. As we have pointed out, the number of the allowances will be auto-.

- matically regulated in accordance with the actual requirements of the Depart-

ment; but as a further precaution against any undue expenditure, induced
by too liberal a view of actual needs, we think thatfor the present the total
(including the International allowances) may be limited to two hundred.

57. We propose that except in the case of men recommended for promotion

®to Telegraph Masters no signaller shall be promoted to the highest class of

signallers in which the new increments up to twenty years’ service will be drawn,
unless he possesses some special qualification for which he receives an allowance
when he is actually doing the special work. A treble limitation is thus imposed
op promotion to the class which replaces the present Superior Grade, viz.;
(1) the number in the clags is limited to ten per cent. of the Signalling
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Establishment ; (2) no signaller is eligible unless his- service is thorough-
1y approved ; and (3) unless he possesses a special qualification?t or is recoms
:nended for promQti011 to Telegraph Master. 'T'he mere fact that a signaller
,d'raws an International allowance will not of itself he accepted as a- qualifica-
tian for promotion to the highest class. We may point out here that a General
Scale signaller drawing Rs. 185 and an allowance of Rs. 10 will receive
Rs. 195 while a Local Scale signaller drawing Rs. 120 and an allowance will

receive Rs. 130. These amounts are the maxima of the Superior Grade in
the General and Local Scales.
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should now be made permanent, 43 being added to the second grade and 126
4o the third. The numbers in each of these grades will then be exactly in the
psoportion of one and two and, as far as possible, this ratio should be adhered te
when, additional appointments are created in future. The holders of the’
remaining 24 appointments should be styled Signallers-in-Charge as indicated
above. Full details of these proposals are given in Appendix I. This improve-
ment in the grading of Telegraph Masters is reasonable and is the more
necessary in view of the recommendation which we are about to make * that
future additions to the number of the supervising staff should not depend upon

Proposal to

P S I 58. (i) Signallers are eligible for permanent promotion to .the rank of increases .to.the establishment of signallers, bat upon the number of appqint-
g"’%&t Telegraph Master after eighteen years’ service or after fifteen years’ servite * + monts which are actually required to be held by Telegrap h Masters. :
f&:%;?h including not less than two years’ service in the aggregate as officiating or tem; 2,‘;“%‘{:2’&3: . 89 For promotion to Telegr‘aph Master we propose a double qualification.
porary Telegraph Master. The first grade Telegraph Masters receive a'@anoli: }E elograph  1n thi iirst place po signaller should be promoted unless he has been specially
dated salary of Rs. 275 per mensem, but those in the second and third grades dra'w aster- recommended by the Divisional Superintendent with reference to his character,
their pay as signallers plus an allowance of Rs. 50 and Rs. 25 respectively, and power of control, and general fitness for the appointment. Ordinarily
temporary Telegraph Masters receive an allowance of Rs. 20. From the first such recommendations should be limited fo men of nof less than ten
grade Telegraph Masters are selected the Iraffic Sub-Assistants, and members years’ service. Before appointment as Telegraph Master the selected can-
of the Signalling establishment are also eligible for promotion to Sub-Assistant didates should be required to pass a practical qualifying examination in
Superintendent (General), but our recommendations regarding these classes of technical matters, in traffic, and in departmental rules, the standard being
officers have already been set forth in Chapter 1I of this Report. such as to ensure their competency for the duties of a Telegraph Master. The
(i) The number of Telegraph Masters in each grade stands at present as details of the examination should be settled by the Director General of
follows :— - Telegraphs. Appointment to the rank of Telegraph Master should be pro-
lst Grade . ) _ ‘ . . _ _ Y bationary in the first instance, no officer should be confirmed until he has
ad L . 100 given sufficient proof of his competence, and a Telegraph Master on probation
3rd e e e e . 160 should be liable to reversion to the rank of signaller, if he does not give such
Temporary . . . . . . . , . 193 ‘proof within a reasonable time.
The rates of pay and allowances of each grade were fixed in 1902 * and a Appointment 60. (i) Speocial reference must be made to the class of Inspecting Telegraph
number of temporary appointments were made permanent. No sufficient g’?‘len:%?;:g Masters of whom there are thirty-three at present in the Department. These

reason bas been shown for disturbing these arrangements at present so far as
the pay of the first grade and the allowances of the other grades are concerned,

but the necessity for increasing. the number of permanent appointments has
again become pressing.

(iii) We have received numerous representations that many of the appoint-
ments of temporary Telegraph Masters are really of a permanent nature and that
the loss of their allowances when they proceed on leave, involves great hardship
on these men, asthey may not regain them on return from leave although their
juniors may be drawing them, We are satisfied that the existence of so large

a number of these temporary appointments constitutes a real grievance of the’

staff, and we consider that the number of such posts should be limited strictly to
- -correspond with the number of charges that are of a temporary character. On
‘the other hand, there are 24 offices which are in charge of temporary Telegraph
Masters who have no signallers to supervise and in our opinion such offices
should not be considered to be Telegraph Masters’ charges. The officials who
hold charge of these offices should be styled Signallers-in-Charge, and should be
granted an allowance of Rs. 20, which is the same as is now given to temporary
Telegraph Masters. This- amount should also be the allowance admissible to
-Telggraph Masters who are appointed to posts which are strictly temporary
Ot the 193 appointments of temporary Telegraph Masters we propose that 'J.Gé

P Jn;;ielﬁg?htmn of the Government of India in the Public Works Department, No. 848-T.E., dated

. 1' 1 _im?ludes qnél?ﬁcation in tte Technical Branch—B8ee paragraph 29 (i) Swupra. °

their duties.  menare employed to inspect the instruments and batteries in Railway Telegraph
"Offices and also occasionally to look after telephone instruments. As a rule
they are comparatively junior men, and they draw, in addition to their pay as
signallers, Rs. 20 per mensem, the same allowance as that of the temporary
Telegraph Masters. The title of Telegraph Master is not really appropriate to
the nature of their duties; they are in fact signallers employed on inspection
work and the title *Inspecting Signaller” would accurately describe their
employment. We do not propose, however, that their designation should be
changed. The title of Telegraph Master no doubt gives them greater control
- over the Railway signallers than they would otherwise possess, and from this
point of view is an administrative convenience. ‘The title of Inspecting
‘Signaller would also be somewhat misleading as it is already used for a class of
officials of a somewhat lower status, who are occasionally employed on work
of a similar character. The Director General of Telegraphs has at present the
power to appoint Inspecting Telegraph Masters and grant them the allowance
of Rs. 20 provided that the -whole of the expenditure on .these. allowances
ocan be met from the grant of Rs. 13,000 whiqh is placed annually at his
.disposal t. - This power he should continue to possess; -but if. our Proposals
are approved, the power need not be limited by.the ammfnt of a special grant
iven for this purpose only : it should be exercl_.sed., as in the caseof other
branches of the establishment, subject to the limits of the granth fo;dﬁ:;d
perman‘ent establishment. The Director General of Telegraphs shou o

* Vide paragraph 85 below. .
+ Vide No. 82 in Sohedule I of Appendix E.
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have power, when he appoints an additional Inspecting Telegraph Master and
thus removes a signaller from actual signalling duty, to appoint another
J signaller in his place.

(ii) Although Inspecting Telegraph Masters are at present employed mainly
in the technical inspection of Railway offices, we think their services may very
properly be utilised in the inspection of combined offices and in connection
with simple works of construction and maintenance, Moreover, we have
proposed * that Sub-Assistants (General) should be recruited from this class and
it will for this reason and on general grounds of economy be an advantage if the
duties of Inspecting Telegraph Masters are in future more varied than has

usually been the case in the past. 'To carry out these additional duties and °

to meet the general economic development of the country involving an always
increasing number of Railway, Canal and combined offices, more mbh' of this
class will be required. It is for these reasons that we attach importance to the
grant of power to the Director General of Telegraphs to inerease -the number
of Inspecting Telegraph Masters.
61. Our proposals for the reorganisation of the Signalling Establishment
may be summarised as follows :— '
(1) The pay of the existing Good Grade to be adopted as the pay of
future entrants to the Signalling Establishment for the first
sixteen years of their service.

(2) Signallers of sixteen years’ service and under to be divided into three
classes in each scale viz., General Scale (a) Rs. 50 to Rs. 75,
(0) Rs. 82 to Rs. 112, (¢) Rs. 122 to Rs. 162, Local Scale (a)

Rs. 42 to Rs. 57, (b) Rs. 60 to Rs. 76 and (¢) Rs. 81 to Rs. 108.

(8) Promotion from class to class to be given only on approved
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(9) Men at present in the Average Grade to come on the new scale
of pay if (@) they are permanent Telegraph Masters, () they are
signallers and pass the signalling test at 23 words a minute, (©)y
they are signallers of over 20 years’ servicc on the maximum pay, 2
and the condition as to passing the signalling test is relaxed by
the Director-General of Telographs.

(10) All future entrants to pass at 23 words a minute before employ-
ment, ‘
(11) One hundred and sixty-nine appointents of temporary Telegraph
«Masters to be made permanent, 43 being added to the second
grade and 126 to the third.
. {12) The remaining 24 temporary Telegraph Masters to be styled
Sign‘al.lers-in-Charge. .
(13) No signaller to be promoted permanently to Telegraph Master
unless—
(a) He has been recommended for promotion by the Divisional
~ Superintendent.
(b) He has passed a practical qualifying examination in technical
matters and in traffic and departmental rules.

(c) He has given proof of his competence for the duties of a
Telegraph Master after a reasonable period of appointment on
probation.

(14) The Director-General to have power to appoint Inspecting
Telegraph Masters and to appoint additional signallers in their
place subject to the limits of the grant for fixed establishment.

service, but no limitation to be imposed on the number in Cost of 'thi‘on 62. (i) 1t remains now to consider the cost of our proposals for the
each class. g?fggl_naa ' reorgauisation of the Signalling Establishment. The Examiner of Telegraph
slgnaling ‘Accounts in the Statement given in Appendix J of this Report has

(4) An additional or highest class of signallers, limited to ten per cent. of establishmont.

the establishment, to be created on Rs. 172 and Rs. 185,
(General Scale), and Rs. 114 and Rs. 120 (Local Scale), the first
increment being admissible after two years’ service on Rs. 162

or Rs. 108, and the second after two years’ service on Rs. 172
or Rs. 114.

(6) Extra allowances of Rs. 10 per month in addition to pay to be

given to signallers qualified in Baudot, typewriting, and testing

while they are actually employed or such work.

(6)aPromotion to the highest class of signallers to be given only to
men who have thoroughly approved service, and who are qualified

for a special allowance or are selected for promotion to Telegraph
Master.,

(7) Subject to the limit of ten per cent. on the total Signalling Estabe
lishment, men at present in the Superior Grade or qualified for it

by examination to draw the Superior Grade pay, and the Grade
to die out as these men are promoted, retire, or die.

\8) Men at present in the Good Grade or qualified for it by examination
to come on the new scale of pay at once.

® Vide paragraph 46 (iii) above, i

calculated the ultimate expenditure at Rs. 7 ,600 a month or Rs. 91,000 a year,
but this amount is far below the mark and it is clear that the basis of seventeen
years taken by bim in framing Lis estimate of our proposals is undaly favourable
to our scheme. ]

(ii) The cost of the reorganisation will be approximately the sum required to

raise the pay of the present Average Grade men to the Good Grade scale, and
to inorease the number of the second and third grade Telegraph Masters’

"allowances. The difference between the Average and Good Grade rates is not

uniform at all periods of service and it is therefore necessary to take as the basis
of the calculation the number of men of each year’s service in order to arrive .
at the actual figures. No figures are available giving this information for the
present date, but the analysis of the staff as it stood on the 1st April 1906
which is contained in Appendix I of this Report furnishes data for an
approximate estimate of the cost. It will be found that the cost of raising the
pay of all Average Grade men to the Good Grade would on the 1st April 1906
have involved an extra expenditure of Rs. 23,756 per mensem. This, however,
would bave been the maximum extra expenditure on the assumption that all
theeAverage Grade men would pass the signalling test at twenty-three words a
minute. As regards Telegraph Masters’ allowances, there are at present 104 of
TS, 50,* 160 of Rs. 25 and 189 of Rs. 20, costing on the aggregate Rs. 12,980

* 'Four temporary Teiegraph Masters draw R60 per mensem, See Appendix J,
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per mensem. For these we propose 143 allowances of Rs. 50, 286 of Rs. 25

and 24 of Rs. 20, costing on the ageregate Rs. 14,780 per mensem. Roughly,
; therefore, our proposals may he stated to involve an extra expenditure.,()f

Rs. 25,556 per mensem or about Rs. 307,000 per annum in the near future.

(iii) It will be seen that this amount, Rs. 25,556, closely agrees with the
difference, Rs. 25,589, between the present monthly cost of the establishment
given in the Examiner’s Statement in Appendix J and our estimate given
in the same Appendix of the cost of the establishment as it will stand after the
reorganisation is effected. ,

(iv) 'We consider that the cost of the whole scheme may thergfore fairly be
taken at not more than Rs. 27,600 a month.

63. (i) Having stated our views regarding the classification and pay
of signallers we have next to discuss to what extent the earpings of siguallers
“ghould be regulated by their actual outturn of work by the general intto-
duction of ¢ pie-money ’ or some similar system.”

(ii) Before we enter on the subject of pie-money it will be convenient for
us to state our viewson the more or less connected question of overtime, pie-
money and overtime having this in common that both are payments by the piece.
The question of overtime has been veferred* to us by the Government of India,
though it is not expressly mentioned in the Resolution of September last,
Rewards for overtime are a remuneration for work done outside the usual hours
of duty. Pie-money is a reward for work done within such hours at a speed
actually greater than usual or accepted as such. While the conditions upon
which rewards may be granted for overtime are simple, the rules needed for the
unobjectionable application of a pie-money system are very complex and will
presently be stated at length.

64. We have considered the suitability of the existing rules as to overtime
and the rates + at which rewards for such work are granted. We understand
that when the traffic cannot be disposed of within the usual working hours,
volunteers are always called for in the first instance, and, if sufficient volunteers
are not forthcoming, the staff are ordered to work overtime in rotation,
within a limit of two hours at a time and subject to a maximum of six hours
a week. We are of opinion that it is generally undesirable to order overtime,
and that it should be restricted to as fow occasions as possible. Resort should
be had to the system only in cases of emergency, such as the unavoidable
absence of a considerable portion of the staff from illness, the necessity of raising

the class of an office temporarily without addition to the staff, or the conges-.

tion of traffic due either to the interruption of one or more of its ordinary outlets
or to a sudden influx of messages. We believe that, if the methods of supervision
are improved in the manner which we shall recommend, it will be unnecessary
to ask the staff to work outside the ordinary hours except on such occa-
sions as those just described. The rates at which rewards are given for work
done after the expiry of the usual watches were fixed very recently by the
Government of India, and we do not see sufficient reason to suggest their

alteration, especially in view of our recommendation that overtime should be
discouraged as much as possible.

* Memorandum of the Government of India in the Depart ‘
< partment of Comm d Ind , No. —
88 (T. E.), dated the 10th October 1906, erce and Industry, No. 8011

t Vide letter No. 1200--187, dated 13th February 190 i

) 87, y 1907, from the Secretary to th

in the Department of Commerce and Industry. , rotey to he Goveramont: of Tndie
1 Vide paragraph 140 below.
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65. The pie-money system has a history which of late years has been volu-
minous. The system was tried in the Department many years ago, but we do not
know the reasons for its discontinuance. It was revived as an experiment iq
A.pril 1904 on the basis of one pie for every message in excess of 1,600 &
mont.h. This standard of 6} messages per hour was quite inadequate ; and in
proposing to raise it to the present standard of 80 messages per da? .and to
adopt the present rate of 2 pies for every message in excess of this minimum,
the Director-General of Telegraphs admitted that in calculating the rate he had
arrived at an average extra emolument of Rs. 10 per mensem. The grant of
pie-money has not been sanctioned permanently, but a farther trial of this
method of encouraging an increase in outturn was authorised in November 1905
until the 1st April 1906 ; and this sanction has been subsequently extended,
the Jotest order ® being that the pie-money system may be continued in those
offices where it is in foree for a furbher maximum period of one year with
effect from the 1st October 1906.

66. In the course of the recent correspondence certain objections were
raised which may be thus summarised :—

(1) The messages transmitted on the pie-money lines are more
inaccurate than others.

(2) There was at first a tendency to crowd most of the traffic on Pie.
money wires, other wires which might have been utilised
remaining comparatively idle. .

(3) It had not been proved that the introduction of pie-money had led
to—

(a) the expedition of traffic, or

() economy in establishment charges, or .

(¢) a reduction in the rate of expansion of the Capital expenditure
of the Department. ‘

- Other objections deserving notice were urged by the deputations of

signallers and various officers of the Department. It was alleged that the
system tempted men to seriously overavork themselves and that this over-exer-

tion caused the development of signallers’ cramp.

67. (i) Taking these objections in order, it appears tobe the f.aot. that the

pie-money messages at first contained & higher percentage of mutilations than
others. Measures were adopted to correct this defect ; and to quote the latest
figures supplied by the Director-General of Telegraphs,t “the errors detected
in pie-money messages are shewn to have been 0'84 per cent. as against 086
in noun-pie-money messages—a slight difference in | favour of the former.”
‘This result was attained only after punishing the signallel:s who had made most
/mistakes by removing them from pie-money lines. Eagernesa:i to earn additional
remuneration by rapid work no doubt constitutes a temptation to inaccuracy ;
but with practice in very rapid transmission it is likely that greater acouracy
will be obtained. Still to safeguard the public against any unusual propor-
tion of errors in pie-money messages it seems essential that--

(§) no signallers should be employed on pie-money lines unless they have
passed the Code and Figure test ;

® # Government of India, Department of Commerce and Industry, No. 7728—7729, dated 20th September

1906,
® 4 Paragraph 13 of Direotor-General of Telographs’ No. 331-G, dated 29th November 1906,
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(4) precautions should be taken to ensure that accuracy shall not be
sacrificed to speed. One method which should be adopted for this
purpose would be to perivdically subject the pie-money messages
on different lines to a special lest as regards accuracy, the
results of the scrutiny veing communicated to the Superintendent
through the Circle Officer ; and

(ii6) the Superintendent should be allowed o very wide discretion in

dealing with signallers who commil inaccuracies on pie-money
lines.

(ii) With regard to condition (¢), accuracy may be expected if only really

good signallers are employed on pie-money lines. 1t has been objected that .

rossibly very few men would become accustomed to specially rapid work, whilst
some of the rest would degenerate or fail to improve; but this objectie:: may
be met by giving the men turns of pie:money work in rofation subject to the
proviso, which should be very strictly enforced, that none but really competent
signallers should be so employed.

(iii) If it is admitted that these conditions are necessary, it must be admitted
also that the need for taking these special precautions to ensure the accuracy
of pie-money work oconstitutes a somewhat grave objection to the system and
is perhaps of itself a sufficient reason against adopting throughout the Depart-
ment any general system of payment by the piece as part of the usual
remuneration of signallers. There are other strong objections to piece-work
to which reference will be made below.

68. As to objection (2) in paragraph 60 above, this may be met by efficient
supervision, Superintendents were at first instructed to distribute traflic
equally on all available wires, but it was at once pointed out that it is not
possible to distribute traffic evenly for the simple reason that it does not
arrive evenly ; and a direction to Superintendents to work the circuits to the
best advantagce was approved by the Government of India. It seews, however,
advisable to lay down as the fourth and fifth conditions of the grant of pie-
money that—

(iv) When pie-money is granted on a wire between any two places, it
should be simultaneously granted on oll direct outlets between
such places, if theve are maore than one ; and

(v) no diversion of traffic should be allowed to take place for the purpose
of making pie-money admissible. y

69. With regard to objection 3(«), there is now ample statistical information -

to show that, as a fact, the grant of pie-money does expedite trafic. But

.apart from all statistics, the evidence which we have collected on tdur places’

this p-oint beyond doubt. We think, however, that it is necessary to propose
as a sixth condition applicable to pie-money that—

(v6) when pie-money is to be granted at one end of a circuit, it should be
simultaneously granted at the other end.

It is obviously useless to expedite transmission if the recciver cannot keep pace
with the transmitter,

7.0' If. Pié'money as a permanent system is restricted, as we propose below,

0 mal.n circuits and through lines, no considerable or immediate effect’on

:.t:i\l)hssment charges is to be anticipated. Establishment ecannot be varie.d

i . . , .
@ fluctuations in traffic that make the grant of pic-money desirable.
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We believe that pie-money will conduce to economy because it gets more
work out of the existing establishment within the usual hours of duty,
and will thus diminish the increase of establishment which is inevitable as
trafic grows. Certainly pie-money could not be recommended as a means of
reducing existing establishment. Such a reduction would in any case be
itﬁprudent in view of the increase of traffic. Meanwhile, until the ultimate effect
of the system can become apparent, it may be observed that the expenditure
on pie-money bears a very minute proportion to the total expenditure of
the Department. The largest expenditure on pie-money in any month has been
Rs. 2,415, the total cost of the establishment being Rs. 1,63,960 per mensem ;
fhe percentage of pie-money to total cost was thus 1'6 only.* The reply,
.then, to the objecfion here under consideration is that if pie-money cannot lead
to avnjr immediate reduction of estallishment, at any rate it obviates to some
extent the reinforcement of establishments by transfers when a sudden rush of
traffic occurs ; it does not cost much ; and will—we think we may say certainly—
reduce additional expenditure in the long run.

71. Adverting to objection (3) (¢), we believe there will be eventual
oy foreduce goonomy in Capital expenditure as well as in establishment. If more work
expenditure. i done on existing cireuits, the erection of additional wires need not proceed
with the same rapidity. The Director-General of Telegraphs has stated ¥ ‘* that
in preparing the forecast of extra wires likely to be required in 1907-08
between existing departmental offices, it was found possible to restriot
the ’provision of additional main outlets on the assumption that the pie-
money system would continue on the existing circuits.”

Pie-money , 72. During the course of our tours not a single instance that we can recall

and overwork. c . . . .
has been proved of signaller’s cramp having been directly causedyby working
on a pie-money line. Generally speaking the men may be trusted not to
overwork themselves; nevertheless overwork should be deliberately prevented
by a judicious rotation of signallers, and it should be a seventh condition
in the rules for pie-money that—

Ple-money is

(véi) No signaller shall be required to work overtime on any day
during which he has earned pie-money.

A system of ° 73. Any system by which numerous temporary hands would be induced by

?:fu‘}‘&"ii‘,’:%t a bonus to work to their utmost capadity only to be discarded or invalided when

:‘I::t"ﬁll%::::ph their capacity failed would, we think, be oruel, unnecessary and unjustifiable.
Department.  yo ¢5 tme that a bonus system for the whole body of signallers need nof
| . necessarily dispense with a minimum living wage or with pensions or with
precautions against over-work. But against such a general system, in addition

-to the reason already given, véz., that special precautions would be necessary

to prevent inaccuracy, it may also besaid that a bonus system is fair and

practicable only where the possible outturn depends on the exertions of the

persons working ; and this condition cannot be fulfilled in the Telegraph

Department where the possible outturn varies enormously with the line and

the office. Sucha system would involve numerous different rates for different

offices and for different lines in the same offices and would thus lead to endless
complications, It would also be most unsuitable to the conditions of ‘life of

signallers of European descent, stability of prospeots being essential to induce a

dedirable class of men to serve. It would be a grave scandal if such men were

~ # Direotor-General of Telegraphs’ No. 881G, dated 29th November 1906, paragraph 4.
1 Ibid, paragraph 11, ' .

798 1.0,
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invalided with any frequency as a consequence of over-work ; and even if that
danger be deemed negligible, great discontent would arise if they found that
vhey were paid less on a diminished outturn as their age and their expenses
increased. Nor would it be either fair or politic to impose a bonus system

upon Indian signallers, if it could not be applied to signallers of a different
descent.

74. (i) Having thus reviewed the objections to the pie-money system and
explained how it is that no system of payment by results is suitable for
the Signalling Establishment as a body, we are prepared to recommend the
continuance of pie-money, subject to the conditions above set forth, not because
it will diminish expenditure on establishment or Capital outlay, though we
believe that both of these results will to some extent be secured, but as a means
of expediting traffic and of inducing gompetent signallers to do their best.
The present minimum of 80 messages is, however, much too low for the system
as a permanent one, and should be very considerably raised. There is abundant
evidence to the effect that on a well-fed main line 150 messages a day is by no
means an excessive outturn to expect from a signaller, and, as we shall
presently explain, this is substantially, though not exactly, the same thing
as 20 messages an hour. A man should not get extra pay for merely doing
his work with ordinary industry., The proper remedy for short work is more
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applicable only to a main or through line where the influx of the traffic is
normally such that the number of messages will supply the means of earning
if* Adopting the circuit as the basis, our proposal is that the test for applyiné’,
pie-money to a circuit should be that (after omitting Sundays and holidays)
the total traffic of the circuit should not be less than an average outturn per
man per wateh, for men working simplex of 120 messages and for men working
duplex of 100 messages. This distinction is necessary because when lines are
worked duplex the outturn of each individual signaller is less, two being
employed at each end of the wire, though the total number of messages put
through is gweater. Eliminating duplex working, our proposal fixes the standard
at 860 messages per day per circuit, the day, of ocourse, including the three
watches. At 20 mbssages per hour the figure would be 480 messages. But
allowancd must be made for Sundays and holidays, for the fact, already noted,
that traffic does not*arrive evenly either throughout the twenty-four hours or
from day to day or week to week, and for the consequence that the figure of
480 would imply an average influx of 20 messages per hour on the wire through-
out the year which does not in fact occur. On the whole, we have no hesitation
in recommending a standard of 860 messages as the criterion for determining
whether pie-money should be permanently applied to a line worked simplex.
The modification indicated above would be necessary in the case of a duplex
line.

effective supervision; and lect is fon L. - . .
] tIt i ¢ ’ bofl.lf tObee ot is to afh.)p 6 the pie-money system a3 a Criterion for 76. The minimum outturn on attaining which the signaller may
supplement to, not as a substitute for supervision. One step towards more determining begin to earn pie-money must be settled on different considerations. When

. c o . . hen ple-
e /1S : e Tele of w . .
effcotive suparvision is to relieve Tolegraph Masters, as much as possible, Y 2% m the deputations of signallers told us, as they often did, that 150 messages
clerical duties—a measure elsewhere * proposed. signaller,

Criterion for
sanctioning .
the vermanent
spplication of
pie-money.

(i) We are further opposed to the grant of pie-money merely as a
means of inoreasing the signaller’s pay. The proper remedy in that behalf is dealt
with in the former part of this Chapter. klsewhere too,t we recommend rewards
for special acts of courage or for specially meritorious conduct on particular

~oceasions. Here we propose a permanent system of pie-money as a means -
of granting rewards for specially good work of the ordinary kind performed
within the wusual hours of duty. Wpe, shall advise the abolition of Check
Office fines; and we think it reasonable to recognise, by the grant of
pie-money, the principle that the hope of reward may induce men to do their
best no less than the fear of punishment, We made frequent inquiries
as to whether any practicable proposal could be advanced for granting rewards
for a good ontturn; but no suggestions were forthcoming for any .new
plan which we could rvecommend. We think therefore that the system
which may properly be utilised in this behalf is that of pic-moncy

75. Tuking pie-money, then, as a permanent system of rewards for a gool.
outturn offercd with the object of expediting traffic, the first question is where
and under what conditions of traffic is pie-money to be allowed. The Director-
General of Telegraphs has proposed to extend the grant of pie-money to all
offices dealing with over 50,000 messages per month.} This proposal has not

was a fair day’s work, we are satisfied that they had in their minds the
standard of 20 messages an hour. 'The watches are of 8 and 5 hours’
duration between 8 and 21 hours, the night watch running from 21 to 8 hours.
The average duration of ‘the three watches is 8 hours, and at 20 messages an
hour the outturn would be 160 messages per watch. This would be a good

' deal beyond the mark because allowance must be made for reliefs for meals and
short spells of rest, so that seven hours would be about the time in an 8 hours’
watch tbat a signaller would be actually working at his instrument. Ina 5
hours’ watch an outturn of 150 or even of 140 messages could not be attained.
Whether such outturn would be posgible during the long night wateh would
entirely depend upon the influx of traffic. Taking one watch with another
150 messages a day might be expected as an average. Thus we have thought
it fair to adopt the standard of 20 messages an hour ax.ld to apply it to an 8

" hours’ wateh with the reduction of one hour as already explained. We have
therefore come to the conclusion that 140 messages may be accepted as g
.fair day’s work in an 8 hours’ watch, and we have adopted this as the outturn °
to be attained before pie-money may be earned. We are fully satisfied that
this standard is quite high enough if pie-money is to be ea;rned_ at all; and we
think that opportunities of earning it should be afforded to induce signallers to
do their utmost.

' . . i p Is is that pie-money will rare]
b ; ink i | . . o in 77. A very important effect of our proposals p y ely

een sanctioned ; nor do we think it should be. The basis of the gystem, consi- :::e‘f;”bgy w ¢ over, be earned except in the first watch from 8 hoursto 16 hours, In th;
dered as a permanent part of the organisation of the Department, should be not earned except 1L 6VE% B°- '

in one wateh. .y .t 5 hours’ watch there will not be time to earn it, but we think that for 5

the office—where in all cases there would be side-lines upon which pie-money
could not be earned —but the circuit. As a fact, the system is at present
worked by the selection of circuits, and this is quite right because it is ordinafily

* Vide paragraph 140 below.
t Vide paragraph 162 (vii) below. .
1 Disector-General of Telegraphs’ No. 143-T., dated 318t J uly 1906.

spell of work of that duration a signaller may fairly be expected to do his best
without extra pay. In the long night watch pie-money may sometimes he
Sarned but, as we have already said, this entirely depends on the volume of

traffio.
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Piomoney i e . 78. We do not think it at all expedient to grant pie-money per hour which
granted by the i3 the latest proposal of the Director-General of Telegraphs. The acoeptance of

athe record of each hour’s work would involve a great deal of trouble, and there
" is the more important objection that the signaller might find it to his inteYest to
delay work in order that he might heap it on to the next hour or two and so
earn pie-money.
f}";,%g?;% ;‘:;e 79. Pie-money being granted on the proposed conditions as a normal system
per message.  of reward and being limited to pie-money lines, fixed as such by the Director-
General of Telegraphs, we think the reward should be substantial. This is
necessary because we raise the minimum from 80 messages to 140 aod unless
a sufficient inducement is held out to work up to the new standard, it is pr&b-
able that signallers will not think it worth their while to do their best and
the pie-money system will die out because the men themselves will not take
advantage of it. Accordingly we would double the present rate of remunera-
tion and after the minimum of 140 messages has been attained allow the
signaller four pies per message. It must be remembered that although good
supervision may be expected to exact a fair day’s work, it is extremely difficalt
for it to do more. TFor extra exertion there must be sufficient inducement,
and when « higher standard is prescribed, the inducement to go beyond it must
be considerable if it is to be effectual. "We propose no change in the present
limit of 32 words as applied to all long messages when calculating the number
for pie-money earnings.
gg:g; of pie- 80. So far we have been dealing with the case of main lines where a full
;:g‘lalgormtgg bo volume of traffic is continuous, But sudden rushes of traffic may occur on
trafic. many other lines, as, for instance, at a time of opium speculation. 'L'o meet such
cases we would apply the same principles with an important difference which
is that we would raise the pie-money qualification of the line from 120 to 180
messages per watch., 'We would not admit that a sudden rush of traffic occurs
unless this number of messages isreceived for transmission; and our reason for
thig eriterion is that we do not think men should receive any extra remunera-
tion for casual additions to their work when the additional work is not
excessive. We propose, then, that, when such a sudden rush of traflic occurs
that the number of messages to be disposed of over any non-pie-money wire
exceeds 180 messages in any watch, pie-money may be given temporarily at the
discretion of the Superintendent for the number done by any one signaller in
excess of 140 messages per wateh. 'This rule should apply to all offices and all
non-pie-money wires wherever a rush of traffic, as above defined, may ocour.
In this connection if'is necessary to provide that the Superintendent who orders
pie-money at one end of the wire should, when the other end of the wire is in
another {Division, infoim the Superintendent at that end so that he may give

the same order.
The Director-

Goneral should 81, When an order has been passed that any line shall be deemed to be a
have authority

torevisethe = permanent pie-money line, pie-money may be earned upon it at any time when
e s, the rules as to outturn are satisfied. But if the traffic on such a line perma-
nently falls below the standard which wehave proposed, the Director-General of
Telegraphs should order that it shall no longer be classed as a pie-money line.
The system thus involves discretion to the Director-General of Telegraphs to

revise on his own authority the list of pie-money lines according to the propdsed

Intermedia‘e standard, .
. "%’}%‘ﬁﬁﬁ“ 82. The present arrangements having beeu sanctioned only till the first of

ﬁfducmn October next it is necessary for us to make some recommendation as to the course
[+) e new .

system. which should be adopted before our proposals, if approved, can take effect.
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During this interval we would leave the present minimum of 80 messages and
the present rate of two pies per message unaltered. But we think ti:e Director-
General of Telegraphs might be empowered to order those lines to be pie-moneyo,
lines *where the average influx of traffic reaches the amount that we have
defined. The new minimum of 140 messages and the new remuneration of four
pies: per message should be brought into operation simuitaneously with the
increase in the emoluments of the signallers proposed in this Chapter.

ggmmary of the 83. The proposals on the present subject are detailed and rather intricate
o~mone . . . \
proposals‘.7 and it will be convenient to summarise them here. They are as follows :—

(1) Until the date upon which the revision of the pay of the Signalling
Establishment takes effect, pie-money should be granted at the
existing rate of two pies for every message in excess of 80
disposed of in one watch by each signaller.

(2) From that date the rate should be four pies a message in excess of
140 per watch and the sysiem thus fixed should be retained
permanently.

(3) Pie-money should be granted on the basis of circuits, not of offices,

(4) The criterion for determining whether pie-money should be
permanently applied to a new line sbould from now be an average
of 360 messages a day in the case of lines worked simplex, an
addition of 121 messages per hour being made for a line worked
duplex.

Note.—No change in these figures will be necessary when the new scale
proposed in (2) is adopted. |

(6) The test for applying pie-money temporarily to a line should be
the receipt of 180 messages in one watoh for a simplex line
and of 180 plus 150 messages or 330 in all for a duplex line.

The note to (4) applies in this case also.

(6) The Director-General should be authorised to declare a line a pies
money line or vice versd, on the basis of (4) without reference to
Government. *

(7) The Superintendent should be authorised of his own motion to
order pie-money to be ?pplied to a line when the conditions
mentioned in (5) are fulfilled ; and when he has given such an
order he should at once inform the Superintendent who con-
trols the office at the other end of the wire whereupon the latter
should also order pie-money on the line temporarily.

These proposals are ail subject to the conditions (¢) to (vis) described
above.

None of these proposals apply to lines worked by Baudot instruments.
The experience so far gained of the disposal of traffic on such lines is, in our
opinion, not sufficient to justify any recommendations as to the manner in

which the pie-money system might be applied to them.
Automatio 84. (i) We have been asked in paragraph 14 (10) of the Besolution to
inoresse of

the Siﬁnalling consider—
Bstablishment.

[Vhether a scheme can be devised for the automth increase of the
signalling establishment in proportion to the actual increose én traffic, the
sirenyth of the controlling establishment betng increased in fived proportion

1o the increase in the lower grades.
798 1.0
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(ii) 'We are of opinion that it is possible to devise an automatic scale for
‘ jncreasing the strength of the Signalling Establishment in proportion to the
increase in traffic. From astatemcnt of traffic statistics of departmental offices
for 1905-1906 supplied to us by the Director-General of Telegraphs, it appears
that the average number of signalling operations dealt with by a signaller of the
Agra, Bombay and Madras offices in that year was 17,929, 17,198 and 17,494
respectively, and on page 20 of letter No. 143-T., dated 31st July 1906, from the
Director-General of Telegraphs to the Secretary to the Government of India in
the Department of Commerce and Industry, it is shown that the average outturn
of each signaller of the Department varied from 12,578 to 14,990 operations
a yvear during the ten years ending with 1905. From these figures it is evident
that the average outturn of a departmental signaller does not vary greatly
from year to year or from one large office to another. ‘

(iii) We consider that the simplest and most acourate moethod of ascertaining
approximately what additions should be made to the signalling establishment
of the whole Department is to proceed solely on the basis of the inorease in
signalling operations that has taken place since the last revision when presum-
ably an adequate staff was provided for the total traffic to be dealt with at
that timo. Taking the period from 1900 to 1905, the years when the average
outturn reached the highest points during the decade, we find that the
growth of traffic was met by an increase of signallers which works out at the
rate of one additional man for 16,520 operations in a year, but we propose
the adoption of a much higher standard to justify future increases.
Though the low average outturn of a departmental signaller in this country
is partly due to the large number of minor circuits with light traffic which
must be attended to, the delays in calling up offices on such circuits, the
faulty supervision of signal offices, the large proportion of signallers who have
to take their turn of duty at night when traffic is intermittent and the slow
working of postal and railway signallers, we are satisfied that it is capable of
much improvement; and we recommend that additional signalling establish-
ment should for the present be sanctionéd on the scale of one new appointment
for every increase of not less than 25,000 operations. 'This standard is very
nearly equivalent toan outturn of 80 messages per signaller on each day if,
excluding Sundays and holidays, the yehr be taken at 310 days. The improve.
ment which we expect in the supervision of departmental offices and the clags
of men recruited owing to better rates of pay, the extended use of the Baudot
and other improved telegraph instrumeuts and of the typewriter for receiving,
the higher professional qualifications which we have recommended for depart-

. mental and postal signallers, the close and constant esamination of the traffic
arrangements, and a stricter control over combined oftices will all contribute
to ensure a higher average outturn from departmental signallers, We consider
therefore that as traffic increases and these improvements are adopted, the
ﬁg?.re proposed should be steadily raised. The experience of a few years during
which the greatest attention is paid to traffic and supervision will show what

minimum average outturn can fairly be required from the signallers of the

Department,

N .(N) In fixing the standard at 25,000 operations to begin with we have
allowed fof' the grant of leave to the additional establishment sanctioued, and
we have given due consideration to the circumstances that great difficulty has

1 experienced under existing conditions in granting leave to the signalling

Incresse of
controlling
efitablishment.
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staff of many of the offices where traffic is great, and that some time must elapse
before the improved arrangements in working which we have indicated will
bacome fully operative. o

2

{v) Inthisconnection we think it right to draw attention to the fact that
in 1905-1906 the disposal of every telegram involved 484 operations on an
average as agninst 5'05 in each of the three previous years and that a reduc-
tion in this number, which, we believe, can be effected gradually by a careful
study of the course of traffic and of the arrangement of cireuits, will result
in a corresponding saving cn establishment charges. The elose supervision
and the regulation of circuits to ensure that the number of transit operations

of messages shall be reduced to the utmost possible extent, will be one of the

imost,, important functions of the Director of Traffic, Cirocle Officers and
Superintendents. * .

(vi) Ttisessential to the nutomatic operation of the standard now proposed,
or which may be fixed hereafter, that the Direotor-General of Telegraphs should
have authority to apply it and to sanction additional signallers in accordance
with that standard and without reference to Government. He will also have
power to decide how the additional establishment sanctioned shall be distributed
to the different offices.

85. (i) Turning now to the controlling cstablishment we find that the estab-
lished practice in the Telegraph Department has hitherto been that whenever
any addition has been made to the strength of the Signalling Establishment
(which includes the supervising staff) one Telegraph Master’s allowance has been
sanctioned for every five additionsl men. We have endeavoured unsuocessfully
to ascertain how this ratio was fixed, and on what basis it was calculated that
20 per oent. of the total staff wererequired for supervision. The most probable
conjecture is that the actual proportion of Telograph Masters to signallers at

_some time in the past gradually came to be accepted as the ncimal proportion,

No'justification of the system has been attempted, and we are strongly of opinion
that it should be abandoned, and that the strength of the supervising staf should
be determined according to actual administrative needs. 'We think that when
additional Telegraph Masters are required in an existing office each case slionld
be considered on its own merits and submitted to the Government of India by the
Director-General for sanction. Amongst the points to be considered when
any _ such increase is proposed is the proportion which the total number and
cost of the supervising and clerical establishment hears to the total number

" and cost of the aotual operators as compared with the proportion in other
offices.

(i) Although we are unable, for the reasons just given, to lay down -
any prinoiple for the automatic expansion of the staff of Telegraph Masters, we
think that in certain cases some rules can be preseribed which will give the
Director-General of Telegraphs authority to act ¢f his own motion such
as he would have obtained had the acceptance of any automatic rule been
considered feasible. ,

(iii) Thus in.the case of new departmental offices the Director-General
should be empowered to sanotion additional Telegraph Masters not in excess of

the following scale :—

1st class offices . . . . .+ 8 Telegraph Masters,
2!1(1 » 2 . . . . ¢ ) . ”» ”
3l'd » ”n ‘ ’ ' ‘ ' 1 ” ”
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He should also be authorised in the case of offices where there is only

one signaller to sanction a charge allowance of Rs. 20 per mensem for the
tsignaller in charge.

(iv) New appointments made under these proposals should not necessarily
be additions to the lowest grade of Telegraph Masters, but should be added in
burn to the second and third grades, as recommended above, 8o as to preserve,
as nearly as possible, the same proportion of one to two in these grades,

(v) We also recommend that the Director-General of Telegraphs should be
given power to sanction additional temporary appointments of Telegraph

Masters for purely temporary offices for a period not exceeding' six montbs.

As examples of the cases here contemplated, we may mention temporary

offices opened for manceuvres, or in connection cither with the tours of His

Excellency the Viceroy or with the visits of distinguished persons to India.
Hecrwitment of 86. (i) There are certain other matters which are intimately connected

ggﬁ’g,;g“s?&gf» with the subject of this Chapter becausc they bear directly on the improved

from the efficiency and greater contentment of the Signalling Establishment, that is
Lawrence . . . .
Asylums, to say on the main objects of the reorganisation. The matters we refer to are

discussed in the following paragraphs and the first of them is the recruitment
of the signallers of the General Scale.

(i) We propose in another part* of this Report that the Local Scale
should be recruited mainly from amongst the Postal signallers. Dealing with
the General Scale we observe that at present the best recruits for this Scale
are obtained from the Ootacamund and Sanawar Lawrence Asylums.

(iii) At Ootacamund the Asylum has its own instructor (usually a retired
Sub-Assistant Superintendent or Telegraph Master) and the Telegraph Depart-
ment contributes to the Asylum Rs. 70 towards the education of each boy
who passes out. The instructor gets from the Asylum a salary of Rs. 100
per mensem, plus a premium of Rs. 15 for each boy admitted as a
signaller into the Department. He receives free quarters and is regarded
as a member of the Asylum Staff. At Sanawar the instructor is a signaller
of the Telegraph Department who rcceives an honorarium of Rs. 15
from the Department for each successful boy, but no countribution is
paid to the Institution itself. This signaller is paid by the Asylum
up to Rs. 100; and the difference between that sum and his regular depart-
mental pay,—if the latter exceeds Rs. 100,—is paid by the Departwent.
In both cases the class is conducted in the school itself, the period of training
cxtending over one year. At the end of the year the pupils are examined by
an officer of the Telograph Department, but the number who can be admitted
into the Department in any one year from each Asylum is limited to twelve.
Both Institutions arc supplied with instruments and stores frec of charge.

oxsana o 87. (i) In paragraph 52 (iii) we expressed our intention of referring to

extend reoruit.

ment to other pecryi 'opes i
ment to othe rccr.ultm.ent from European Schools and we now proceed to remark on this
Schools. subject in more detail.

. (ii) The Director-General of Telegraphs at his conference with the Com-
mittee at Caloutta rogarding the reorganisation of the Signalling Establishmentt
Pl'OposEi that the system just described as in force at the Lawrence Asylums

* Vide paragraph 104 below.
Y Vide Proveedings Part VIII, pages 2 and 7-8.
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should be extended to other educational institutions in India and Burma. To

enable us to form an opinion on this suggestion we addressed a Circular

through Directors of Public Instruction, to various Colleges and Schools ; an(f))
this, with the replies received, is printed in Appendix K. The perusal of these

‘papers is invited. The replies from the Colleges and Schools indicate that the

prdposal of Sir Sydney Hutchinson is feasible and that many schools will
sufficiently welcome it. We think it is most expedient to widen the field of

‘recruitment in the manner suggested and advise that the proposal be accepted,

and acted on. Most of the schools favouring the proposal stipulate that the
extra expense should be borne or at least shared by Government. This seexns
to be reasonable. At any institution which agreed to open a telegraph class
the detailed arrangements would be settled by the Director-General of Telegraphs

after"consultation with the Principal or Head Master and with the aid of the
Circle Officer, to whom the Director-General of Telegraphs would probably

entrust the negotiations and who, on their conclusion, would be in a position

‘to submit a scheme.

(iii) The replies, however, are not uniformly favourable. Some of them
state foroibly the objections and difficulties which beset the extension of recruit-

‘ment. 'We would call special attention to the letters received (1) from the

Lawrence Military Asylum, Sanawar (where there haslong heen a telegraph
class, a circumstance which makes the opinion of the Principal particularly
valuable), and (2) from the Scottish Educational Society’s High Schools,
Bbmba_y. These and other papers setting forth the reasons why service in the

Telegraph Department does not attract a satisfactory class of recruits afford,
‘as we have already mentioned, strong support to our recommendations for

raising the initial pay and improving the prospects of the signalling estab’lisﬁ-

“ment, the proposals to widen the field of recruitment and to increase the pay
:being mutually dependent on each other. Unless the rates of pay are raised

the attempt.to recruit-a better class of men from the European schools will

" oertainly prove a failure.

(iv) When olasses similar to those at Qotacamund and Sanawar are or are

“about to be opened some forecast will be required of the probable number of

reoruits which should annually be provided from the Province in which the

~school is situated ; so that the number of tlasses and pupils may be adjusted fo

actual needs. Such forecasts would be framed by the Director-General of Tele.

‘graphs and communicated by him to the Cirele Officer for his guidance both in

devising the original arrangements and in settling from time to time the number

- of lads who should be trained at the several school classes in the Province,

88. Better arrangements should, we think, be made not only for the
‘vecruitment of signallers but also for their training. We are no!: satisfied that .
the training classes for instructing signallers are adequately equipped, that the
5ocommodation provided for them is sufficient or suitable, or that the training
is as efficient as existing circumstances demand. M‘pm instruments, especially
tape recorders, are required for practice, and in as many cases as possible
typewriters shopld form part of the equipmen.t.of the class, so that depart.
mental probatione‘rs who desire to learn typewriting may. l?a've the op_portunipy
‘of dbing' so. Qreat stress should he laid on the acquisition of a cl_ep,r. and
legjble handiivriting, and eopy books should be used as part of the ordinary
‘course where this has not already been arranged. S8pecial care should be
devoted to instruction in Code and Figure signalling. The importance of
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good handwriting is a matter which demands particular atteation in  the case
of postal signallers who are often deficient in this respeot, but throughout

‘*we consider that postal signallers should receive the same care and attention
while under training as departmental men. The instructors should usually
be Telegraph Masters and should always be specially selected. The extra
allowances given to signallers who are appointed as instructors should be
sufficient to attract really suitable men, and the present practice by which the
allowances cease when the class falls below a certain number should be
discontinued. It is obvious that the instructor should have no inducement to
keep back probationers who are ready to pass. Examinations of probationers
should be conducted by an officer superior in rank to the instructor, and the
higher Telegraph Officers should devote much attention to the training
classes to ensure that the course of instrgction is thorough, that the probationer$
are not in excess of the number that can be trained by one instructor and at
one time, and that the accommodation provided is sufficient.

Q\mlufitng and 89. (i) When we discussed the reorganisation of the signalling establishment
:imer:.sm for ¢ith the Director-General of Telegraphs at Caloutta, he proposed * that the period

of training for departmental signallers should be extended to twelve months, and
that the rate of signalling at which they qualify should be raised from twenty
words a minute to twenty-fivee We agree with 8ir Sydney Hutchinson
that the period of training should be extended as proposed and that the
existing standard should be raised. After very careful -consideration,
however, we have come to the conclusion that the twenty-five word
standard is unnecessarily high. Ta the United Kingdom, where the traffic as
a whole is disposed of at a rate unknown in India, the telegraphists are
employed in the Department when they have passed at twenty words a
minute, though they have to qualily by a higher standard later, Another
point which must not be forgotten is that the long main cirouits in this
country do not usually admit of the most expert signaller maintaining a speed
of over twenty words a minute. We believe that a standard of twenty-three
words a minute in plain language will be found to be sufficient; and we are
fortified in this conclusion by the opinion of Mr. Berrington, whose first hand
knowledge, of English conditions gives his advice a special value. It should
be added that, owing to the deductions made for errors in the qualifying
test, a signaller, to pass at twenty-three words a minute, must generally be able
to maintain an average rate of not less than twenty-five words.

(ii) In the case of the Code and Figure test no change is recommended in
the existing standard of twenty words a minute which we consider to be
sufficiently severe. In this case accuracy is of supreme importance, and any
change which might lead to the sacrifice of accuracy to speed is to be
deprecf.xted. We understand that it is far easier to send such messages than
to receive them, and that when a fast sender has to signal Code words and
ﬁgures, he mus.t reduce his speed so that they may be received acocurately by
the receiving signaller.

(iii? In .the case of postal signallers also we recommend that the standard
of quz.xhﬁcatmn should be raised. Reference is made in paragraph 99 to the
necessity of effecting an improvement in this class of operators, and it is
annecessary to labour the point here. We look forward to tl;e ultimate
adoption everywhere of a twenty words a minute standard for postal signallers,

¢ Part VIII Volume 11 of the Proceedings, pages 2 and 8,
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‘but in view of the fact that there are parts of the country, such as Assam
and Burma, where it is difficult to obtain recruits who can qualify by
the existing standard of sixteen words, the immediate introduction of a,
rate of twenty words a minute everywhere is impracticable. It is therefore’
recommended that the standard for postal signallers in plain language should
be raised to twenty words, but that it should be left to the discretion of the
Director-General of the Post Office, to reduce the rate to nineteen or eighteen
words in localities where the higher standard cannot ordinarily be attained.

(iv) As regards the Code and Figure test we consider that it will be
sufficient if, postal signallers qualify at sixteen words a minute, but the test
should be compulsory on all future entrants, Owing to the growth of
.commerce througheut India, the number of Code and cipher message, which
have to' be dealt with by postal signallers, is already considerable and will
certainly increase as time goeson. Itis therefore advisable that they should
be trained to dispose of such messages, and this training will undoubtedly
have a most beneficial effect on their work generally.

(v) Under existing rules all signallers and Telegraph Masters have to pass
an annual test in signalling, and cannot receive their increments until they
have done so. We have made most careful inquiries into this matter during
the course of our tours, and we are satisfied that the universal imposition of
the test is quite unnecessary, that it frequently operates unjustly and that it
causes the waste of much valuable time. There is much evidence to show that
the actual work of an operator is sufficient to keep him up to the mark in
signalling, and that owing to nervousness really good signallers often fail in
the test. This we believe to be the case. Another element of unfairness in
the system is due to the fact that in some offices the examination is more
rigorously conducted than in others, where, owing to the pressure of work,
the test has sometimes been allowed to degenerate into a pure formality. The
‘examination of Telegraph Masters, who, in the majority of cases, have no .
-further increment to receive and whose duties do not require them to signal
at a high continuous speed, is clearly unnecessary ; and that of a signaller who
has been working on & pie-money line and may, for days together, have been
disposing of a daily average of a hundred and fifty messages or more, is equally
unreasonable. When it is remembered that the whole Signalling Establishment
now numbers nearly three thousand men, the waste of time involved in
‘examining annually such a number, most of whom are known to be perfectly
~competent, will be obvious. We therefore recommend that, except in the first
two years of service, the annual examination in signalling should be abolished.

(vi) The reasons for the exoeption require explanation. It has been
represented that during the early years of service the test may serve a useful
purpose by preventing signallers from falling into bad methods of operating
.such as exaggerations. We are doubtful whether much weight should be
attached to this argument. If, as we propose, the period of training is
extended, and all candidates pass at twenty-three words & minute, the danger
.of acquiring bad habits of signalling will be diminished, It is, moreover, the
duty of the supervising Telegraph Master to keep a constant watch over
‘the operators, especially the younger men, and to detect and check all errors
gnd faults in signalling. We recognise, however, that many signallers enter

the Department as mere lads, and that in their case the knowledge that they
~ill be examined annually for some time may have a good effect. Accordingly
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%o meet this case we think that tne annual examination should be retained
for the first two years after a signaller enters the Department.
o (.vii) It must be clearly understood, as an essential part of our proposals,
‘that it is left to the discretion of the Superintendent at any time to .order
the special examination of a signaller whatever his length of service, It will
be the duty of the Telegraph Master to report to the Superintendent any men
who through slackness fall into a bad habit or slovenly style of signalling, in
order that they may be examined and their increments stopped until they
have acquitted themselves satisfactorily.

90. The reasons for requiring a high standard of signalling from Postal
probationers apply with even greater force in the case of Military Telegraphists
who constitute a large proportion of the Signalling Establishment in the
Department, especially in the Punjab and North-West Frontier Province, and
work in direct communication with expert Departmentafsignallers at large
trade centres such as Karachi, Amritsar and Delhi. We have received evidence
that the work of Military Telegraphists is on the whole wanting in speed and
accuracy, while the steady growth of traffic necessitates the employment of
only skilled operators on the main ecircuits. We therefore consider .that
Military Telegraphists should in future be required to qualify by the twenty
word standard before they are employed in the Telegraph Department, and
that so long as they do not exceed their authorised period of training, they
should be encouraged to remain in the training class until they pass by the
Code and Figure test also. For this purpose the period of training might be
fixed at nine months and followed by a probationary course of three months in
a Departmental office. The Military Telegraphists already employed in the
Telegraph Department who have qualified by the sixteen word standard should
pe given a reasonable time to pass by the twenty word standard and to qualif
in t.he C(:de a:lnd Figure test, and those who fail should be remanded to thei);
regiments and their places filled b ili graphi
qualifed by the new :mhdard. y other Military Telegraphists who have

91 (i) The question of trausfers was referred to us by the Government of
India in ngruary last,* and it has also been brought to our notice by nearly
every (%eputation of the Signalling Establishment which has appeared before the
Committee. The grounds of complaint were that such transfers are unduly
freq.uent, that they cause much pecuniary loss to the officers transferred
particularly in the case of married men with families, and that in such case;
the education of their ohildren is interrupted. These complaints appear to us
to be well-founded. We have examined the printed departmental orders of
the Director-General for six months (May to October 1906) and we find that
the transfers ordered in each month were as follows :— '

M Tf}:ﬁtr:r}:l.l Signallers.
ay 1906 . :
ane . : . ‘ . 1 7 1
July noe . : ) ) . , 5 i
A U 77
e T . . . . . . 5 817
Oectober b : : . . . lz gg
ToTAL . 50 452

It wi _—
t will be seen that on the average more than eight Telegraph Masters and

8 Ve .
eventy-five signallers were transferred every month, and that the number of

8 Vide Memorandum from

No. 1278.3, dated the i1 Februar;h{Q O%'nwmment of India fn the Department of Gummerce and Industry,
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transfers in the six months amouated to 18:5 per cent. of the whole Signalling
Establishment as it stood on the 1st July 1906. This we cannot but regard as
an altogether excessive proportion, and it practically amoun's to the transfeo
of the whole staff of every office in three years. The time during which eackl
pfficer was absent from duty on account of his transfer cannot, we think, be
taken as less on the average than ten days, and, on this assumption the total
signalling staff was reduced by nearly three Telegraph Masters and by tweuty-
five signallers throughout the whole period. ~With such frequent changes
it is impossible for Telegraph Masters to have the knowledge, which they
ought to possess, of the capacity and character of each of their subordinates.
Even a cursory inspection of the departmental orders discloses the fact thaf
a large number of fhe trunsfers were for very long distances. We recognise
ihat 40 some extent this is imevitable, but it constitutes an additional reason
for restricting trangfers as much as possible. Uunder the centralised system
at present in force it is difficult or impossible to keep transfers at as low a
figure as is desirable.

(ii) We are, however, of opinion that the Circle Scheme provides the means
of remedying the present unsatisfactory state of affairs. When this scheme is
introduced all transfers of signallers and Telegraph; Masters within the Division
should, as at present, be sanctioued by the Divisional Saperintendent, and
all transfers from one Division to another in the same Circle by the Circle
Officer. Transfer within the Circle should be regarded as the rule, and transfer
from one Circle to another as an exceptioa to be justified only on the plea of
urgent necessity. All signallers on the General Scale are liable to take their
turn in Burma and Assam, and on account of the unhealthiness and expen-
siveness of these Provinces it will always be necessary to enforce this
liability ; but even in these cases every effort should be made to retain the
staff in the Oircle as long as possible. Apart from these special cases, every
Qircle should have a signalling staff sufficient for its own needs so as fo

" minimise the necessity for outside assistance. Whean transfers are necessary

from one Circle to another, every endeavour should be made, unless the
oitcumstances are quite exceptional,’ to obtain volunteers, In other cases it
will also usually be expedient to call for volunteers unless the delay
involved in this procedure involves detriment to the public service. If
volunteers are not forthcoming, and transters have to be ordered, regard should
be paid to the hardships which a change of station may involve, and also to the
number of transfers which officers have already had during their service.

- The like ciroumstances should be taken into consideration in the case of

transfers when it has not been practicable to call for volunteers, Subjeot to
these remarks and to the conditions headed (2) to (4) in paragraph 88 of Chapter
P of the Telegraph Code,* which seem to us wnexceptionable, we think trans-
fers must be arranged in accordance with administrative convenience, and that
a considerable latitude of discretion must be left to the officers ordering them.
In partioular we object to hard-and-fast rules, such as those in paragraph 86 of

sgge * * ¢ & In order toavoid expense to Government and hardship to the staff
transfers shonld be reduced to the minimum compatible with the necessity— :
» [ * ® .
(2) of periodically relisving men at unhealthy or exoeptional stations ;
(8) of selecting muitable men for speoial duties ;
? (8) of meeting the genoral roquirements of discipline and efficiency.




@ desgigna- . . . .
hﬁi‘;!t‘. Telegrap- the Signalling Establishment, there is one other matter to which, though

70 REPORT OF THE TELEGRAPI{ COMMITTEE.

Chapter P of the Code, wiz., that signallers of the longest service in the
Division should be selected for transfer, and that in no case should a signaller of
fess than five years’ service in the Department be transferred, if men who haye
served longer be available. We believe that when the great bulk of transfers
are arranged by the Heads of Circles, who will in many cases be acquainte(i with
the private circumstances of the signallers affected, instances of hardship due
to transfer should be very rare, and it should seldom be necessary to send
Local Scale signallers outside the area within which they are bound to serve.
(iii) If the avowed policy of the Department to avoid unnecessary trans-
. Ters is steadily enforced, this will not only conduce to the contentment and effi-
Liency of the staff, but a substantial saving will be effected in the expenditure
on travelling allowances. The Examiner of Telegraph Accounts has calculated
that this saving may amount to as much as a lakh of rupees per annum:
and though we do not think that the” materials exist for fra,ming an exact
estimate, it cannot be doubted that a large saving is possible.

(iv) In connection with this subject we recommend that the limitation of
the special rules for the payment of the travelling expenses of families to caseg
of transfer between stations more than 200 miles apart (vide article 1098, Civil
Service Regulations) should be cancelled so far as the Signalling Establishment
is concerned. This matter was strongly pressed upon us by many deputations
of signallers, and as transfers of  the Signalling Establishment occur, so fap
as we are aware, more frequently than transfers in any other department,
we consider that the case of the signallers should be specially provided for,
The existing rule which operates harshly in frequent short transfers is an
inducement to order long transfers for the purpose of saving the men from
pecuniary loss. Very little expenditure is involved in the grant of this con.
cession which will be regarded by the staff as a valuable privilege.

92. In connection with the general question of the reorganisation of

we attach no great importance to it, we desire to call attention. Objection
has been taken by some signallers to the term ¢ Signaller.” It has been
represented that this term does not correctly describe the duties which the staff
perform, and the name “ Telegraphist ”’ has been suggested as more appropriate
Soldiers employed in the Telegraph Department are already known as « Military;

Telegraphists,” * Military Signallers ” forming an entirely separate class, Inthe
United Kingdom the name in use is “Telegraphist,” and we recommend that

this name be generally adopted in India for the olasses at present known as
Departmental, Postal and Railway Signallers,

rbmulo
Signallers.
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non-pensionable establishment than over a pensionable one, and if signallers:
were to be entertained on a non-pensionable basis, a distinct risk would be
ipcurred. The danger would be espeecially great in large towns where thy
n'mn.would be subject to local influences of various kinds. >

(ii) As regards recruitment for service in one town only, we think
that it would be an administrative inconvenience if there were no power to
transfer the men to another place. Undesirable combinations might be
formed and the absence of the power of transfer would make them very
troublesome to deal with. We are about to propose that female signallers
shall enter the Department on a salary of Rs. 50 per month rising by
annual increments of Rs. 5 to Rs. 100, and we do not think that lower rates
could be offered tp a Local Service in any large town. The saving effected by

"the formation of such a service would therefore be insignificant as compared

with the expenditure on the present Local Scale, and the proposal has thus:
no very deeided advantage on the score of economy. For these reasons
we think that the scheme must be abandoned.

94, (i) Turning to clause (b) we learn from a circular issued by the Inter-
national Bureau of Berne in August 1899, on the employment of women.
in the telegraph service of the various Union countries, that women are
employed in telegraph offices as signallers, or in other capacities in nearly all
such countries in Europe and in several outside Europe, including some British
colonies, We have consulted the Governments of Bombay, Madras, Bengal,.
Eastern Bengal and Assam, Burma, the United Provinces, the Punjab and the
Central Provinces on the subject ; and the replies which have been received
are generally in favour of the proposal to employ women. The replies are
printed in Appendix L. Such inquiries as we have been able to make during
the course of our tours have also led us to think that suitable candidates
could be obtained in.several places and that they would be glad of the
chance of employment. We accordingly recommend that the scheme of

" pmploying women should be tried in selected towns where there is a

Buropean or Eurasian community of uny size, The system, if found
successful, could subsequently be &xtended. There is in our opinion no
objection to the employment of women in the same instrument room as
men; but it might be advisable to arrange that at least two women should.
work together in the same room at the same time. In all offices in which
women are employed the provision of a separate cloak room would be
necbssary. _

(ii) The following regulations, which are based on those in force in the-
United Kingdoim, appear to us suitable for adoption in this country :—

.Wﬂm“bion-pen- 93. (i) Before concluding this Chapter we have still to dispose of clauses

in the towna. (¢) and (3) of paragraph 14 (9) of the Resolution which are reproduced in
paragraph 48 (i) above. As regards the former we have considered carefully
the suggestion that local non-pensionable services should be formed in the
Presidency and other large towns. Except in the case of female signallers,
who will be referred to in the next paragraph, we are unable to recommend
the employment of signallers not liable to transfer. To non-pensionable service
there are strong objections, In the first place if the service were non-pension.
able it is certain that the class of candidate coming forward would deteriorate.
Secondly, the observance of secrecy regarding the contents of messages ie a
‘fnost important consideration, and in order to secure this a trustworthy staff
Is essential. It cannot be doubted that Government has less control over®s

(1) Candidates must be between 18 and 80 years of age; they must-
be unmarried or widows, and they must be of good health and

charaoter, '
(2) Candidates mmust file a declaration and & guaraniee sigmed by
their parents or guardians or some responsible authority that
they will live with their parents or guardians or with some-
approved relation or friend, or in some recognised institution
(¢.9., The Young Women's Christian Association), It follows-
~ from this that women would not be liable to transfer,
(3) The same educational qualifications should be required as from:

men.
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(4) Beparate training schools should be established for women; but
the system of training, and the standard of signalling, should
bethe same as for men. The training should be gratuitous,
but no pay or allowance should be given during the perind of
training. The candidates would already be supported by their
parents or guardians and no necessity exists for granting any
allowances until they begin to work as signallers. Moreover,
there is some probability that they will not stay longin the
Department so that it might often happen that there would be
no adequate return for the money spent on their training.

(5) All appointments should be on probation for the first yéar.

(6) The hours of work should be eight a day between 8 A.M. and 6 p.a..
Women should not be required to work after 6 p.M. or before
8 A.M. ’

(7) Bervice should be pensionable, It is probable that pensions will
seldom be earned, but if the qualifying service is sufficient the
Same reasons for granting pensions apply as in the case of men.
On marriage resignation should be compulsory.

{8) The scale of pay should be Rs. 50 rising by annual incrementg
of Rs. 5 to Rs. 100. This scale has been framed after inquiries
in several localities and careful consideration of the replies
received from Local Governments. The question of the promo-
tion of women to such posts as Telegraph Mistress will not arige
for many years and need not he discussed.

(9) Women might also be employed on other than signalling duties
in places such as certain hill stations, where their employment
would be economical or an administrative convenience,

Trafic Expert
and Inspeot-
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CHAPTER IV.

OTHER MATTERS REFERRED TO THE COMMITTEE BY THE GGVERN-
| , MENT OF INDIA.

95. (i) In the two preceding Chapters we have submitted our recom-
mendations regarding the principal establishments in the Iundian Telegraph
Departmenf‘.. In this Chapter we shall deal with the remaining subjects which
have been referred,for our consideration by the Government of India both in the

" Resolution of September last and subsequently. The first of these points has

been stated as foilgws :— >

“ Whether an expert traffic officer should be brought out from England to
examine the traffic working of the Department and make suggestions for its
improvement.” - ‘

(i) ®ince this question was referred to us it has been arranged that an
officer of the Post Office of the United Kingdom shall be deputed to India for
this purpose with effect from next autumn and fora period not exceeding
one year, We anticipate that much benefit will result from this deputation. -

(iii) In the Resolution constituting the Committee the Government of
India bave stated that they are prepared to consider favourably the employment
directly under the head-quarters office of special officers to make detailed
examinations of traffic working and to devise methods by which it may be
improved. 1t is explained that experience in other countries has shown that,
when the increase of messages reaches a certain stage, the employment of
such special officers becomes, in the interests of economy, absolutely necesssary,
‘We do not think that the development of traffic in this country has yet reached
"a stage at which this necessity has arisen, The a.ppointment.s would form an
expensive addition to the existing scale, because it would obviously be neces-
sary to employ men of somewhat high official rank and possessed, by long
experience, of an intimate knowledge of traffic working, while the who]g
available Saperior Staff will be fully gmployed under our seheme of rgorgani-
gation. That scheme inoludes a Director of Traffic, who should by no means
be. limited to desk-work at head-quarters, but should make frequeut tours,
‘thus in part fulfilling the duties which the suggested special officers would
have to perform. The Circle Officers will also be chief inspectors of traffie
within their Circles and constantly on the move during the cold weatber. We
have elsewhere laid stress upon the great—probably the predominating —import.
é.nce of this portion of their duties. Thus, while we are fully ornvine»d tha
the close, canstant and personal supervision of traffic working by competent
officers on tour will conduce to economy, we consider that, at any rate for a long
time to come, ample provision for this purpose will have been made by the
appointment of the eight Circle Officers and the Director of Traffic. We may
add that if officers, other than the Director of Traffic, were charged‘ with ‘jhf?
special duty of examining traffic, there would be some dnﬂi(?ul!:y ln.d.eﬁnmg
their relations with Circle Officers in such a way as to avoid impairing the
iuthority of the latter. , ‘ | ]

° 96. (i) Second in the list of subjects not glreagly disoussed is the very
iuiportaht question regarding the relations of the Post Office and the Tglegragh
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Department in connection with the combined office system. The reference in
the Resolution is expressed in the following terms :—

¢ What measures should be taken to promote closer and more intimate

relations between the Post Office and the Telegraph Department in the matter
of combined offices, and whnt principles should govern (a) the opening of new
departmental offices, and (b) the combining of offices already separate.

(ii) A remarkable feature in the history of the Indian Telegraph Depart-
ment has been the great success of the combined office system, introduced in
1883, under which a large number of post offices perform telegraph work in
addition to postal duties, and the Telegraph Department defrays the expendi-
ture and receives the revenue, This scheme has been the means of extending

telegraph facilities in the more important towns and to outbying parts of this .

country ; and though by the end of 1905-06 the number of_ these offices’had
reached a total of 2,029 with an annual income of 29 lakhs of rupees, the
increase would have been still greater but for the rigid conditions under which
guarantees have till lately been required.

97. (i) The changes made in these conditions in 1904,* together with the
rapid expansion of commerce and the general spread of education in India, will,
we believe, have a marked effect in stimulating the demand for combined offices ;
but it will nevertheless be advisable for some years to come to follow a more
liberal policy regarding the opening of these offices, even if a proportion of
them should prove unremunerative fora year or two. We have received
evidence to the effect that even the revised rules are not sufficiently liberal,
They require that the whole loss on the working of an office should be made
good by the guarantors for five years, and this condition tends to restriof
the extension of the telegraph system in various tracts of the country,
We are therefore of opinion that a modification of the rules is desirable.
In the United Kingdom, where Stite encouragement to the development
of this service is less needed than in India, the guarantor is required to under-

take for seven years liability for one-third of the deficit due to the openi ng g

of an office ; and we consider that the circumstances of this country justify
the adoption of a policy on similar lines. We recommend therefore that
guarantees should be fixed at half instead of the whole of the estimated loss,
the period of five years remaining unchanged. Had this arrangement for
calculating guarantees been in force in 1903-06, Government woald have
ingurred an extra expenditure of Rs. 10,460, of which only one-sixth would
have been on acconnt of offices guaranteed by private persons, ‘Lhe figures
upon which this erlculation is based have been supplied by the Examiner of
Telegraph Accounts, and will be found in Appendix M.

(ii) Inanother respect also a change might be made which will be advanta-
geous to tracts of country like the Duars and Assam. It was urged before the
Committee that, when the question of the guarantee for an office on a new line
is under consideration, the circumstances of the other offices on the same line
should be taken into account, and no guarantee should be required if the group
of offices taken together are remunerative, We are of opinion that this
principle should be adopted in order to promote the extemsion of telegraph
facilities in backward parts of the country.

. [
98. Speaking generally, thereis a considerable field for expanding the com-
bined office system, especially in the larzer towns, Systematic inquiries

]

* Vide correspondence suding with G ¢ of i ‘
No (B8 T, Dol 0o My 90: overnment of India, Commerce and Iuaustry Department,
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should be made from time to time to ascertain what important post offices in
the different parts of the country should be constituted felegraph offices, and
que of the chief duties of the Telegraph Circle Officer will be to prepare before
the end of each year a programme of combined offices proposed to be openedl
during the next financial year. This programme should be drawn up on the
adwice of the Divisional Superintendents of Telegraphs, and in consultation with
the Postmaster General, who should be informed as early as possible of the
decision arrived at regarding each proposal, so that he may be in a position to
have trained signallers ready to take charge of the new offices.

99. (i), As four-fifths of the total increase in receipts from messages which
took place during the four years ending 1905-06 was derived from combined

offices, which now have a gross revenue of 30 lakhs of rupees, it is apparent

that"the-future development of the Telegraph Department depends largely on
the success of this scheme ; and during our tours we made a point of visiting
a considerable number of combined offices in order to ascertsin what improve-
ments and modifications are desirable in the organisation and administration
of the system. We found that the work in most of the offices is as
good as could be expected taking into oconsideration the standard to which
postal signallers are trained ; but we are satisfied that this standard is not
sufficiently high and should be raised as proposed by both the Director-
General of Telegraphs and the Director-General of the Post Office. The
improvement in the signalling capacity of postal signallers will not on_ly
ensure the greater efficiency that is required in combined offices, but will
inorease the average outturn of the departmental signallers, singe the .rate at
whicl a signaller can dispose of traffic is limited by the speed of~.the signaller
at the other end of the wire; and many of the departmental signallers, who
now work on combined office cirouits, are unab_le to show a good outturn on
account of the slower working of the postal signallers, We 'therei"ore recom-
mend, oa grounds both of efficiency and economy, that the standard by which

 postal signallers should qualify before employment on telegraph duties be

i ¢ in Burma and Assam,* from 16 to 20 words a minute in plain
;::;i;;: fetr;lat they should pass a Code sfnd Figure test of 16 wm:ds exc?pt
in these places; that the course of insfruction be ext:ended from six to mx.le
months ; and that after leaving the training olass the signallers be employed in
a Government Telegraph Office from one to three months, so as to fit them
thoroughly for the practical work of a signal office. .

' (i) It will be impossible in most parts of the country to secure suitable

" candidates prepared tQ undergo training for nine months at their own expense,
and we recommend that a monthly allowance, ranging from Rs. 7-8 to Rs. 20

s month, according to the circumstances and requireme.nts of tl‘le di.ﬁ(?rent
Oircles, be granted to postal probationers during the permfi of their training ;
and that while they are employed in the departmental offices they should be
granted the pay of reserve signallers, which is usually Rs. 20 prT mensem. A
similar allowanoe is already given-to all departmenta.l probationers a8 well
as to the postal probationers in Burma, and we are in .a,g}'eement with the
view of the Director-General of the Post Office that it is now necessary to
extend the grant of the allowance to all p-stal probationers, 'l‘h.e expendltu?e
inwolved in granting this allowance will be covered by the saving thz?t will
accrue to the Te.egraph Department if the proposalt to nse postage msfgzid

# Boe paragraph 89 (jii» alove,
4 Vide paragraph 141 (8) below.
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of telegraph stamps and to abolish commission on postage stamps is carried
out. '
100. In connection with the work of postal signallers it is butfairto mep-
4ion that much of the delay to the telesraph traffic of combined offices has been
due to the excessive number of offices on one circuit; and though there has
recently been an improvement in this respect, we consider that further
measures ip this direction are necessary, and that ordinarily the number of
offices on one oircuit should not exceed five. Delays on these lines are not as

a rule caused by the rush of traflic, but by the offices having to use one wire -

in turn, and the inconvenience is aggravated by the existence of three olasses
of telegrams. Instances also came to our notice of delays to traific due to the
insufficient e-t1blishment of combined offices. ‘

101. It has been urged on all sides that the scale of pay of postal sigmallers
throughout India is inadequate with reference to the nature of the work required
of them, and that, owing to the paucity of appointments on pay exceeding
Rs. 40, postal signallers, when they have attained their greatest efficiency in
telegraphy, have to be promoted in the ordinary course to postal appointments
on higher pay and in this way are entirely lost for telegraph work. In the
United Provinces, for example, the grading is as follows :—

‘Whole-time
sigoallers. Pay.
- Rs,
2on . . . . . . . . 60

10on . . . . 40

3% on . . . . . 30
1 on . . . a . ’ 25

fTon . ' . . 20

128

Telegraph allowances
glvenito postmasters Amount,
- orcleris.

: Rs,
lon . . . . , . . R . 40
lon . -, . . . , . . . 30
lon . . . . , } . . . 25
3 on . . N . f . . . . 20
8on . . . . . . . . . 16
1on . . . . . . . . 12

'66 on . . . . . . . . 10

43on . ‘ . . . ) . . . b
1 on . . . . . . . . . 2

—

125

—

We are fully satisfied of the necessity that exists for improving the rates

of pay generally, and as these must necessarily vary from province to province

| the Director-General of the Pust O Tice is in the best position to decide with

reference to local circumstances what emoluments should be attached to each
signalling appointment,.

102. When reviewing our financial proposals we mentioned in paragraph

17 above that we intended to recommend an annual grant to the Director-

for the woking General of the Post Office for the working obarges of combined offices. “We

charges of

gombined offlce

s. Will here procced to state this recommendation in detail. Recently 8n
arrangement was made between the Post Office and the Telegraph Department,
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in accordance with which 3rd class offices are worked by the Post Office on
a contract system based on a fixed charge for each office; and the Director-
aneral of the Post Office arranges for the whole establishment of suck
officey and fixes the pay without reference to the Telegraph authorities’
This simple procedure has saved a vast amount of correspondence between the
two Departments regarding petty details besides reducing account work
greatly ; and we consider that the principle thus adopted of authorising the
Director-General of the Post Office to settle the staff and pay for 3rd class
combined offices should be extended to 1st and “nd class offices also, as well as
to all items of recurring and contingent expenditure, subject to the condition
that the entire charges incurred do not exceed the total of an annual
grant placed at the disposal of the Director-General of the Post Office
'for the working of all the combined offices under his control. At present, if
an extra messenget or signalleror an* increase in rent is needed fora 2nd
class combined office, the Superintendent of Post Offices has to obtain the
assent of the Telegraph Sub-Divisional Officer to the proposed revision ; then he
addresses the Postmaster-General, who, after obtaining the concurrence of
the Superintendent of Telegraphs, applies to the Director-General of the
Post Office for formal sanction. 'The latter forwards the proposal to the
Director-General of Telegraphs, who has in the meantime been addressed by
the Divisional Superintendent of Telegraphs on the subject. The Director-
General of Telegraphs then communicates his formal sanction to the Director-
General of the Post Office, who intimates the fact to the Postmaster-
General and to the Accounts Office, and the Superintendent of Post Offices is
then informed of the revision. Thus a vast number of references has to be
dealt with in connection with each case, and much delay may arise in obtaining
sanotion to a petty revision even in an urgent case. ‘The Director-General of
Telegraphs almost invariably sanctions the proposals for revision which are
made to him by the Director-General of the Post Offive; and as the latter is
- responsible for the proper Working of the offices and for providing the staff, it
is right that he should be authorised to sanction the establishment required for
all classes of offices, subject to the limitations that he mway not create any
appointment over Rs. 100 per mensem, and that the total grant placed at his
disposal is not exceeded. It may be mentioned that these are the conditions
under which the Director-General of the Post Office is empowered to sanction
postul establishment proper.
Method of fixing  '103. Though the figures noted below* show that during the past ten years

thegrant. _ 1}o total expenditure incurred on account of fixed establishment, rent and
]

RECEIPTS. } EXPENDITURR.*
Revenue realised: Pareentage of
- . m .
Ymsx. Numbor of som- | duriog the geer | Amomnt experditure on
R sages. | R revenue.
; " Rs. Ks. I
1896-97 . . . . 1,314 18,564,070 5,48,709 29-594,
1897-98 . . . . 1,371 20,883,999 5,84,202 28087
1898-99 . . . 1,472 18,72,656 6,12,143 32:69
1899-1900 . . . . 1,612 24,01,372 6,86,762- | 27765
1900-01 . . . 1,691 25,80,162 . 7,23,286 28-032
1901-02 . . . . 1,765 24,566,979 ' 7,7%,176 31-427
1902-03 . . . . 1,806 24,26,330 7,971,117 32879
1903-04 . .« .| 1869 9512,984 |  8,20,982 | 82:670
1904-06 . - . . . 1,917 26,70,101 . 8,568,471 32:151
1905-06 . v . . 2,029 . 29,20,347 9,11,291 31-205 .
1806-07 80,20,000 : 9,42,000 31°19 Estimate.
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contingencies in working combined offices has varied almost uniformly with the
amount of the revenue, we are of opinion that it is not advisable at present to
éx the grant to be placed at the disposal of the Director-General of the Posw
Office of India at a percentage of the gross earnings of all the combined offices
for the year owing to the effect on receipts or expenditure which might be
caused by special circumstances, such as the grant to the public of a concession
in rates or the occurrence of a war or famine. It seems, however, practicable to
prescribe that in ordinary conditions the grant should be subject to the limita-
tion that it shall not exceed a percentage of the gross revenue, and we suggest
the adoption of this course. The expericnce of a few years will show what

percentage can fairly be fixed as the maximum limit for the grant, but we .

think that asa beginning 35 per cent. of the gross earnings may be taken as

. » . . . -
a fair basis for the arrangement. Our reason for suggesting this figure, which

exceeds the actuals of the past four years'by about 3 per cent., is that additional
expenditure will be required in order to raise the pay of postal signallers
generally, to create well-paid appointments of head signaller for the more
important combined offices and to increase the reserve of signallers. In addition
to the advantages already explained, an arrangement on these lines will save
a large amount of account work in both the departments and will give the Post
Officea more direct interest in the successful working of combined offices.

104. (7} We consider that the experiment should be made of recruiting the
Local Scale of departmental signallers from tho ranks of the postal signallers
who have qualified by the standard of 20 wordsin plain language and 16 words
i'l‘] the Code and Figure testand have been fouad to be efficient operators. The
stgnallers vecruited would also have to pass any higher departmental test that
mightbe preseribed. In making this recommendation we have kept in view the
effect which this measure, if permanently adopted, will have in stimulating the
postal signallers while in the Post Oifice to perform their duties to the satisfac-
tion of the Telegraph authorities, in improving their prospects as signallers and
alscz in saving Government the heavy expenditure that would otherwise have to
be incurred in training departmental candidates, while there is a large supply of
postal signallers who in the ordinary codrse would cease to be employed in
the telegraph branch of the Post Office after a few vears.

(é6) The Director-General of Telegraphs is in favour of this proposal, but the
Director-General of the Post Office of Iodia has not supported it on the grounds
that it would deprive the Post Office of about 40 of its best signallers annually
and that postal signallers should have their prospects of advancement in the
Post Office so improved as to render it unnecessary to promote them into the
Local Scale of the Telegraph Department. While agreeing with him that a
general improvement in their pay in the Post Office is required and should hé

fnade gradually, we consider that this system of recruitment for the Local Scale
is well worthy of a trial.

105. It was frequently brought to our notice that Postal Superintendents
are at a great disadvantage in controlling their signalling staff owing to their
ignorance of the technical details of telegraph work, and that for this reason
complaints made by Telegraph Officers regarding the working of combined
offices could not be disposed of with reasonable promptitude, We consider
that this state of affairs should be remedied by requiring the younger Patal
Superintendents now in the service, and all those appointed in futm:e, to undergc
& course of training in telegraphy sufficient to enable them to understand tge
ordinary irregularities which come before them in their daily work. The

(o)
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extent and nature of the training should be settled between the Directors-
General of the two Departments. . ]

« 106. It has also come to notice that frequent inspections of unimportang
combined offices impose a serious burden on Telegraph officers, who could b3
more usefully employed on other duties ; and we are of opinion tha}t such offices
cotild be properly looked after by a cheaper agency, and that the tlme.ha,s come
when regular inspections of 3rd class combined offices sh.ould: be entirely per-
formed by officials of the Post Office. For this purpose it will t.)e necessary to
train Postal Tuspectors in telegraphy or to appoint postal inspecting sxgna]lers as
may be found suitable to the different parts of India, and it will be an important
duty of these officials to conduct a yearly examination of postal signallers to

ensure that they ave not falling off in efficiency. As the Postal Department has

not it present Inspectors trained in telegraphy, we suggest that in the beginnin'g
competent inspecting signallers be lent'from the Telegra,ph. Departm.ex.lt for .thls
duty. Officers of the Telegraph Department will, as hitherto, visit ?omblnefi
offices of all classes when they wish, and make suggestions for improving their
working. -

107. The effect of these proposals will be that the Post Office wi.ll have in
its employment a large reserve of signallers of such a degree of efficiency that
their services could, in case of great emergency, such as the occurrence .of
war, be placed at the disposal of the Telegraph De.partment.. temporaml.y
to replace Military Telegraphists who might have to be withdrawn in very consi-
derable numbers for duty at the front. We recognise that the number of spare
signallers and clerks employed by the Post Office will have to be la.r.ge,.so that
this liability may be met without inconvenience to posta.ll w?r!s. In this way the
Telegraph Department will avoid the necessity of maintaining per.nfmnently a
large and costly reserve of civil signallers to take the place 'of Military Tele-
graphists whose services might have to be spared at short notice.

108. We have here to report on the points referred to us in t,he.e.cond part
‘of paragraph 14 (6) of the Resolution of Septembe.r }ast. Our ?plmon on the
principles which should govern the op?ning and combining of certain offices is as
follows. We consider that no signal office should be departmental except f.or
traffic, technical, military, strategioal or political reagons. Th.e telegraph service
should meet the commeroial and publjc interests and W.e consider that a depart-
mental office is justified on the grounds of traffic, when it has been found th.at an
officient service cannot be rendered by the postal staff. The efficiency

i ited, the training
ice depends on the class of postal candidates recruited,
o they  and pervision which is exercised over them

. ergo and the su
;V;,;Z}; :1;:;; tsu;dthge country, e.g., Peshawar, Delhi and Poona, com.bined.
offices dispose of traffic considerably exceeding 100 messages a day without
difficulty, but there are other tracts, like Assam am'i Burma, where competent
postal signallers are not easy to obtain, and where in consequence the neoes-
sity may arise to have a departmental office for a tra.t?ic of .less than 1.00
messages & day. 'The proposals which vive have ma(?.e fo.r 113(1}gr0v1ng the train-
ing, pay &nd supervision of postal signallers will, it is expec-ted, greatly
increase the efficiency of combined ;)ﬂices and render the conversion of such
; ,artmental a matter of rare ocourrence.
,ojﬁ ce;(;;ljﬁ ?1‘(111:[;: are many departmental offices with light .t.raﬁic at diffelzent
military st:;,tions, which are manned entirely or largely by Mlht? ry Telegraphists
Q‘The object of maintaining theso offices 88 departmental is to enable the
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Telegraph Department conveniently to keep a large number of Military Tele-
graphists in training for service when required ; and as the Military authorities
Jo not propose that any change should be made in the manner of training
Military Telegraphists, we recommend no change in the status of these offices,
which are not unduly expensive. There are also some small departmental
offices of observation in different parts of India which should not be placed
in charge of postal signallers, until the improvements in their training and work,
which have been indicated, are made. Insome tracts like Kashmir and Burma
the signallers in charge of these offices are required to proceed personally on the
line in cases of interruptions, and it is a question to be decided purely by
experience whether postal signallers under the control of the’ Post Office

should be entrusted with the charge of offices where line work is included .

among the ordinary duties of the signallers.

110. (i) Each proposal for the conversion of an office to departmental or
combined should be considered on its merits by the Postal and Telegraph Heads
of the Circle in personal consultation, and there should be no practical difficulty
experienced by them in settling each case with reference to the work done by
the office and the nature of any complaints made against it. ‘I'he point for
consideration in such cases is whether a reasonably efficient and reliable service
can be afforded to the public by a combined office, and, where this condition
is satisfied, there is no reason for having the office departmental. 1t is
waste of force and money to keep a small office in charge of a wellspaid
departmental signaller, if the work can be done efficiently by a cheaper

- postal signaller, and the question of converting such offices should be period-

aneorganisation
of the Check
Office and
amsalgamation
of he P stal
and Telegraph
Accounts.

ically examined as the work of the postal signallers improves in consequence
of the higher standard to be introduced.

(i) We considered whether we should prepare an exhaustive list of the
departmental offices which might be converted into combined, and we found
that it would be necessary to visit each office in question and discuss each case
with the Telegraph and Postal authorities before arriving at a final decision.
This could not be undertaken by the Committee, but with the facts that are
before us we think the following offices might be converted :—

Byculla, Ahmedabad Camp,* Chilas, Drosh, Chitral, Mustaj, Taru.

Gupis, Kamptee, Thayetmyo, Ranguon Secretariat.t

Loi Mwe, Barhi, { Vengurla, Mysore City, Calcutta Park Street.

A few others which we proposed to include in the list have been made
vombined since the Committes assembled. In the case of all these offices the
question of the accommodation and the posting of efficient postal signallers

will have to be gone into by the local officers, and we expect that these con- -

versions will result in a large saving of expenditure.

111. (¢) We think it will be convenient if we discuss together items (7) and

(8) of paragraph 14 of the Resolution of September. These items are ag
follows :—

(7) Whether the accounts and audit system of the Telegraph Department
should be amalgamated with that of the Post Office.

(&) Whether any, and if so what, changes are required in the existing

* As s00n a8 the troops are removed.
t Subject to the approval of the local Government,
1 Whan the wires are transferred to the posts along the railway line,
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organisation of the Check Office in view of the expansion of message traffic,
e w(j:;‘)wzile:;r;;y part of the work can be transferred to any Accozmts\?
t, and

‘ %) whetD}fez:-“:fZ jonm"t of the work can be decentralised and transferred
to the Circle Officers whom it is proposed to create. - :

The two questions are intimately conne.cted because the amalgamation o
the accounts depends upon the decentralisation of the Check If)ﬂicgﬂice -
(44) We are of opinion that the general charge of the C (;,c > e

be vested in the Examiner of 'l‘elegraph Accounts. ‘When t ]l{ls ((; &a{nge fakes
- place the al;pointment of the Supermtex-\dent of th.e Chec X cefvsv e
bolished and a corresponding reduction will be made in the number o upth ,

. textlents’ charges tenable by officers of the Telegraph Department.. .But as h.e
;;lxaminer could not without assistance tndertake .such a large 'afidltlloz to n;:

ordinary duties, it will be necessary to attach to his staff an additiona ccou

o p bably of the rank of an Examiner, Class IV, or a Deputy Examiner,
Oﬂicel,IPrOIf tl};e average salary of such an officer be taken at Rs. 700 per
- m and that of the Superintendent under the present system at Rs. 850,
'I]l;en:e will be a small saving of Rs. 1560 a month or Rs. 1,800 per ann.um.
‘tWe: further think that, as an exception to the gene?al char'ge of thedlf)xar;nz:;
d as a temporary measure, the Fault and Complaint Sfactxon shox.ﬂ L be pla ('
o he Director of Traffic, with a Sub-Assistant Superintendent in 1mmed}ate ,
under e til the Examiner can take it over also; and when the Examiner
el unthis gection, which we believe he will be in a position to do as soon
e zverreor anised the Check Office, the Sub-Assistant Superintendent can
:Z lll':ta:ed tg assist the Examiner temporarily, or permanently as may be

necessary. ) : : -
foun(z.m) We cgnsider that unless a great improvement were made in the-work

immediate decentralisation would be necessary. We

- ing. of the Cl;:zl: (t)liﬁ;: isl?;l?resﬁlt of placing the office under the T.Examilfer

petene hOdW £ v:'ork will be greatly simplified, and the necessity for increasing

o ;:dation of the office in *proportion to the increase of traffic will

e ressing. We are of opinion that the Check Office must. be reor-

bec?me lesilf Exa;iner, and that the reorganisation of the office by him z.znd.the

| g’amslei(fli;)'rcione contemplated must pretede any measure of decentralisation.
-simp

jon will, it is expected, occupy the Examiner

Mhis e te reorganisat: \ A ] .
;1‘1115.: ::;I;Leyears, aid on its completion there will be no difficulty in deoiding,
-two 0

. he size of the office establishment and

owith referencg:t:o?:;;l:;::f ;i::ljﬁcé:centralisation must then be effected at
,.?he accommo oon after this reorganisation the decentralisation of the Qheck
once. H'ﬁV; Sve to be carried out, we are unable to state definitely, but we
otzﬁce v{;l i: every indication that it must be effected within a period of five
e the present time. As soon as this measure is decided upon, the:
‘years .f?Of’“ Office, including the Check Office, should be amalgamated with
Exammel‘: Cent r’a 1 Audit Office and decentralised to the same extent as the
the Posta ants. The Fault and Complaint Section in the Examiner’s Office
Postal %zcsoimuli:aneoudy be decentralised to the like extent. There are at
B el threo Postal Audit Offioes, and though it msy not at first be
prasent 021 Yha.ve one joint audit office in each Circle when the amalgamation
n;(:;s:’;lzo chounts Departments occurs, this step will, we believe, be found
0

ears.
necessary before many y

e,

the met
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(iv) The chief reasons for amalgamating the accounts offices of the two
Departments are—

- (@) Decentralisation of the two Audit Departments and the Check
Office to the extent that is desirable can be carried out with
much greater economy, and therefore in all probability much
earlier than if amalgamation did not take place. ‘

(b) The combination of the Audit Branches of the two Departments
will enable Government to replace the Comptroller of the Post
Office and the Examiner of Telegraph Accounts by an officer
of the high position and authority of an Accountant-General.

(¢) Accounting between the two Departments will cease and duplica-
tion of work will be avoided.

(d) The difficult question of accommodating the Examiner’s Office and

the Check Office in Calcutta will constantly recur so long as they
remain centralised.

This question is a very pressing one at present, and any arrangements
now made will have to be reconsidered from time to time as
traffic increases.

(¢) The work of Circle Officers of both Departments would be greatly
facilitated if they were in close touch with Accounts officers at
their head-quarters,

(v) One reason, which weighs strongly with us in recommending the amal-
gamation of the two Accounts Departments and the decentralisation of the whole
including the Check Office to the extent ultimately of having one Audit and
Check Office in each Cirole, is that this arrangement when carried into effect
will enable the Circle and Divisional Officers of the Department to investigate
and finally dispose of all public complaints relating to Inland telegrams,
Under the present system the Check Office at Calcutta deals with complaints
regarding traffic, often without having to refer to the local officers, and
we consider that this system is detrimental to the authority and weakens the
responsibility of the latter, and prevents them from being in as close touch with
the public as is desirable.

(vi) It has been urged that the Check Office work must all be done 4t one

central place for the whole of India because of the difficully that would arise

in getting together the drafts at local centres. We agree that Foreign telegrams
can best be dealt with at one centre, but as regards Inland telegrams there will
be no practical difficulty in decentralising. Each Audit Office will receive all
the drafts in connection with the messages originating in its Circle. '

112. (i) In connection with the present matter we have examined the subjeot
of the accommodation and arrangement of offices in the Central Telegraph Buil-
ding at Calcutta with special reference to the question of providing a new Signal
Office. The booking hall is inadequate for the needs of the publio and of the
Department ; the space allotted to the delivery branch is totally insufficient ;
the signal room is too small and the instruments are in consequence arranged
too closely together, while the space available for the automatic instruments
is already over-crowded. The room allotted to clerks is not sufficient ; there is
no adequate sleeping accommodation for the forty men on the night watoh who
get a few hours’ sleep when not required for duty, and the passages have to %be
utilised for this purpose; there is the greatest difficulty in obtaining roomy
for the officers to work in and we found an instance of four officers being
required to sit in one room.

8implificatien
of work in
the Check
Office.

Audit of
Revenue,
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(i) We consider that the need for additional accommodation is most press-
ing, and as no re-arrangement or structural alterations will render the Signal
Office suitable for the requirements of the Department for any considerables
time o come, we are strongly of the opinion that a new Signal Office should’
be built on the site of the Medical Stores adjoining the existing office.

* (¢dd) It will probably be three years from now before the new Signal Office
proposed will be ready for occupation, and some arrangements must be made
to meet the immediate demands, and those that will arise during the next three
years for extra accommodation for both the Signal Office and the Check Office
and to provide room for the Statistical seotion of the Check Office which we are
about to recommend.* As the only office that can be moved easily is that of the

Director-General of Telegraphs, we consider that this office should be located
elsewhere temporarily until such time as the new Signal Office is built. When
this has been done, and the Exami.ner’s' Office and Check Office are decentra-
lised, the existing and the new building will suffice to provide all the office
accommodation required. :

(iv) 'We bave considered the desirability of locating the Examiner’s Office in
the Central Telegraph Buildings, so that the Examiner might have his own and
the Check Office under him in the sameé building during the important stage of
reorganisation. This is not, however, we think, possible of attainment, even
when the Director-General’s Office vacates, as the rooms which will then - be
available will not be sufficient to accommodate the Examiner’s Office, - The-
building is subdivided into a number of small rooms, is unsuited for a large
office, and does not admit readily of structural alterations to make it suitable.-

113. (s) In order to complete our proposals for the reorganisation of the
Check Office it is necessary that we should discuss not only -the
‘administrative machinery by which the work is to be carried on, but also the -
nature of the work itself and the arrangements which should be made for its
simplification and reform. The procedure in force in the Check Office has been
Jesoribed in great detail in a letter No, 165-G., dated 14th August 1906, to the
Government of India from the Directog-General of Telegrapbs, as also in a report
submitted to Government by the present Accountant-General, Public Works
Department, and it is not necessary for us to describe it afresh, We propose,
therefore, premising that our remarks apply to Inland message traffic only, to
proceed at once to the statement of the system which we think should bé

adopted. S : )
(%) In dealing with the question it is desirable first.to define briefly the
functions of the Check Office proper and then to deal separately with each..
. The functions are briefly, (I) Audit of the Revenue. of the Department, -
(IT) Accounting for and adjustment of the Revenue, (ILI) Oustody -of drafts
and subsequent references to them, and (IV) Preparation of Revenue Statistics:

114. (i) For the audit of the revenue to be complete the points to be looked .
to o : (a) that every motsago and every word signalled is paid for oxoept
those allowed to be sent free, (5) that the correct amounts due are recovered,

- and (c) that the amounts oollected sre paid into the Treasury. The first

requirement is met under the present system by a rough count of the drafts
as received against the total number as shown in the invoice,.and by
pairing 8 ‘gertain. percentage of the received gnd gent drafts; but as t!;e{
‘Pairing does not extend to a comparison of the words in the drafts, it.is
possible that more words than are paid for ‘may be signalled without the

# Vide paragraph 118 below. ) o
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Check Office discovering the fraud, It was to meet this contingency that the
Accountant-General, Public Works Department, suggested that signal offices
rhould prepare statements of the messages received by them and the value of
cach such message. We have given careful consideration to this proposal
and are not in favour of it. ‘The danger of frauds of this kind is very slight
in those offices where the signalling and booking are done by different men,
and is only likely to arise in those offices where the same man is both book-
ing clerk and signaller. Further, we consider that the proposal would throw
much extra work on the larger departmental and combined offices, and that the
expense would prove excessive. It will be enough if the messages despatched
from those offices, where the same officials do hoth booking and signalling,
are compared occasionally with the corresponding received drafts.

(¢#¢) The proper method of meeting the first requirement is, we consider, a
careful check on the serial numbers, whether inserted by machine or by hand.
When the bundles of “sent” messages are received in the Check Office they
should be examined to see that the opening number follows the number on the
message last received and that the numbers on the messages are consecutive and
none missing, In addition a certain number of sent and received drafts should
be paired to see that “sent *’ messages exist corresponding to the received ones.
At present 25 per cent. of the “sent’’ messages are so paired, and we consider
that this percentage on the total is sufficient; but it should be so applied
that more than 25 per cent. of the messages hand.-numbered are paired, the
percentage in the case of those machine-numbered being decreased to adhere
to the 25 per cent. on the total.

The second requirement is that the correct amounts due are recovered,
This safeguard is provided by what is known as * cash checking,” a
check which consists of counting the words in the drafts, calculating the
charge and seeing that the stamps affixed arc of the same aggregate value
as the total charge. Indirectly, the stamps are examined to see that none
have been used before and that they are otherwise correct. This is the most
important revenue check, and at present 873 per cent. of the messages are
subjected to it, though in times of pressure this rule is relaxed with the special
sanction of the Director-General of Telegraphs. It may not be necessary
to apply this check to every message, but we consider that it should be applied
to as large a percentage as practicable ; the actual percentage being fixed by
the Accountant-General, Public Works Department, in consultation with the

Examiner, and no modification being made without the Accountant-General’s
previous sanction.

(iv) The third requirement is that the amounts collected are paid into
Treasury. With the exception of those few cases when stamps are not used
and payment is made directly into Treasury, or where for want of stamps
coml?ined offices remit collections to the Check Office by money order, this
requirement is provided for outside the Check Office by the rule that all
inspecting officers shall count the stamp imprests of offices, and satisfy

themselves that cash or stamps exist to the full value of the imprests. This
seems all that is required, '

115. (4) At present every signal office sends to the Check Office an elaborate
statement, known as the sent register, in which every message is detailed
with its number, date and time, station to, number of words chargeable,
value in the column for its olass and other particulars. The preparation of
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this statement involves a considerable amount of work in signal offices, as
well as delays to messages by the practice that exists in most small.oﬂ‘l.ces
of posting up the register before messages are signalled ; and the examinatiod
of its many details imposes an excessive amount of work on the Check Officé,
In England this register has been abolished and no exact account of t.he revenue
is maintained, an approximate estimate of thereceipts of the year l?emg framed
from the earnings of two weeks selected as most likely to give accurate
results. But in that country the Postal and Telegraph Departments have been
amalgamated, and telegraph revenue and expenditure are but a part of .the
whole; moreover telegraph rates may be said to have a.ttalined ﬁnallty- ;
whereas in India the two departments are distinct and ﬁfxalfty in telegraphic
rates has not been.reached. We consider, therefore, that it is necessary, for
. the present at any rate, to maintain an exact account of the. revenue, though
at the same time it should be seen how the approxima.te estlmates, calcu-lated
on the receipts of two weeks’ traffic only, compare with the actuals with a
view to ascertaining whether an approximation so calculated would not be

sufficiently accurate for all practical purposes.

Simplification 116. (i) Though we think it is necessary to keep an exact account of the

i i t be kept in the same
of the sent total revenue, we consider that this account need no .
a%m%::&it : detail as at present. The existing practice is for the receipts under each of the

following heads to be accounted for exactly :—

i Pross
State Private e
subdivided subdivided subdivided ) New:cfree,
under under under etc.
Urgent. Urgent. Ordinary.
Ordinary. Ordinary. Deferred.
Deferred. Deferred.

:s division is wanted for statistical purposes; but it is mot essential for
El?empi:;oses of arriving at the total revenue of 'the .Depa.rtmel}t; or (;i:;sce:l(;z:;;
ing whether the Department as a whole is paying its wa;l'. (;:n : yto e
the namber of messages of and the receipts f1"om each class. Owing -
minimum charge the average number*of wordg in each olz_iss (?f messafgfs cl?n
not be caleulated from the receipts, though this mforl.cnatlon is esser.xtl'a. w. T:,
dealing with any proposal to modify rates. ‘We consider that the d1v1‘s1:; m.th
State, Private, etc., and Urgent, Ordinary and ])eferrfad can be ascerta:in h:nm :
sufficient accuracy from the messages of two weeks in .the ty:ia;,ic :.ln . fsor ;a,
be prepared along with and at the same time as the other statis

. tion, the compilation of which will be proposed below. ._ .

(¢9) Further, the name of the office to which each message is booked tls e;lsg

‘entered in this register against the message. It has been. cgniz:;n: 1
that this information is essential for Check Office purposes,. as[1 1;1 rmduce
Court and other special cases that office is freque:ntly reqm:'le o 0 If)ﬁ oduce
messages, the only details supplied being the .send.er 8 nanme,taﬁn ) t:t . (;1 toe” °
which the telegram is booked, and that if the'name' of ed .s ! ;o ol
omitted from the sent register much extra. labour W11_1 be ufv.olve f1nth.e huni
of the particular drafts wanted.. Admitting that the abolition o.d 1:]1(:; .
will throw extra work on the Check Office, we neverthele.ss cons ]er hat
will be more than compensated by the saving of work in signal o ces, a;
these offices will then be saved the labour of writing fen \mlllllxonfnmx;;:‘,t 211:h
fhe saving will increase as traffic grows. 'We recommend therefore is

eolumn should be excluded from the sent register.
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(3ii) 1f the modifications we have proposed are accepted the sent register
should then be confined to showing merely the numbers of the messages
and the amounts, all the other details now shown being done away with.
This will bring about a considerable saving of clerical labour in sign?.l
offices, and effect a reduction of work in the Check Office itself, as ther? will
be fewer partioulars to check and fewer columns to add. The examinatl.on of
messages in the Cheek Office will then consist first of the scrutiny of eonsecu-
tive serial numbers; secondly, of the cash check and the simultaseous com-
parison with the entries in the sent register; thirdly, of such pairing and
comparing as may be ordered—practically the present examination, pruned of
all refinements and with a more systematic check of essentials, the underlying
principles being the continuity of the serial numbers and an efficient cash check.

(iv) The proposed modification of the sent register will admit also cf.. Y
simplification of the work now done by the Routine Branch 6n the first receipt
of the bundles of drafts. Sent, received and transit drafts of each office are
now received packed in one bundle with an invoice enclosed. With the
modified form of sent register proposed it will be possible for this form to
serve also as the invoice of the sent drafts. Signal offices should then be
instructed to prepare separate bundles for the sent, received and transit drafts,
treating the sent register as the invoice for the sent drafts, and for the received
and transit preparing small invoices showing merely the number of drafts
enclosed. As signal offices have now to sort the sent, received and transit
drafts separately, and to send them to the Check Office in separate packets
enclosed in the main bundle, no additional work will be thrown on them, but
work will be saved in the Check Office as the bundles without being opened
can be sent direct to the sections that will have to deal with them, instead of
the bundles as now being first opened, the sub-packets counted and sorted out
and the bundles refastened. It will save too the register now waintained by
the registering clerks. Further, if all information as to classes is obtained
from the traffic of two weeks it will not be necessary for signal offices to sort
the drafts into classes and they should be sorted in numerical sequence. It
will be necessary to introduce fresh wrappers for the bundles showing clearly
the nature of the drafts they containsbut this and other details, such as the
best method of picking out those few drafts requiring special treatment, may be
left to the Examiner to elaborate; it i sufficient if the broad lines to be
followed are laid down here. It may be mentioned that a modification in the
direction here advocated has lately been introduced, the bundles of drafts from
departmental offices being now sent unopened to the Message Branch ; and the
change has been found to work well. For want of space this modifieation in
past procedure has not been extended to the drafts from combined offices.

117. Other directions in which simplification of work seem possible are
¢ the following :—

(@) We have recommended elsewhere * the abolition of the commission
now given on the sale of postage stamps. This change will
save wo?k in the Check Office which will he relieved of the
caloulations fequired toarrive at the smount of commission to be
paid by the Department,

(&) If there are no international or legal objections the time during

which inland message drafts are kept should be reduced from
four to three months.

* Vide paragraph 141 (5) below.

a0 separate branc
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{¢) Licensed systems should be allowed to retain the drafts of 'messages
originating and terminating on the same system and to destfoy
them after the specified period, an officer of the system being
responsible for their proper custody and destruction. \ >

(d) If postage labels are to be used in place of telegraph labels,* the
Direotor-General of the Post Office should be asked to agree to all
Pelegraphic Money Orders being stamped by the Post Office before
they are sent to the Telegraph Office for despatch. The Post Office
collects the telegraph charge from the sender aud as there are
fixed charges for these telegrams the Post Office knows what
stamps should be affixed. The proposal, if effected, will save much
work in the Check Office as there will then be no bills against the
Post Office to prepare, and Telegraplic Money Orders need not be
treated separately. .

(e) There i an adjustment with the Post Office of sums collected and
amounts distributed oun account of express charges. It has been
ascertained that the resulting balance at the end of each year is
small, and it is suggested that each Department should retain its
own collections and charge off its disbursements in its own
asccounts. This arrangement will save work in the Check Office.

(f) Elaborate monthly statements showing the number and value of all
telegrams from both departmental and combined offices are now
prepared for submission to the Directm: General of 'l:elegrapbs, a
copy of the statement relating to combined offices being sfant to
the Director-General of the Post Office. These statements impose
much work on the Check Office, and as the Director-General of
Telegraphs can at any time obtain from the Check Office s.uoh
information as he may require about an office, and every combined
office sends to the Post Master General of the Circle on the lst of
each month a statement showing the number of messag.es and
revenue earned during the preceding month, the preparation of
these statements by the Check Office seems unnecessary.

(g) The Accountant-General, Rublie Works Department, recommended
that the punching of the stamps on message .dra,fts should be
discontinued. We received evidence on ﬂ?ls point, and though
it was generally admitted that the punching o'f telegraph labels
was not necessary, yet it was contended that 11;. was necessary
to punch postal labels as these, even when otherwme.defaced, have
a comparatively high market value. The punching of these
stamps necessitates the employment of four men onﬂly and, as. our
proposals to abolish separate telegraph sta.mps' will necesmf,ate
the printing of postage labels of high denominations, We consider
that punching should be continued for the presentr o

118. () We are much impressed by the great. dearth ?f statistioal xnf?gma-
: 'ssed by the Department, the exactness aimed a.,t in the preparation of
Hon DO ot tios that are maintained and the almost entire absence of. c(?llabo?‘a-
tPe fow st lthe Bxawiner’s Office and the Check Office. The'statlstlcs, wxi.;h
tion b‘?tw?en ¢ those showing the division of the traffic into the main
the exoeption © " dically for particular inquiries, there being
olasses, aTe propared only.spasmo o : tic preparation. We feel that
h organised for their systematio preparat . ;
been placed 4t serious disadvantage in

the heads of the Department must have
- e
* Vide pavagraph 141 (5) below.
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their adrinistration by this lack of information, and we strongly urge the
formation in the combined Check Office and Examiner’s Office of a Statistical
Branch which, in a Department like the Telegraph Department, is essential to
pood administration. We recognise that this proposal entails expenditure, but
we consider that the money will be well spent, and that the measure is one
likely to effect economies in other branches of the Department resulting.in
savings exceeding its cost. Too great exactness in the preparation of the
statistics required should not be aimed at, and it will be enough, following what
is done in England and on the railways in this country, if the statistics are
based on the traffic of two weeks, one chosen from each half-year as being
representative of the traffic asa whole. ’
(é%) The statistics which we think should be kept are the following :—

1. The division of the traffic into the main classes, State, Prgvate, Press, News
Free, ete., with the further division of each into Urgent, Ordinary and Deferred.
Under each of these sub-divisions should be shown the number of words in
the preamble, in the address and in the text and the average amount realised
per telegram. The statistics kept up at present show the division into the main
and minor classes with the average amount realised per telegram, but the
average number of words in the preamble, address and in the text is not shown,
and this information is very necessary.

I1. Signal office statistics giving details of the staff employed in each
Departmental signal office, the outturn of the office and the average outturn
per man, These statistios should show :—

(¢) Number of messages divided into—sent, received and transit,

(b) Staff employed in the signal offices showing specially number of
Sub-Assistant Superintendents, Telegraph Masters, Testing
Telegraph Masters, signallers, booking clerks, despatching clerks,
other clerks, delivery peons and office peons.

(¢) Percentage of supervising staff to signallers.

(d) Percentage of supervising staff to clerks.

(¢) Average number of messages disposed of per signaller.

(f) Average number of messages disposed of per booking olerk.

(9) Average number of messages (iisposed of per despatching clerk.

(k) Average number of messages djsposed of per delivery peon,

The offices in the statement should be so grouped one below the other, as to
afford a ready means of comparison between similar offices.

ITL. Statistios showing the trend of traffo ond the main streams it
.follows. .This is necessary for a proper distribution of lines and will provide
1nformat10n showing when circuits are over-burdened, when and where new
wires are wanted and what additional wires will best relieve congestion.
Information on these points will be required by Cirole Officers for the offices in
their Circles as well as by the Director-General for the Department as a whole,
1t should t.herefore be collected by Circles, the figures relating to the larger
streamns being then incorporated into a statement for India gen:rally.

1V. Statistics showing the outturn and cost of traffic disposed of by

each kind of automatic instrument, as compared with hand signalling.

V. Average cost of maintaining a mile of wire in each Division, At
present there are no figures showing this information which would be very usefil
asa check on expenditure and, by comparing the averages of different years, as
a means of ascertaining whether an officer wag working economically. I(: i

8tore Branch.
Description of
the present

Defeots of the
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recognised that- the average costs will vary in the different parts of India,
but it will be useful to bring out the differences and to see whether they are
justified by the varying conditions. -

(iii) These are the principal statistics which we think should be compiled.
Government and the Director-General will probably from time to time order
theaup'k eep of other information, but all should, in the same way, be prepared
on the smallest data likely to give accurate results.

119. (i) The next question referred to us by the Government of India is
that of the reform of the store system. We have been asked (paragraph 14 (11)
of the Resolution)—whether any, and if 80 what, changes are called for in the

’ eéisting stores system of the Telegraph Department.

{ii) The Depar’)cment has a chief store depot at Calcutta, main depdts at
Karachi, Bombay, and Madras, and minor dep6ts known as Store Branch
agencies, at Rangoon and other places in India and Burma. The chief dep6t at
Calcutta is under the Superintendent of Stores.  This officer is not a regularly
trained Store-keeper, and the appointment belongs to the ordinary cadre of
Superintendents, and is held by any officer of that rank whom the Director-
General may select for it. The main depbts are in charge of Sub-Assistant
Superintendents except that at Karachi, where, under an arrangement between
the two Departments, the Superintendent in charge of the stores belonging to
the Tndo-European Telegraph Department is also in charge of those of the
Indian Telegraphs. The Stere Branch agencies are generally in charge of the
Telegraph Masters of the offices where the stores are located ; but at
Rangoon a Telegraph Master is employed entirely on this work. The general
control of the Branch is vested in the Director of Construction ; and that officer,
and not the Superintendent’ of Stores, is required to inspect main depdts and
the Rangoon agency. The inspection of sub-agencies isleft to Divisional
Superintendents.

2 (iii) It is one of the rules of the Department that no stores shall be issued

without the orders of the Superintendent of Stores; all indents, from any
part of India or Burma, have first to be made on him and he then decides from
which dep6t the stores shall be supplied. It will be seen therefore that the

" control is dual, for though the entire responsibility for the issue of stores lies

with the Superintendent, yet the Director of Construection is required to inspect
depdts and to examine into the method of the custody of stores. Further, all
estimates for large works have to go to the Superintendent of Stores, who
.estimates the value of the stores required and calculates freight charges from
depots to the sites of works. This is known as the Store Branch portion of
gstimates, and the Superintendent of Stores is consequently responsible for this
portion of the expenditure. He has a staff of clerks to assist him in this work.

120. We consider the system unsatisfactory. To place a trained Telegraph
Engineer in charge of stores is a waste of his special qualifications; and as
‘he has not been trained in methods of store-keeping, he is not so
well suited to the position as a .person who has had that advantage. The
Superintendent of Stores should be responsible not only fer the proper issue
of stores but for their proper custody in the main and minor depéts ; and he,
andonot the Director of Construction, should be required to 1nspeet them. We
consider also that the present system of Store Branch estimates, with the divided

re@ponsibility for expenditure on works thereby entailed, is very unsatisfactory .
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The functions of the Store Branch should be confined to the receipt, custody,
and issue of stores, and the entire responsibility for sceing that the stores asked
Yor are needed and suitable for the work should rest with the Divisional
Superintendent or Cirele Officer. It should be the duty of Divisional
Superintendents to complete the estimates in respect of the value ot the stores
needed, and the Store Branch should not be required to wateh that indenting
officers do not indent for more than the estimates provide. The indent should
be the Store-keeper’s authority to supply, and the responsibility of seeing that
the indent is in accordance with the estimate should lic with the indenting
officer.

121. (i) We rccommend therefore that the present practice of employing a
Telegraph Engineer as Superintendent of Stores should ‘cease ; and that an
officer trained in store work, as are store-keepers on railways, should be a’ppointed_
Chiet Store-keeper to the Department. This officer shéuld be in general
charge of the whole Store Branch and in immediate charge of the Calcutta
depot. He showld he responsible for the entire receipt, custody, and issue of
stores throughout the Branch, and should be required to make annual inspec-
tions of the main depéts under him, with reference particularly to the ratcs of
local purchase and labour as well as to the gencral arrangement of stores, It
should be his duty, in consultation with the Director of Construetion and Circle
officers, to frame the annual indents on England, and to arrange for the supply
direct to depots of the stores from England required in the Divisions which the
depdts are appointed to serve. Ie should also give forecasts to the workshops
of the stores likely to be required by each depdt, and arrange in accord-

ance with departmental instructions for the local manufsoture and purchase of
stores,

(ii) The main depots at Madras, Bombay, and Karachi and the agency at
Rangoon should he extended in scope and as far as practicable made self-
contained and able to supply all stores usually required. This condition does
not, however, apply to instruments, which should be kopt in the Calcutta Depét
only. The system now in force at XKarachi should be continued ; and the
depdts at Madras, Bombay, and Rangoon should, as is now the case at the first
two places, be in charge of Sub-Assistant Superintendents. We consider this

arrangement preferable to the recruitment of men specially for the Store

Branch, because by réserving these appointments for Sub-Assistant Superin-
tendents the Department will have a considerable number of men of some
service and standing to select from, and there will be no difficulty in removing
a Store-keeper who works unsatisfactorily. A further advantage is that the men
recruited will already be acquainted with the different kinds of telegraph

stores. It is essential, however, that the appointments should not be given to
mwen who are near the end of their service. -

122. To each of the main depots defined areas of country should be allotted
and the depdts should be able to supply practically all the stores required in
the areas which they are appointed to serve. The actual apportionment of the
several charges will depend on the Ciroles and Divisions created, and should be
made by the Director-General after reference to Circle Officers and the Chief
Store-keeper, the principle to be borne in mind, in fixing generally o> in
particular cases the depéts on which Divisional Superintendents sl}ould indent,
being that stores should be supplied from the depdt which involves the leait

Sub-depébts.
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expenditure in freight.  When the new system is. int.roduced Divisional
Superintendents or other officers requiring stores (exc?ludmg 'mstru ments) should
‘e instructed to indent direct on the depbt to which thelr.charge has beer
appartioned ; and it should be the duty of t.he Store-keeper in q]narge of thy
depbt to supply them, referring to the Chief Store-keeper only when lLe has

not the stores in his own depot.

123. We recognise that in addition to these main depots ce.rfain sub-depdts
or store agencies will be required. Some are needed for mlhtary.purposes,
but the majority will provide for stores returned ijom re-cc{nstrucmons, a.nd
their numbet and the localities where they must be s1tuatef1 will vary according
to the amount of re-construction done and the speed‘ at which tl.me second-hand
stoses ape re-issued. These sub-depéts should continue to be in .charge of.the
Telegraph Mastets of the offices where they are lo?atefi, additional clerl’f:a;i
assistance being afforded where the work would otherwise interfere ?nduly wit
the regular duties of the Telegraph Master. They should be subordinate to tl'le
main depdt to which the area is apportioned, fa,nd the Telegra.ph Mastt‘er in
charge should be instructed to report to the main dep(‘)t' all receipts and issues
of stores. It should be the duty of the Store-lfeeper in charge of t}l}xe ma;n
depot to arrange for the issue as quickly as possible of all stores at t else su ;
depbts, and he should incorporate in his books .and returns all particulars o
the stores lying at them, copies of the periodical balance returrfs (;f stotre;_
being, however, sent direct to the Chief Store-keeper,- to enable him to watc
the progress made in re-issuing the second-hand material.

124. (i) In the matter of accounts, we consiqer that the valuec'i aoc.:OEmts of
stores should be kept by the Examiner, the Store Bran.ch ma}ntammg, la:s
now, numerical accounts only. The present system <.)f sending estlma’c(les to the
Store Branch for the insertion of particulars relating to.stores.shou d ﬁeaslczl,
and Divisional Superintendents and other officers framing e;txmgtt:s 5 Ij)_:t‘
be required to fill in these particulars themselwlas from the ‘ : sctezl t:;
caloulating freight charges from the depét on which they zrfa 1:; r ohed to
indent. This change should set free some clerks now ex.nploye. 1;1 ! e‘o ce o
the Superintendent of Stores, and effect a small saving in clerical-charges.

(ii) Further we consider that the Divisional .Super.inter.ldexit Shou(lidb:ile]::
tain a complete record of the expenditll:re‘ z;gax::; ltl(l)s e;lsit;amtz:) Z&;elellte o

i otal outlay on the works entrus .
fl?i:mg:rf)?;etht;: tgxaminz’r should furni§h him with mon{i:.hlyl staifsm?il:
showing the values of the stores supplied jznth fsuch other par lc;tari{ s il
enable the Divisional Superintendent to identify the stores, artx o.d ow i
works to which they are issued. Freight ch'arges, when no lfeu y be
Divisional Superintendent, should be advised either by the Store-keeper or by

the Examiner, as may prove the more convenient.

bly be useful to give Code words to the principal
125 T et VI‘)TI:bljav); ]:eceived evidence on this point, and there were
and we understand also that the Department
ores Code unnecessary, We have
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f}gﬁ:‘&?{};ﬁ%‘l’g 126. As regards establishment, the effect of  this part of our proposal

ggetgglgglggﬁtig is shown in the statement below.* The pay of the Chief Store-keeper will be
stores. %ightly less than the pay of a Telegraph Superintendent, and instead of threg
Sub-Assistant Superintendents, two Telegraph Masters, and one signaller, we
propose four Sub-Assistant Superintendents. The cost of our proposals will be
somewhat below the existing cost, and in addition there will be a saving in
the clerical establishment of the office of the Superintendent of Stores,
estimated at Rs. 500 a month, partly counterbalanced by an additional
expenditure of about Rs. 200 a month in the Examiner’s office to meet the cost
of the extra establishment that will be required to prepare the monthly
statements of stores to be sent to Divisional Superintendents. We estimate

that our proposals on the whole will effect a saving of about Rs. 600 a month.

Decentralisa-i 127. (i) The last point referred to us by the Government of India- in the
:ﬁ‘e;_n large  Resolution of September last is thus stated : — L

(12) Whether it is advisoble to decentralise the work of the Department
to a larger extent in great cities.

(i) We have found it impossible to lay down any broad principles on the
subject of decentralising work in large cities, as the circumstances of each city
and of each office in each city would have to be examined periodically to ascer-
tain to what extent measures in this direction are desirable and can be made
without undue expenditure. The main object to be kept in view is expedition
in the delivery of messages to the public, and this object will not always be
best secured by decentralisation. At an outlying office with light traffic only
one or two delivery peons may be needed for the work to be done; and if a
message comes to such an office when the peons are absent, it may reach the
addressee later than if it had been sent out from the Central Office where
there is a large staff of peons always ready to take out messages. At present
the gencral practice in large towns is to deliver all messages from one Central
Office, bicycles and tramways being used by the messengers to expedite their
work. The Department has recognised the advantages of these quick

methods of locomotion and will no doubt make an extended use of them as
traffic demands. ‘

- (iii) In the very large cities it might be possible to mark out delivery areas
and to select particular outlying offices, to serve them, thus avoiding the
necessity of delivering all messages from the Central Office ; and we think that
Mount Road, Madras, and Malabar Hill, Bombay, are suitable offices for

Present,

Proposed.®
RS' Rs.
Superintendent of Stores. Grade pay 850 or |1 Chief Store-keeper . . . 600—40
1,000 -=800
Presidency house-rent and allow- ’ Presidency house-rent and allow-
ance, ance of a Superintendent of
Telegraphs.
1 Sub-Assistant Superintendent,) 1 Sub-Assistant Superintendent
Calcutta.
1 Telegraph Master, Calcutta 5
1 Signaller, Calcutta . . | graded 3
1 Sub-Assistant Superintendent, $pay. 1 Sub-Assistant Superintendent §=z
Bombay.
1 Sub-Assistant Superintendent, 1 Sub-Assistant Superintendent '?n
Madras. ¥
1 Telegraph Master, Rangoon . J 1 Sub-Assistant Superintendent J
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trying this system. The question of expenditure is an important consifiera-
tion in this connection as extra signallers would be required in such delivery s
offtces and probably it would be found impossible to re'd.uce tl'le number of |
delivéry peons in the Central Office by the number appointed in the bra.n.ch
office. The question is one that must be decided after careful local inquiries
and.experiment, and the local Telegraph officers in the places mentioned might
be instructed to make such inquiries with a view to determining whether
decentralisation to the extent suggested can be justified.

(iv) The local traffic between offices in the same town is as yet ir?signiﬁcant.
in this courtry; but in all large cities there are many outlying oﬁ?ces,
and the best way of dealing with messages booked at these offices is a
matter of much imi)ortance requiring careful examination. The ?resenﬁ rule,.
which al;pears to<be quite suitable, i that where there is a wire between

- the outlying office and the CentraleOffice, Urgent, and in some cases Ordinary,.

messages are signalled to the Central Office where they are dealt with as.
transit messages. All other messages are taken by messengers at fixed times
to the head office. In some of the places visited by the Committee these:
messengérs have bicycles, and we consider that, where there is a fair amount
of traffic, bicyeles should be used freely.

(v) We understand that telephones have been tried for despatching messages
to the head office, but given up as unsatisfactory owing to the number of
errors that occurred. As, however, the use of telephones has become much more
common since the experiment was made, and persons of all classes are now
becoming habituated to their use, we consider that a fresh trial of the tele--
phone system for the despatch of messages to the Central Office should. be
made in & few of the larger towns. Pneumatic tubes are not yet required
in India for purely telegraphic purposes, but where postal traffic is heavy
between. two town offices and the Postal Department is prepared to make:

. use of the tubes and bear a part of the cost, it might be found practicable to-
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128. We have been asked * to consider whether any extension of the
powers delegated to the Director-General under item 8, Appendix 1 of thg‘
Civil Service Regulations with respect to the grant of leave to officers ?f the
Telegraph Department is desirable ; and in what cases the prev'io.us sanction of’
the Government of India to acting promotions in leave vacancies should be
obtained. Our answer to this question is contained in items 18 and 65 of the-

schedulein Appendix E. Weconsider that the Director-General should have full:

power with respect to the grant of leave and the making of acting promotions-
fn the case of all officers of the Department of lower rank than Directors,

129. (i) The Government of India® have inquired whether a scheme can be
devised for the antomatic increase of the accounts establishment in proportion
to the actual increase in traffic. An examination of the figures of establishmpnt
employed in the office  of the Examiner of ‘I‘el_egraph. Accounts shows thai; in
1806 the number of accountants and clerks employed in the office was 114 and
the aggregate of expenditure audited Bs..79,4,5,880. In‘19.06 the ct?rrespondmg-
figures were 141 and Rs. 1,46,92,689, or in other words an increase in establish-

ment of 24 per cent. was sufficient to audit an increase of expenditure of 85 pet

# Memorandum of the Government of India in the Department of Commerce and Industry, No. 8011-88,
ddced 10th October 1908,
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cent. showing that no direct proportion between the two is possible. The Check
Office, which audits the revenue of the Telegraph Department, corresponds
“to the traffic audit offices on railways, and we understand that officets
‘experienced in railway audit work have found that in the case of *their
offices it is not necessary to increase the establishment in proportion to
the amount of the receipts, or practicable to act oun the assumption that
additions to the establishment should be in a direct ratio to the growth of
traffic. TFor these reasons we are of opinion that no scheme ean be framed for
the automatic expansion of audit establishments.

(ii) The accounts offices of the Telegraph Department as forming part of
the Public Works Accounts Branch are under the Accountant-General, Public

Works Department, and under existing orders that officer has to be satigfied -

.of the necessity of any inorease before such is sanctioned. We recommend
the continuance of this procedure which has worked weil in the past and
proved conducive to economy.

:1"’198 8;% 150, (i) Another matter on which Government * have requested our advice
::otiolzlgr*o is whether any change is desirable in the present arrangements under which the
. erl . . . R . .

S baounts sanctioning authority for the grant of leave and acting promotion to superior
Officors

and revgions Accounts Officers is the Public Works Department, while revisions of the office
of the oilioce

establishment establishment of the Examiner of Telegraph Acocounts are referred to the

of thomer  * Department of Commerce and Industry.
fo‘f:;;g?ph (ii) Prior to the formation of the Department of Commerce and Industry,

the Public Works Department was responsible for the administration of the
Telegraph Department, and both the matters mentioned above were referred
to that Department. But when the Department of Commerce and Industry
was formed and the ¢ontrol of Railways and Telegraphs transferred to it, no
division was made of the Accounts Branch of the Public Works Department,
with the result that the officers of this Branch, as Examiners of Railway and
Telegraph Accounts, are under the control of the Department of Commerce and
Industry, and as Examiners of Roads and Buildings and Irrigation Actounts
under the Public Works Department. The Branch, however, remains one under
one head, with its officers liable to transfer from one class of work to the other,
-and so long as this arrangement continues, we consider that all orders affecting
the members of the Branch should issue from one Department of Government
.only, though the other Department should be consulted if it so desires. The
Accountant-General, Public Works Department, as the head of the Branch,
is also Deputy Secretary in that Department; and it is probably more
convenient for the Public Works Department to issue the orders.

(iii) To the revision of the office establishments somewhat different consis
derations apply. It must be remembered that the cost of the Public Works
Audit establishments is charged to the grants to which is debited the expendi-
ture audited by them, In the ease of the Telegraph Department the Director-
General is responsible for the entire expenditure charged against his
grants, and it is only right that he should be consulted before additional
expenditure is incurred. The Director-General merely refers to Government
such cases as may be beyond his powers of sanction, or where the increased
expenditure cannot be met from the grants at his disposal; and as the Depayt-
ment of Commerce and Industry is the controlling Department of Government

* Memorandum of the Government of India in the Department of Commerce and Industry, No, 8011.88;
dated 10th October 1908,
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for all Telegraph expenditure, guch references should be made to that Depart-

ment. For these reasons we consider that no change in the present procedure
. bl
™ necessary.

b
Statistios show- *131. We have been asked to consider wh'et.her the number of words signall?d
:’}Ew‘g%:"i?b“ should ﬁot be recorded in future in the statistical returns of the Department in
Weagages. plh oe of the number of messages as at present: To record the actual numbl(ir
of words signalled in every message WOl.lld 1mp?se a heavy burdfzn on t :
Department, and could not be accomplished Yv1th?ut the entertainment o
additional establishment. But in a matter of this kind e.axact: ﬁgtfres are by no
means necessary ; it will be quite sufficient if an approximation is arr.lved a.,t,
based on the examination of a percentage of.th.e messages. As explgmtfd 1’n
paragraph 118 it *will be the duty of the Statistical Branch of the Examiner’s
Office t0 prepare statistics, based on the traffic of two weeks, one chose.yn fro.m
each half year as being representative of the traffic as a who}e, which will
show the number of words in the preamble, in the add.ref;s z.md in the t(?xt of
each class of telegram. The figures so obta.ined can, if 11.; 135 thought desirable,
be substituted for the number of messages in the statistical ret.urns of the
Department whioch are forwarded to the Secretary of State. ' It -wﬂl, hf)w.ever,
still be necessary for various departniental purposes to maintain statistics of
the number of messages. For this also our proposals in regard to the work of

the Statistical Branch fully provide.

Complaints 182. We have received twelve memoriaJ? or petitions from Signal Ofiice
’2%2%%.1’1’ the clerks, including Booking, Passing, Despatching and Drafts clerk.s, and eight
fm}fen %‘3:?:'. from Divisional or Sub-Divisional clerks. We have dlfly consxdfared these
ment. representations and have made inquiries regarding the clerical establishment of

the Department during the course of our tours. We find that a good deal
of discontent exists amongst the clerks, that no regulaf or general s_ystem
of promotion has been prescribed for them and that, in many ocases, the
pay is insufficient. In former years when work was d.one at less pressure, hea.d.s
" of offices could probably dispense with clerical ?,ssmtance eX.Oept 81.1011 as is
involved in copying, in maintaining simple registers and in dealing .w1th
simple accounts. But with the increase of work. and correspond.ence mte}-
ligent and well-trained clerks have become a necessity. .T‘he esta})llshment is
also affected by the general increase in the cost': of living which has taken
place in this country within recent years. The S:lgnal Office clerk.s hz!.ve no
just cause of complaint in their liability to night work or obhgfztlon to
discharge their duties on holidays, for they have accept.ed thelr. appomtments
knowing well that these conditions of work must be obligatory in the Depart-
ment. At the same time their duties are undoubtedly onerous and they
appear to us to deserve consideration.

Proposed 133. A grievance which certainly ought to be re(.lress?d is the .undue propor-
'&o;;g:l:yﬂ iato tion of temporary hands. Where the bottom of a list is weighted with an excessive
Jpermanent

.sppointments. pumber of temporary appointments the consequence is an inferior standard of

efficiency throughout. Good men will not accept tempora.r? .app(.)intments
when the chances of confirmation seem uncertain or remote ; it is difficult fo

recruit the permanent establishment otherwise than from tlfe te;xq:l:faré men
and thus the whole establishment suffers. In paragraph ]tS(lvf) ;)h Plst glgrt
we have proposed the extension to the Telegraph Departmer.xtto te ;)18 o {:e
o rule that after the expiry of two years temporary ?ppou.n me:ll 8 ;V outh. a
either converted into permanent .appointments or discontinued, [ ‘ink’
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that this rule should be applied in the case of the clerks of the Telegraph
Department with effect from the date of the introduction of the Circle scheme
Or sooner if possible. On application of the rule all temporary clerks, who
have been continuously employed for two years or more and whose services were
still required, would be at once brought on to the permanent establishment
unless, by reason of want of efficiency or any defect in character, they were
undeserving of this promotion.

134. Many of the complaints or representations made by the clerks have
been sufficiently dealt with in various other parts of this Report. Sub-Divisions
will be abolished and their clerical establishments will be absorbed in those
of Divisions and Circles. We have proposed in connection with the Circle
Scheme (paragraph 15) rates of pay and a system of grading and promotionfor
Divisional and Circle clerks. We shall make general recommendations in
Chapter V regarding (1) Security Deposits (paragraph 161), (2) Fines (para-
graph 162) and (3) Sundays and holidays (paragraph 164); and these recom-
mendations extend to clerks. The reasons given in the same Chapter for refrain-
ing from any proposal to institute a Provident Fund (paragraph 166) apply, as
noted in the proper place, to clerks no less than to signallers. Apart from these
particular points the general and important proposal (paragraph 16(v)) that an
annual grant shall be made to the Director-General of Telegraphs for improve-
ments in the fixed establishment will give him the needful funds and authority
to put the establishment of Signal Office clerks on a better footing. Under that
proposal he will have power to revise both the pay and the grading of these
clerks.

135. (i) Amongst the memorials under consideration three have been forwarded
to us by the Government of India in the Department of Commerce and Industry*
with the remark that it is presumed that we shall deal with the subject in our
Report.  Of these memorials one is from the clerks employed in the Bombay
Central Office and the local offices of the Bombay Divisicn ; one is from the-
clerks of the Karachi office; and the third and most important memorial
purports to be submitted by the Signal Office clerks of the Department
gonerally. On this memorial the Director-General of Telegraphs has made n.
report ; and, as he has observed, the Bombay and Karachi memorials do not eall
for separate consideration. The subject, so far as it has not been covered by

up in order the points to which Sir Sydney Hutchinson refers and indicate how

far we agree with him. Sir Sydney Hutohinson’s reportt and the general
memorial are printed as Appendix N,

(iij Prayers Nos. 1, 2, and 4 of the memorial ask that Signal Room clerks
may be given the pay and prospects of Local Scale signallers. We concur with
Sir 8ydney Hutchinson in holding that this request should not be granted.
Signallers have special qualifications and have undergone a special training,
and their pay and promotion should be determined upon principles which do
not apply to clerks. 'We observe that Sir Sydney Hutchinson admits that
“ we shall have to employ men of superior intelligence to those now in the
service and pay them a good deal better, in the booking, despatching and
other branches of our largest offices, if the work is to be done in such a way as
to satisfy the public.” If the proposed grant for fixed establishment is

* No. 1053-136, dated the 80th January 1907, and No. 1524-136, dated the 16th February 1907,

t Letter from the Direotor-General of Telegraphs to the Secretary to the Government of India, Depart-
mont of Commerce and Industry, No, 368-E,T., dated the 15th Decom’ger 1908.

~ the remarks already offered, wiil be most conveniently deali with if we take

‘,“
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sanctioned, the Director-General of Telegraphs will be in a position to act upon
this view. Overtime, which is incidentally referred to, is dealt with in para-
graph 64 of this Report and what is there said applies to Signal Room clerks,
who Bave to work in the same watches with signallers.

(iii) It will not, however, in our opinion, suffice to deal only with the estab-
lishments of the Presidency and other large offices. A graded service, when the
grades are so arranged as to ensure a reasonable flow of promotion, conduces to
efficiency and economy, because an equally good class of men can be obtained
at lower rates of pay when part of the attraction is assured prospects. We
have applied this principle to the case of the clerks of Circles and Divisions;
and we think it should be applied also to the case of Signal Room clerks. In
large offices where the numbers would suffice for the purpose of equable promo.
tion:;such grading as exists should be examined and the scale Tevised to suit
local requirements with due regard to the rates for clerical labour which may be
current in the place. The small Signal Office establishments in Divisions should
be brought on one list for the Circle, as we have proposed in the case of
Divisional and Cirele clerks; and a similar system of grading and promotion
should be adopted. The Circle lists for small Signal Offices should, how-
ever, be kept quite distinct both from the lists of clerksin Divisional and Cirele
offices and from the lists of large offices which would be separate in each case. The
duties of Signal Office clerks and of ordinary office clerks are essentially different.
‘We are not prepared to make more definite proposals, as we have done for
Divisional and Circle offices, partly because rates of pay would vary from
large office to large office and in small Signal Offices With the tract of country,
but mainly because scales for such offices must be framed after considering
the actual wants of each office—a matter involving detailed local inquiry—
and because when the improvements in the booking and delivery of messages
which we have proposed are brought into force, reduction in the number of
Signal Office clerks may prove feasible in many places.* If the views here
indicated are approved, Circle Officers should prepare schemes for giving effect
to them, with which the Director-General of Telegraphs, in administering the
proposed grant for fixed establishment; will have power to deal.

(iv) Prayer No. 3 relates to the abolition of fines. We have already refer-
red to our opinion on this point. The petition of the clerks, however, does not
properly distinguish between Check Office fines and the recovery of uncollected
charges. Such recovery should certainly be insisted upon and our recom-
mendations regarding fines do not extend to the wholly distinct matter of

undercharges. i
(v) Prayer No. 5.—We are unable to recommend the reduction of the

Apel‘iOd of service qualifying for full pension from 80 to 26 years.t
(vi) Prayers Nos. 6 and 13.—These prayers refer to transfers to other
offices; and the three months’ notice required by rule is deprecated. The rule for
persons who have deposited security will be found in paragraph 3 of Chapter F
of the Telegraph Code. 'We think the requirement of notice is a proper one;
and we have no doubt that the 'officers of the Department apply the rule
considerately and do not insist on the full notice required by the rule except
when it is essential to do so in the public interests. S
_» (vii) Prager No.7 is for the transfer of Signal Office clerks to the Signalling
Branch in preference to outsiders. Sir Sydney Hutchinson has stated the
o ‘ o

# On this point see also paragraphs 138 (i) and 142 (iii) below.
+ On this point see also paragraph 165,
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that this rule should be applied in the case of the clerks of the Telegraph
Department with effect from the date of the introduction of the Circle scheme
Or soomer if possible. On application of the rule all temporary clerks, who
have been continuously employed for two years or more and whose services were
still required, would be at once brought on to the permanent establishment
unless, by reason of want of efficiency or any defect in character, they were
undeserving of this promotion.

134. Many of the complaints or representations made by the clerks have
been sufficiently dealt with in various other parts of this Report. S8ub-Divisions
will be abolished and their clerical establishments will be absorWed in those
of Divisions and Circles. We have proposed in connection with the Circle
Scheme (paragraph 15) rates of pay and a system of grading and promotion.for
Divisional and Cirele clerks. We shall. make general recommendations in
Chapter V regarding (1) Security Deposits (paragraph 161), (2) Fines (para-
graph 162) and (3) Sundays and holidays (paragraph 164); and these recom-
mendations extend to clerks. The reasons given in the same Chapter for refrain-
ing from any proposal to institute a Provident Fund (paragraph 166) apply, as
noted in the proper place, to clerks no less than to signallers, Apart from these
particular points the general and important proposal (paragraph 16(v)) that an
annual grant shall be made to the Director-General of Telegraphs for improve-
ments in the fixed establishment will give him the needful funds and authority
to put the establishment of Signal Office clerks on a better footing. Under that
proposal he will have power to revise both the pay and the grading of these
clerks.

135. (1) Amongst the memorials under consideration three have been forwarded
to us by the Government of India in the Department of Commerce and Industry*
with the remark that it is presumed that we shali deal with the subject in our
Report. Of these memorials one is from the clerks employed in the Bombay
Central Office and the local offices of the Bombay Division ; one is from the.
clerks of the Karachi office; and the third and most important memorial
purports to be submitted by the Signal Office clerks of the Department
generally. On this memorial the Director-General of Telegraphs has made «
report ; and, as he has observed, the Bombay and Karachi memorials do not call
for separate consideration. The subject, so far as it has not been covered by

* the remarks already offered, will be most conveniently dealt with if we take.

up in order the points to which Sir 8ydney Hutchinson refers and indicate how

far we agree with him. Sir Sydney Hutchinson’s report + and the general
memorial are printed as Appendix N,

(iiy Prayers Nos. 1, 2, and 4 of the memorial ask that Signal Room clerks °

may be given the pay and prospects of Local Scale signallers. We concur with.
Sir Bydney Hutchinson in holding that this request should not be granted.
Signallers have special qualifications and have undergone a special training,
and their pay aud promotion should be determined upon principles which do.
not apply to clerks. We observe that Sir Sydney Hutchinson admits that
“ we shall have to employ men of superior intelligence to those now in the
service and pay them a good deal better, in the booking, despatching and
other branches of our largest offices, if the work is to be done in such a way as.
to satisfy the public.”” If the proposed grant for fixed establishment is

* No. 1053-138, dated the 30th January 1807, and No. 1524-136, dated the 16th February 1907,

t Letter from the Direotor.General of Telegraphs to the Secretary to the Qovernment of India, Depart- ’

mont of Commerce and Industry, No, 368-E.T., dated the 15th December 1906.
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sanctioned, the Director-General of Telegraphs will be ina position to act upon
this view. Overtime, which is incidentally referred to, is dealt with in para-
graph 64 of this Report and what is there said applies to Signal Room clerks,
who htave to work in the same watches with signallers.

(iii) It will not, however, in our opinion, suffice to deal only with the estab-
lishments of the Presidency and other large offices. A graded service, when the
grades are so arranged as to ensure a reasonable flow of promotion, conduces to
efficiency and economy, because an equally good class of men can be obtained
at lower rates of pay when part of the attraction is assured prospects. We
have applied ;this principle to the case of the clerks of Circles and Divisions;

- and we think it should be applied also to the case of Signal Room clerks. In
large offices where the numbers would suffice for the purpose of equable promo-
tion, such grading as exists should be examined and the scale revised to suit
local requirements with due regard to the rates for clerical labour which may be
current in the place. The small Signal Office establishments in Divisions should
be brought on one list for the Circle, as we have proposed in the case of
Divisional and Circle clerks; and a similar system of grading and promotion
should be adopted. The Circle lists for small Signal Offices should, how-
ever, be kept quite distinet both from the lists of clerksin Divisional and Circle
offices and from the lists of large offices which would be separate in each case. The
duties of Signal Office clerks and of ordinary office clerks are essentially different.
‘We are not prepared to make more definite proposals, as we have done for
Divisional and Circle offices, partly because rates of pay would vary from
large office to large office and in small Signal Offices with the tract of country,
but mainly because scales for such offices must be framed after considering
the actual wants of each office—a matter involving detailed local inquiry—
and because when the improvements in the booking and delivery of messages
which we have proposed are brought into force, reduction in the number of
Signal Office clerks may prove feasible in many places.* If the views here
indicated are approved, Circle Officers should prepare schemes for giving effect
to them, with which the Director-General of Telegraphs, in administering the
proposed grant for fixed establishment; will have power to deal.

(iv) Prayer No. 3 relates to the abolition of fines. We have already refer-
red to our opinion on this point. The petition of the clerks, however, does not
properly distinguish between Check Office fines and the recovery of uncollected
charges. Such recovery should certainly be insisted upon and our recom-
mendations regarding fines do not extend to the wholly distinet matter of

undercharges. ' ‘
(v) Prayer No.5.—We are unable to recommend the reduction of the

.period of service qualifying for full pension from 80 to 26 years.t
(vi) Prayers Nos. 6 and 13.—These prayers refer to transfers to other

offices ; and the three months’ notice required by rule is deprecated. The rule for
persons who have deposited security will be found in paragraph 3 of Chapter F
of the Telegraph Code. We think the requirement of notice is a proper one;
and we have no doubt that the 'officars of the Department apply the rule
considerately and do not insist on the full notice required by the rule exoept
when it is essential to do so in the public interests. ]
_® (vil) Prayer No.7 is for the transfer of Signal Office clerks to the Signalling
Branch in preference to outsiders. Sir Sydney Hutchinson has stated the
K g :

* On this point see also paragraphs 138 (i) and 142 (iii) below.
+ On this point see also paragraph 165.
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present rule, which is that the transfers of clerks to the Signalling Branch is
allowed when the men are fit for that Branch and have rendered five years’
oservice. Such transfers are likely to be rare when the passing standard .is
‘raised to 23 words per minute. We fully concur in Sir Sydney Hutohinson’s
remark that a clerical post stould not be regarded as a stepping stone to the

Signalling Branch. The line between the two establishments should be firmly
maintained.

(viii) Prayer No. 8 is for the conversion of temporary into permanent
establishment. 'We havealready dealt with thissubject in paragraph 183 above,
We note the admission of the Director-General of Telegraphs that without doubt
there are too many temporary clerks. This is our opinion also. We entirely

dissent from the suggestion of Mr. Maclean that perhaps this class of service .

should not be pensionable. Pensionary rights are essential if the service is
to be intelligent and trustworthy. This is practically. acknowledged, we
believe, in all Departments. The hold that is given by the prospect of pension
i particularly necessary in the case of Signal Office clerks all of whom from
the nature of their duties are continually in possession of confidential informa-
tion. There would be no sufficient security for the privacy of message drafts
it the clerical establishment generally were temporarily employed ; and we
think this consideration gives weight to our advice for the speedy conversion
of a great part of the temporary into permanent establishment,

(ix) Prayer No.9is for the grant of house rent. We agree with Sir
Sydney Hutchinson that there is no reason to

grant house allowances to Signal
Office clerks.

(%) Prayer No. 10 has reference to Sundays and bolidays, casual leave and
(in a certain sense) overtime. No fresh rules seem to us to be necessary on the
subject of casual leave. The other points have been dealt with, but in connec-
tion with the plea for overtime on Sundays and holidays we would emphasise
what we have already said. Work on Sunda

: ys and bolidays is a part of the
duty of these clerks and can afford mno ground for additional remuneration.

We have, however, made proposals which will give them some relief.
(xi) Prayer No. 11 asks for

«special pay in Presidency offices and
allowances to clerks at hill stations.

Pay in Presidency offices will be dealt
with under clauses (ii) and (iii) of this paragraph, if approved. We do not
agree with Sir Sydney Hutchinson that any new hill allowances should be

granted to men not locally engaged. We think the correct principle isnot to

grant allowances in addition to pay, but to fix the pay according to the.

circumstances of the locality, including the cost of living.

(xii) Prager No. 12 is concerned with grants from the Fine Fund or tho
establishment of a Provident Fund. The latter subjeot is discussed in the
next Chapter. The rules relating to the Fine Fund are in Chapter D,
paragraphs 58 to 62 of the Telegraph Code. We do not think that they

require alteration. We agree with Sir Sydney Hutchinson that Clerks’ oclubs,
if started, would be eligible for grants.

(xiv) Prayer No, 14 begs for better medical aid and the grant of free
medicine or & medicine allowance. ‘We would refer to the Telegraph Code,
Chapter D, paragraphs 41 to 51, which are sufficient. We quite agree with

Sir 8ydney Hutchinson that medioal certificates can be accepted only . from
gazetted medica) officers, )

Memerial of
Check Office
olerks.
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(xv) Prayer No. 15 is for the grant of commission on telegraph stamps. |
'We do not support this request as we have recommended® elsewhere that the
cqmmission on postage stamps should be abolished: Moreover, under the,
propasals made in the paragraph of this Report qu?ted in t.he foot-note, telegraph-
stamps will no longer be used, postage stamps being utilised for telegrams.

* 136. In addition to the memorials already referred to we have received one
from the clerks from the Check Office. In that office 267 clerks are employed,
of whom 211 are permanent and the rest temporary. These cleltks have
successfully shown that their average rate of pay is. lovs.r compared w;th. that
given in many other Departments and the grading is no doubt defective a8
there are 76 men on Rs. 25 to Rs. 30 and 160 on Rs. 30 or less. We ha:vz
made proposals for the simplification of the work of the Check Office, whllci
should result in some saving of establishment if not cou nterbalanced by the
growth of traffic in the interval. When the Examiner has taken charge of
the office and has bad time to introduce improvements of system, he should
carefully review the pay and position of the c].erks and make proposals for
grading them, following generally the lines which we have suggested above as
applicable to the case of large offices.

® Vide paragraph 141 (5).
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Introduotory,

CHAPTER V.

MAT.'I‘ERS TAKEN UP BY THE COMMITTEE OF THEIR OWN
MOTION,

137. In the Resolution by which the Committee was constituted it was
said, “The Committee are not limited by the terms of the reference to the
specific questions indicated but are free to take up any matter conneoted with
the main object of their appointment which is to submit preposals for the
improved organisation of the Indian Telegraph Department in all its branches,

Any defects in working or suggestions for improvements which may come to ~

their notice should be carefully considered, and so far as necessary, appropriate
proposals should be made.” Acting on tbe authority conveyed in these words
we have thought it right to make inquiries into a variety of subjects some of
which were suggested to us by the Director-General of Telegraphs and others
attracted our attention during tie course of our tours. A few of them have
already been discussed in the three preceding Chapters when they could be
most conveniently aisposed of in ccnnection with the matters referred to us
by Government ; and our recommendations regarding the remainder must now
be brought forward, Of these the most important are the proposals which we
make for the acceleration of work in signal offices and the reduction of the

~ main classes of messages from three to two.

Acoeleration of
work in signal
offices.

138. (i) We consider that the disposal of traffic could be materially
expedited by the adoption of a less elaborate method of booking telegrams, and

-by simplifying generally the mode of dealing with both sent and received

telegrams in_ #ohl offices. 1In the first place much time is occupied by the
booking clerk in filling in the entries on the telegraph form and on the receipt,
and in affixing the double headed stamp and cutting off the receipt portion of
the form. The number of telegrams that a smart clerk can book in an houk
is, as reported to the Director-General by the Superintendent of the Calcutta

~office, 22, or about one in three minutes. If the time required for -booking is

Description of
the procedure
in the Calcutia
oftine,

reduced—as we believe is possible—to one minute or less, a considerable
reduction in the booking staff of the larger offices could be effected.

(ii) In the second place the procedure which is followed in dealing with
the booked telegram, up to the time when it reaches the instrument for despatch,
is unnecessarily elaborate especially in the large offices, and needs simplification.
This procedure varies in the different offices and no description which would
apply to all offices can be given. 'We consider therefore that it will be of,
advantage to describe the procedure actually adopted in the Calcutta office in
connection with (¢) an inland message presented to the booking clerk for
despatch, and (b) a message received at the instrument for delivery. This
description, we may explain, bas been prepared in personal consultation with
the Superintendent of that office.

139. (i) The booking clerk—after making the prescribed entries on the
receipt and on the form—impresses both receipt and form with a stamp consist-
ing of a letter to indicate the clerk who books it and a serial number to
indicate the number of telegrams booked by that clerk during his term of dufy.

He also impresses with an India rubber stamp “X” on Urgent aid “D” on
Deferred telegrams.

‘taken to the *message draft office.
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(ii) The booking clerk then enters on a “ daily slip”’ —

(a) the number of the telegram, N o)
(0) theclass ,, » LI NSUIPNEE T
(¢) the station to, RN

(d) the hour and minute of booking.

These ¢ slips*’ are kept in the booking office for six months,

(iii) The draft telegram is then placed by the booking clerk in a clip,
whence it is taken by a peon to a table in the booking room, where a literate
peon— ¢

(1) .stamps the draft telegram with a general serial number, and
(2) enters this number, as well as the booking clerk’s distinguishing
letfer and number, in a * monthly check sheet,”

There are separate stamping machdines, with separate series of numbers, and
separate check sheets for (@) Urgent and Ordinary, and (5) Deferred messages.
These monthly check sheets are retained in the booking office.

(iv) The draft telegram is then sent by a tube to the signalling room. A
peon at the end of the tube receives the draft and hands it to the passing olerk.
The passing olerk notes on the draft the number of the instrument to which
it is to be sent, and also enters in a check sheet—

(a) the serial number of the draft (serial numbers a
check sheet and have only to be ticked off),

() the olass of the draft,

(¢) the station to,

() the time of booking,

(e) the number of the instrument to which the drs

’éh |. e

clerk then puts the draft intoa pigeon hole whence a boy peon NIRRT the

-instrument indicated, and places it in one of three pigeon holes at that instru-

ment according as the telegram is Ur.gent, Ordinary or Deferred.

(v) The signaller (besides signalling the message and making the requisite
entries on the draft) keeps a ““daily local number slip "’ showing—

(1) the circuit serial number of the telegram,

(2) the number of the message,

(8) the number of words in the message (words are not registered in all
offices : they are only registered in Calcutta under a special
temporary order). , '

(vi) The signaller then puts the draft on a file, whence the drafigs are
removed by a peon every hour and taken to the checking and sorting branch.
The signaller’s *“daily local number slips” are collected at midnight and
» Bignallers also keep up a log book as
required by the Traffic Code. Tl'ie log book is very rough and the entries very
brlef'(vii) In the checking and sorting branch room the drafts are placed on a
table where sorting peons divide them into their various classes. Each class is.
then handed to a checking clerk, who compares the drafts with the signal
room passing clerk’s check sheet, and impresses each enbry in the check sheet

°with a rubber stamp bearing a letter to indicate the bateh to which the checking:

clerk belongs, and a number to distinguish the clerk. The checking olerk
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- number of hands through which the messages
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then arranges the drafts of the day according to their serial number. It is the

checking -clerk’s duty to report all missing drafts, and search is then made by
the missing number assistant, : ”

(viii) The drafts next go to a Telegraph Master in an adjoining room
Wwhere they remain for three days. After that period the drafts are taken to
the message draft room where other clerks again count the drafts and check the
serial numbers, to see that no draft is missing. The required entries are then
entered in the ‘sent register”’, and the drafts are stitched together in bundles

of 25 for despatoh to the Check Office. :
’ (ix) In the case of a message received for delivery in Qalcutta the

procedure is that the signaller enters on the message the time of receipt, received
local number, number of circuit and his name and on the * received lecal
number slip” the station from ;* he*then puts the message into a cfip from
which it is removed by a peon and taken to tbe stamping table, There another
peon impresses it with the office name and date stamp, and it is then passed to a
third peon by whom a monthly number is stamped on it by a hand machine,

(x) The message is then transferred to a * recejved passing "’ olerk who
enters its number in the monthly check sheet. The other particulars entered on
this check sheet are the class, station from, date, hour ang minute of receipts
and in case the message is to be signalled to another office, the number of the
instrument to which it is transferred. 'When the message bas not to be so
signalled, this clerk next puts the original and carbon copies of it in an
envelope, and drops them into the shoot. The clerk at the bottom of the shoot
enters the number of the message in the monthly local number sheet ; after
every 100 entries this sheet is checked with the signal office check sheet which
is dropped down through the shoot after every 100 entries are made,

(zi) The clerk then sends the carbon copy by a peon to the addressing

clerk, who writes the number of the message, the class, and the address on a
~ cover, the number of the message and name of the addressee on the receipt,,

puts the message in the cover, and makes it over to the address checking clerk-
This clerk compares the address on the telegram with that on the cover. Then
the cover is passed to a peon to be eyeletted, after which it
the lining munshi,t who transfers it to the despatching clerk,
(xii) The latter keeps a check shect showing the number of the peon to
whom the message is given and the number of messages given to him; he also
enters on the receipt the time of sending out the peon and the peon’s number ;

and the peon on receiving his batch of messages takes them to the reading
munshi who tells him the address on each,

is made over to

(ziii) The original copies of messages are made over by the clerk at the °

bottom of the shoot to a checker, who checks the number (after making them
into bundles of 100) against the signal room check sheet, and reports to the
Telegraph Master on duty'if any are missing in the series,

140. This description shows that traffic is greatly delayed by reason of the

pass, and that there is expendi-
ture on establishment which could be avoided by introducing a simpler
Procedure. As we have already stated, the procedure varies from office to

office; but the principle of simplifying that procedure, and of reducing tie

® He also enters the number of words, but this is only for special temporary purposes,
tThe lining monshi’s duty is to gro

. h i in
neighbourhood may be fupe ot by o p:gnt.nessages together so that several for different addresses in the same
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number of checks and registers, applies to all the larger offices in a greater or
less degree. In place of these checks what is required is effective supervision ;
and we are satisfied that the best means of ensuring such supervision is to relierg
.;I‘raﬁic Sub-Assistants and Telegraph Masters of the purely clerical duties which
they now have to perform, and which occupy a large portion of their time, and
could be carried out equally well by competent clerks. In all the large offices
which we visited it was found that much of the time of the Telegraph Master
was occupied with duties of a clerical nature which prevented him from moving
about and exeroising that personal and constant supervision over the signallers
and circuits, which is absolutely essential to the proper and prompt disposal of

Jraffie.  'We understand that in the United Kingdom it is an accepted principle

that supervising officers should everywhere be encouraged to feel that it is on
the flogr of the instrument room, and not at the writing desk, that they can
render the most’ yaluable service to the Department. We consider that this
principle is equally applicable to’ the Telegraph Department of this country.

141. To expedite the booking, transmission and delivery of traffic and to
reduce the amount of clerical work in signal offices we recommend the adop-

tion of the following proposals :—

(1) The booking clerk should not be required to enter either in the
receipt portion of the telegraph form the * class * or the ¢ office
to”, or in the body of the telegram the “class * (in Code), the
“office to” or the “ office from.?” These entries should be
made by the sender, the class being signalled in Code.

{2) The booking clerk should not be required to enter the abbreviated

“ word “ defd.”” in the ¢ official instructions " of a Deferred
telegram. The Code prefix of the message gives the class and
it is unnecessary to signal the class twice over.

In support of this recommendation we would point out that in 1905-06

there were 7,491,826 Deferred messages, and that the av?rage number of
operations per message was 4'84. We consider that the saving of 7,491,826

" multiplied by 4'84 (or 36,260,437) signalling operations of the abbreviated

word “defd.”” in the official instructions of Deferred xfle\ssages far outweighs
the disadvantage that would occasionally result from having a De.ferred message -
treated as Urgent owing to the Code class letter “D * being accldent?ly
changed to *“ X during transmissior. . | o
(8) For the purpose of distinguishing between the two class?s of
.telegrams the booking clerk should stamp “O" on Ordinary
instead of **D’’ on Deferred telegrams, This would save 80
per cent. of the stamping now done. o
(4) On a somewbat similar principle we recommend that the letter
“P* gignifying * private” should not be signalled in the case
of private raessages. By this simple expedient a mass of signal-
ling work, which in the aggregate is very large, will be saved.
The prefixes to be signalled, if this proposal is adopted, will be
X, O, and D, instead of XP, P, and DP as at present.’

(6) Double-headed telegraph stamps should be repla:qe(? by postage
stamps, This measure will necessitate the printing of postage
stamps of high denominations, and the abolition of commission
on the sale of such stamps. We have ascertained that thepe
would probably be a small saving in manufacturing charges in,
consequence of this change, while as regards the abolition of
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commission the Telegraph Department at present has to pay over

Rs. 40,000 commission on postage stamps used in combined officess

and the sum is increasing year by year. As there is at the

present time in India a stock of telegraph stamps which willlast

about three years, it would seem desirable to order out no further
supplies until this questivn is decided. .

(6) Telegraph forms should be perforated just below the receipt portio

of the telegram, so that the receipt can be easily detached. The

cost of the telegram should be entered on the receipt portion

of the telegram by the booking clerk, as is done in

telegrams booked at combined offices.
Nore.~A specimen form, embodying the above proposals, is printed in Appendix O. It is recommended
that the forms be printed in {wo colours in order to show clearly the entries which should be

filled in by the sender. It bas been ascertained fiom the Supesintendent, Government

Printing, India, that the additicnal cost ‘of printing in two colouss wo i
uld be
Rs. 2 per 100,000 forms. ¢ rpreximately

(7) Serders should be encouraged, and uitimately required, to affix
stamps to telegrams presented for despatch.

the case of

(8) A deposit system should be introduced for the benefit of persons and |

firms who have large dealings with the Department, and who are
prepared to deposit substantial sums, The grant of this conces-

sion should be at the discretion of the Director-General who

would see that the rules are so worked that undue extra work is
not imposed on the Department.

(9) Endeavours should te made to obtain a stamping machine which

can number and date the receipt portion of a telegraph form, and
number, date and deface the stamps on the other portion of the
form at one operation,

(10) The number of booking counters should be increased in important
offices,
(11) The booking clerk’s * daily slip”’ and the monthly check sheet,”
kept by the literate peon who despatches the drafts from tl’le
. beoking room to the signalling room, should be abolished.

It will be reen from the description already given that these two registers
are qot checked by any one. We have been informed tbat these registers are
ooxfs1dered useful in {racing missing drafte; but we fail to see of what practical
assistance they can be in such cases. The registers cannot prevent fraud ; for the
boo.king- clerk or the stamping peon can still make away with a messa;_;e after
registering it,. and point to his register as a proof that he is not the culprit. Nor
:}z:: ste]ﬁ: :'eglsters enable a Jost message to be replaced as neither register gives
o sende r( ; )n:hm(; or address, The.z real checks on fraud are (1) adequate supervi-
I o’fﬁces 2 Whe.echalf]ger of complaint b;f the sender if a message is not delivered.
ool ok i bor any re?son special measures are found to be required,
longet thes & 33:11 e prescribed ; but such checks should not be retained

Y necessary, or be extended to offices where they are not

needed. The main check agni
serial numbering of drafie gainst losses by carelessness or by accident is the

.(12) The Passing clerk’s “check sheet
recommend the omission from this ch

draft, and (2) the time of booki
ooking. .
number of the telegram,” “ the ng. The entry of “the serial

! .
ment to seems sufficient, station to" and of the ¢ instrue

is unduly elaborate. We

eck sheet of (1) the olass ofe
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(18) In the signaller’s “daily local number slip * the circuit serial
numbers should be printed, as in the case of the passing clerk’s
check sheet. )

(14) As drafts are checked and counted in the checking room, the
second counting and checking in the message draft room seems
unnecessary.

(15) The registers now sent to the Check Office should be simplified as
proposed in a separate part of this Report.*

(18) The name of the addressee should be omitted from the receipt for a
telegram sent out for delivery.

(17) Greater care is needed in designing buildings for telegraph offices
so as.to have the signal office near the booking room, and also to
leave room for future enlargements.

In many offices which the Committee visited it is a matter of great
difficulty, owing to the incommodious character of the buildings, to supervise
the establishment and to ensure that traffic is disposed of promptly.

(18) We recommend that for telegrams with non-abbreviated addresses
a trial be made of the substitution of transparent envelopes
for those now in use—the telegram being so folded that only
the name and address of the addressee can be read—with a
view to ascertaining whether their use will expedite the delivery
of messages. We have been informed by the Superintendent
of Government Printing, India, that envelopes of transparent
parchment would cost Rs. 13-8 less per 100,000 than those
of red demy paper now in use.

A specimen of a transparent envelope will be found in the pocket of the
Volume of Appendices, and specimens of a revised *received telegram™
form, and of a revised form of receipt for a telegram, in Appendix O.

In connection with the above proposals we would invite attention to
Mr. Berrington’s recent Report on British Post Office Telegraph Traffic Methods.
We are gratified to find that in several important respects the recommendations
which we have made, and which are the result of independent inquiries, are in
substantial accord with Mr. Berrington’s views.

:Im osstbility 142. (i) In connection with the procedure in signal offices,we have

of ,‘:,Vt’:g;’g;’ D jnvestigated the possibility of laying’down an automatic scale for the enter-

foule for the  tainment of booking and addressing clerks in accordance with the actual

23‘6‘:‘"81 end pumber of messages booked in, and delivered from, each office.
Clerks. ng, (ii) Asregards both classes of clerks, we are of opinion that no scale can
be laid down which would be applicable to more than a few offices, because
- messages are not received continuously throughout the day either on the wires
or by the booking establishment, but are much more numerous at certain hours
than at others. It is mecessary therefore to provide a staff sufficient to deal
promptly not only with the average work of the whole day, but with the
moximum outturn of the busiest period. It is possible, moreover, that the
use of transparent envelopes may obviate the necessity for writing the addresses
of telegrams except in the case of abbreviated addresses.
(iii) As regards the booking clerks, we bave obtained figures from the
Nirector-General of Telegraphs showing the average number of messages booked
by each olerk in seven of the largest offices, but we think that it would not be .
» gafe to fix any automatic scale on the basis of the work done at present. Tt

is hoped that the modifications which we propose in the procedure for
* @ See paragraph 116. ’
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booking messages will materially reduce the average time occupied in booking
each message, and, if so, a staff caloulated on the basis of the results hitherto
attained would be excessive. We consider that it may be left to the Director-
Qeneral of Telegraphs to provide such additional clerical establishment as nay,
from time to time, be necessary from the grunt which it is proposed to place
at his disposal for fixed permanent establishment.

143. We have dealt fully with the reform of the procedure in signal
offices as a means of accelerating the disposal of traffic, but our remarks would
be incomplete if we did not refer to certain other expedients for attaining the
same end, We have been much impressed with the great usefulness f two types
of Automatic Signalling Apparatus which are used by the Telegraph Department.

144, The first of these—the Wheatstone’s automatic systém—is most useful

when from ahy cause there are heavy acoumulations of traffic, especially when
there bas been a prolonged interruption, and also when long ‘press messages are
received. It is particularly valuable when the weekly mail telegrams come in,
because a large proportion of them are sent out from England ready punched
on auto-tape, and have only to be put through a transmitter. If ordinary
translation at an intermediate station cannot from any cause be properly
worked between two distant stations, punched tape in auto-signals can be
produced at the intermediate station by the use of ¢ Creed’s Perforator.” The
tape then has merely to be put through a transmitter, instead of having to be
repunched before the messages can be sent on to their destinations.

145. (i) The Baudot is an instrument recently introduced which enables a
much larger amount of traffic to be disposed of than by Morse. We have
been informed that in recent trials the Baudot working duplex disposed of
3,444 words in two hours against 1,335 words on Morse duplex in the same
period of time. This instrament eliminates all chance of mistakes between the
sending and receiving signallers, as the sending signaller alone deals with the
message, his signals being type-printed on tape at the receiving instrument.
Further, two messages can be sent in one direction, or one each way, at the
same time. All such apparatus, howevey, require very special care and a
sufficient staff of skilled technical men with mechanical knowledge to adjust
and keep them in thorough working order.

(ii) The policy of the Department is to extend the use of these instruments
to all circuits where they can be employed with advantage and more sets have
been ordered out from England ; but the evidence which we have received points
to the lack of an organised Technical Branch in the Department, without which
the full working value of these instruments cannot be obtained. This most

pressing want of a special Technical Branch will be met by proposals we have
made elsewhere.*

146, Another important matter to which we would draw attention is the use
of type-writers. In a report on Telegraphy in Americat Mr. Shields has
brought to notice the almost universal use of them in that country and the high
speed attained ; the Telegraph Department in India has already commenced to
use them, and a large number of an improved description have already been
ordered and will shortly be introduced. We consider that this more extended
use of type-writers will be a great advantage, and we have recommended

* See paragraphs 24—29 of the Report.

~ ¥ ¥ide Appendix to the letter from the Direstor-General of Telegraphs to the Government of India in the
Department of Commerce and Industry, No. 143-T., dated 81st July 1807,
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elsewhere * that sufficient inducements should be offered to signallers to make
themselves proficient in type-writing.

Two classes of o 147, (i) The last proposal we have to make for expediting the disposal of ’

traffie is perhaps the most important of all. We have been much impressed’
by the difficulties with which the Telegraph Department has to contend in
dealing with messages owing to the existence of three classes of telegrams,
viz., Urgent, Ordinary, and Deferred. The operation of booking, despatching
and delivering messages according to their order of precedence necessitates the
employment of extra establishment, interferes with the prompt handling of
tiaffic of all classes, both sent and received, and, in particular, subjects
Deferred messages to much delay which counld be avoided if the number of
classes were redueed to two. 'The inconvenience is felt most acutely in the
larg®e offtces where the necessity for dealing promptly with traffic is greatest;
and, with the steady expansion of the ‘business of the Department, it will be
impossible to secure a really efficient and expeditious telegraph service so long
as the existing classification is maintained. We therefore recommend strongly
that there should be only two classes of messages ; and as the designation Deferred
is undesirable and inappropriate, we propose that the two classes should be
termed Urgent and Ordinary, the present Deferred rates being maintained for
the class designated Ordinary.

(ii) The present rate for Inland Deferred telegrams came into force so
recently as 1st July 1905. This class of message has proved very popular, and
in 1905-06 it accounted for over 50 per cent. of the total private traffic. We
consider, therefore, that no alteration in this scale is at present feasible. It is
also impossible for financial reasons to lower the rate for Urgent to that for
Ordinary telegrams. The value of the Urgent state and pnv'ate telegrams
despatched in 1905-06 was Rs. 4,568,337 and Rs. 9,562,854, respec.tlvely. As the
Urgent rate is exactly double that of the Ordinary, the financial effect of the
reduction of the former rate by half would have been (in even thousands) a loss
6f Rs. 2,29,000 under “ state *’ and of Rs. 4,76,000 undex: “private”’ messages
in that year ; and no expansion of tra,i?c from this reductlon. of the rate can be
anticipated. For financial reasons therefore it is not advisable to eﬁect the
reduction of classes to two by simply abolishing the Urgent telegram.

(iii) In recommending for administrative reasons that there should be no
more than two classes, we have to consider not only the financial interest of the
Government, but also the convenience of the public. When thf’ D eferred

- telegram was first introduced there were grounds for expecting that in time the

Ordinary telegram would disappear. This expectation has not, however, been
realised. Ibis true that, taking  private™ traffic only, the percentage of
Ordinary messages fell from 21°44 in 1908-04 to 1447 in 1905-06, and the
percentage of value from 31 to 26:51; but the fact remains that the number
of Ordinary private messages sent in 1905-06 was (in even thousands) 1,223,000
and the value Rs. 13,74,000. These figures show clearly, in our opinion, that a
considerable section of the public wants, and is prepared to pay for, something
better than a Deferred telegram, although it is not willing to pay the high
minimum charge of Rs. 2 for an Urgent message. It seems to us that the
interests of this section of the public deserve consideration,

" (iv) Itis impossible to estimate with any approach to aceuracy the financial
affect of merely abolishing the Ordinary class. We cannot say what proportion

* See paragraphs 56—57 of the Report.
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of the messages now sent Ordinary would be sent Urgent; and as we d:
not know the average number of words in an Ordinary message, we c€anno

“say what the loss would be if all were sent Deferred. The average value of
an Ordinary message in 1905-06 was Rs. 1°12, which corresponds to an
average length of 17 words. But this calculation assumes that no message
consisted of less than 16 words—the maximum allowed for Re. 1. If, asa rough
estimate, the actual average be taken to be 14 words, the cost of Whlch_ \zvould
be 8 annas at the Deferred rate, the loss to the revenue from the abolition of
the Ordinary class would on private messages ha.ve amounted to over 7%
lakhs of rupees in that year assuming that all Ordinary messages were sent

Deferred and to about 3% lakhs if 80 per cent. were sent by this class and -

20 per cent. as Urgent. “. )

(v) These considerations have led us to the conclusion .thaf: the best
course—both in the interests of the Government and of the<public—is to adopt
the ten word unit, now fixed for Deferred messages, for the Urgent class,

and to fix the minimum charge for this unit at Re. 1 with two annas extra
for every additional word.

(vi) In Appendix P we have made an attempt to estimate the financial
results of the above proposal: but these estimates are necessarily based on
agsumptions. We are confident, however, that the loss of revenue which the
acceptance of our proposals would involve would be less than the loss that
would be caused by the simple abolition of the Ordinary or Urgent telegram ;
we believe also that the adoption of a lower minimum rate for the Urgent, class
will be appreciated by the public and tend to attract a very large proportion
of the present Ordinary telegrams to that class.

(vii) An incidental advantage which would result from the adoption of
the proposed scale is that it would remove the present anomaly—on which the
various Chambers of Commerce have laid great stress—of charging 4 annas for
every word above the unit of 16 in an Urgent message. At present where the
number of additional words exceeds eight it is cheaper for the sender to split
up his message into two or more telegrams and we are informed that this is
constantly done. Now with every message that is sent along the wires 5
preamble, consisting of several words and groups of figures, has to be signalled
and for this preamble no payment is made. It is thus to the interests of the
Department to send one long message rather than two shorter messages of the

same aggregate length, The present rate therefore cannot be justified by any
sound commercial principle.

(viii) It may be objected that our proposed rate of 2 annas for each
additional word simply substitutes one anomaly for another, as the charge for
the first 10 words will be the same as that for 8 additional words. But this
argument overlooks the fact that the first 10 words must include the name and
address of the addressee, For this entry, even in the case of registered addresses,
at least two words are required. The cost therefore of every additional word
cannot, at the rate which we propose, exceed, and may be less than, the cost of
each word in the text of the telegram, excluding the address. This is as it

should be. Long telegrams pay the Department better than short ones; and
there will be no inducement to split up messages.

(ix) The same anomaly exists in the case of the present Deferred telegram,
The charge of 1 anna fop

. every additional word over 10 is, we presume, &
survival from the time when the address was free and -the unit of charge

o]
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was 4 snnas for four words. According to the principle which we have
advocated above the charge for each additional word should now be.a .half
ap anna only or, as would be preferable, one anna for every two .a,ddltlonal
WBrdg, " But the minimum charge for this i:lass of message is so low,
and the loss to the revenue from a further reduction oi.’ rates would be so grea..t,
that we recognise that it may be impossible f?r financial rea.s0ps. to ma:ke this
revision for some time. When, however, this ﬁfml reduction is t‘zarrled ouf;,
the rates for both classes of messages will be as simple and as uniform as is
practicable with a ten-word unit.

148. (i) As we are dealing with the quest'ion of rates, we may refer here

. to 2 minor defect which ought, in our c-)pi.nlon, to be corref:ted. The send?r
of an Inland telegram can, under the existing rules,* receive a telegraphic
dvice of the delivery of the telegram on payment of a fee of one rupee,
:Ve have ascertained that such telegraphic advi(?es are very rarely asked
for. A booking clerk in one of tHe largest offices in the country stated that
. the two years of his service in the office he had nevet: once known
during e. We believe that this may be due to the disproportionate charge
y SfHCh 'a c:: .present levied, and we recommend that the charge for a tele-
Whlc;:' l:;,dvice of delivery should be fixed at the unit charge of a message of
fl::l;a;e class as that of the message for which the telegraphic advice of
ivery is required. |
dehv?iis)r It nilay be mentioned that in the United Kingdom the fee for this

" gervice is an additional rate for 5 words or 23d.

149. At ono of the earlier meetings of the Cqmmittee in Simla the Director-
General of Telegraphs + suggested that the rela.tlons. of .the Telegraph DePa.rt-
ment with Railway Administrations should be 1nqu1red.1nto by the Committee,
particularly in connection with tvhe owne.rship a.n.d man?tenance of t:.elegraph
instmmentg and wires and the necessity for improving the‘ eﬂ‘iclfmoy of
Railway signallers. This suggestion was adop.ted. and a set of qu.esi.nons was
framed,} copies of which were sent to all T.h.e principal Rallwayf Administrations
in India. Answers were reoeived in writing fr?m all ; and in most cases we
had also the advantage of meeting a re'}gresentatlve of the Railway and discuss-
ing each subject with him.

150. (i) Asregards telegraph instrements, considerable diversity of practice

' i intain thei instruments ; in the case
maintenance of orists. Some Railways possess and maintain their own ins ;

ilway -
Telegraph .
Instruments.

of others the instruments are the property of the Governmeht.'l‘.elegra.p.h Depart-~
ment, which arranges for their upkeep and technical supervision, while several

Railways are gradually replacing the Government instruments by their own.'

expressed by more than one witness for the system of

i;ﬁs::;civ?::r:;?; a,ng) mapageirnent, and, as the introductipn of electr?qa.l

block signalling instruments will neoessita,te. the employ.'ment_ of a te?hnloal

staff on every Railway, it is proba,ble‘that this system will extend r?'PIdly as
time goes on. \ R o . .

(ii) Under existing orders § it is optional forany Railway either t:) provide

and maintain its own instruments,.. Qr to rent them from the 'lelegraph

#* Vide Kules 105-109 of the Telegraph Guide. .
+ Vide page 63 of Part I of the Proceedings of the Committee,
° 1 See Appendix B. ‘o }

*§ Vide Resdlution of the GoverMment of India in the Public Works Department, No. 53-T., dated 83rd
~February 1887, ‘

798.T.C.

-
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!
Department. We understand that this rule applies equally to State and Com-
pany Railways, and we think that it fully meets all requirements.

Ownership and 151. As regards the ownership and maintenance of Railway Telegraph

maintenance of*

ggﬂg:gph wires, we do not find any reason for recommending a change in the exigting
Wires. arrangements. We have not touched in any way on the question of the

charges at present made to Railways for the wires provided by the Telegreph
Department, a matter which we understand is separately under the considera-
tion of a Sub-Committee of the Railway Conference.

Defects in the

arrangements 162. (i) Complaints of the inefficiency of the service provided by Railway

for the disposal ‘ i lic traffic have been addressed to usin a number
of paid publis  lelegraph systems for paid pub

traffic by of places. Adequate grounds appear to us to exist in many cases for the dissatig. .

ggﬁagggph faction that is felt, and this would probably be admitted by the Railway

systems. officers themselves. To some extent the inferiority of the Railway service is
inevitable, and cannot be completely® removed. Railway wires are erected
primarily for the proper disposal of the Railway traffic, and over these wires
Railway messages have, in practice, precedence over all others. Private
messages, therefore, must always be subject to some and occasionally to serious
delay, e.g., when an accident occurs and a number of Railway messages have
to .be sent in counection with it. Messages handed in at small way-side
stations are also inevitably retarded in reaching their destination. At such
stations the traffic does not justify the employment of whole-time signallers,
and the telegraph work has to be done by the Station Master or Assistant
Station Master, who have many other duties to attend to; and when the
message is despatched, it may have to be repeated from station to station by
the train wire until it reaches a station on a through wire. ,

(ii) While admitting, however, that some of the difficulties are inherent in
the system, we consider that any Administration, which accepts paid messages
from the public, isunderan obligation to make reasonable arrangements for the

. prompt conveyance of such messages over its wires. The avoidable delays
which at present occur in connection with private messages on Railway wires
are due mainly to the low qualifications of Railway signallers and the want of
adequate supervision of message traffic. For purely Railway work a high
rate of signalling is not essential, and’ the natural result is that Railway
signallers are not usually required to pass by any high standard, nor is their
pay sufficient to attract a well-educated or intelligent stamp of man. -Few
posts carrying more than a very moderate salary are open to signallers as such,
and the best men naturally pass into other branches of the Railway service
where better prospects lie before them.

Recommenda-

Hocommen 153. (i) We believe that a considerable improvement may be gradually

%%"?ﬁ?ﬁ?ﬁef.“ effected by extending the period of training, by raising the standard by which

[F?:ﬁ\tw :fv the signallers pass and by offering improved rates of pay. Much has already been
| ggg%:gph done by several Railway Administrations on these lines, and more may reasonably

be expected. The test by which Railway signallersare required to pass under
- paragraph 34, Chapter J of the Telegraph Code, is only 12 words per minute in
sending and 10 words in receiving. This standard, we consider, is too low and
should be raised. Where possible and where there is appreciable public traffic,
we think that the standard might well be raised to 16 words both in sending
and receiving; and we recommend that the necessity for this change should
be urged on the Railway authorities. As régards supervision, wo think that
Bailways should take all reasonable measures to ensure that paid public

iy

i
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REPORT OF THE TELEGRAPH COMMITTEE. 111

telegraph traffic is dealt with as expeditiously as possible, and might well con-
sider whether a class of inspecting officials should not be entertained specially
f?r this duty. |

' fii) The public traffic can also be expedited by the provision of additional’
transfer offices, by which private messages can be transferred to the Govern-
ment wires at an earlier stage, and thus conveyed more speedily to their destina-
tions. We recommend that the number of such offices on each Railway system
should be reviewed by the Director-General, and new offices provided where
the circumstances appear to call for such a measure. We also recommend
that combined offices should be opened at or near Railway stations from which,
a considerable number of public messages are despatched. In a few cases
combined offices have, with the consent of the Railway authorities, been opened
on the platform itself ; and though we recognise that there may be objections
to this arrangemerit, if frequent, we art nevertheless of opinion that offices may
usefully be opened on platforms Where the Railway authorities concur. We
consider, however, that the right of the Telegraph Department to open a com-
bined office close to, but outside the Railway premises, wherever the public
traffic justifies this measure, should be clearly recognised ; and that the fact
that message revenue will thereby be diverted from the Railway office consti-
tutes no valid objection to this course. We do not anticipate that this position
would be seriously disputed by any Railway Administration.

. 154. At the instance of the Director-General of Telegraphs we have
considered the question of the maintenance of Canal telegraph systems
by the Telegraph Department and the suitability of the rent charges made for
wires and instruments. The evidence which we have taken on this point
has invariably indicated that no change in the existing arrangements is
required. The Inspector-General of Irrigation, who favoured the Committee
with his advice on this subject, reported,* after consultation with the
Provincial authorities concerned, that all the Local Governments expressed
themselves satisfied with the present arrangements as regards construction,
maintenance and working, and had no suggestions to offer for a change in
these matters. He recommended, however, at the instance of the Govern-
ments of the Punjab and Bombay, that the present scale of charges per mile
of line and per instrument might be reduced, if the cost of construction and
maintenance admitted of a lower rate, and stated that from his personal
knowledge he was aware that the present charges had limited the length of the .
telegraph lines in many Canal systems. We -observe that the whole subject
was fully considered by the Government of India in 1897, and that the orders
issued in that year were repeated in 1903.+ We think that these orders are
"sufficient and appropriate and should be left unaltered. :

1556. (i) The Director-General of Telegraphs suggested } to us the necessity
for: providing regular Public Works Graded ‘Accountants in the offices of all
Divisional Superintendents and in the large signal offices, on the ground that
the work had become too heavy for the Head Clerks to perform as the accounts
were growing more and more elaborate each year. We questioned the Divisional
Superintendents on this point; and though a few held to the opinion that -
Public Works Graded Accountants were necessary, the majority thought that
T e Pids Appendix Q. ‘ )

- . ; ’ i : N
+ Public Wocks:Department Resolution No. 144-T., dated the 12th June 1897, Telegrapk Code, Appendix
A to Chapter J, and Public Works Department Resolution No. 24-C.W.—T., duted the 14th Janunry 1908.

" 1 8ee Part I of the Proceedings, pages 15 and 69. '
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this would be a needlessly cxpensive agency and that trained accounts clerks
were all that was wanted.
(i) With this opinion we agree, and we consider that Public Works Graded
.Accountants are not required either in the offices of Divisional Superintendents
or of Circle Officers or in the large signal offices ; more especially if accounts
are simplified by the adoption of the measure proposed in the next paragraph,
Accounts clerks already form part of the establishment in the offices
just mentioned, but from the evidence put before us we are of opinion that
some of them are not as well trained as is desirable ; this defect and the gradual
elaboration of the accounts have brought about the demand for regular Graded
Public Works Accountants. The aceounts clerks should, as far a8 practicable,
be either trained in or recruited from the staff employed in Examiners’
offices, more particularly iu the office of the Examiner of Telegraph Agccouuts.
156. (i) t hasbeen represented to ws by many officers of the Department
that the present system of accounts is unnecessarily elaborate, that an excessive
number of certificates is required, and that there has been a tendency for
some years past to relieve the Accounts Department at the expense of
executive officers by throwing an increasing amount of compilation work on

Divisions and Sub-Divisions, with the result that irregularity and objection

statements, with the additional correspondence involved, are on the increase to
the detriment of other work in the Divisional, Sub-Divisional and Examiner’s
offices.

(ii) Our inquiries satisfy us that these representations are well-founded,
and we consider that a simplification of the accounts is desirable which should
take the direction of less compilation work in Divisional and Sub-Divisional
offices, fewer certificates, destruction in Divisional offices of vouchers for small
amounts, and the direct transmission to the audit office of all signal office

accounts. The whole system wants thorough examination, and we recommend
that an Accounts Officer be deputed to make all possible simplifications in
consultation with the executive officers of the Department.
157. (i) Reference must be made in this Chapter to two matters which
~have a direct and most important bearing on the efficiency of the Gazetted
Staff of the Department. OFf these tke first is the training of Assistant
Superintendents for the responsible duties which as Superintendents of
Divisions and Directors of Circles they will ultimately have to perform.
The effect of some of our proposals wil be that officers wil hold charge of
Divisions at an earlier stage of their service than hitherto, and it is therefore
essential that their training should be completed before this stage is reached.
The recommendations which we have to make on this subject are—

(1) That the postings of officers to different Circles during the first five

years of their service should be made so as to give them
experience of the varied nature of telegraph work in this.
country.

(2) That at some time during this pericd every Assistant Superintendent
should be posted for not less than six months to one of the
Presidency or other large telegraph offices in order that he may
obtain a thorough practical knowledge of traffic. ,

(3) That when special works have to be carried out in Circles such as
the laying of cables or the erection of masts, facilities should be

given by the Circle Officer to officers in his Oircle who are.

experiencad in such duties to attend and see what is done.
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(4) That Directors should in the course of their tours satisfly them-
selves that Divisional Superintendents are adequately training
their Assistants.

¢ii) So much importance do we attach to the training of Assistant Superin-’
tendents to fit them for the appointments of Superintendents, that we
should have had no hesitation in proposing an addition to the number of
Sub-Assistants (General) had we thought this really necessary in order to
enable Assistant Superintendents to be temporarily relieved of their ordinary
duties in Divisions for special training in telegraph offices or otherwise,
as above progosed. We are, however, of opinion that any difficulty that
may avise can, for some time at any rate, be met by adding to the numbers
of Inspecting Telegraph Masters and Sub-Inspectors, 1st grade, and that no
inorease to the number of Sub-Assistants should be made until experience
shows it to be indispensable. . ’

158. The second matter to Wh)ich we desire to refer here is the grant of
study leave to the Buperior Officers of the Telegraph Department. Rules
regulating the grant of such leave are already in force in the case of the
Indian Medical Service and the Indian Forest Department, and we under-
stand that the question of adopting such rules in the case of the Telegraph
Department has engaged the attention of the Government of India on a
representation from the Director-General of Telegraphs urging that the
present arrangements had beer found inadequate and unsatisfactory. We are

* of opinion that the Officers of the Department should consider it a part of their

duty to keep their professional knowledge up to date, and that the necessary
faoilities should be afforded to them for the attainment of this object. Should
it not be attained, much of the trouble and expense involved in the reorganisa-
tion of the Department which we have proposed will be thrown away. 'fhis
remark applies specially to the officers of the Traﬂic Bmflch of which we pro-
pose the eventual formation; and to those of the Technical Branch, who must
obviously keep abreast of the progress of electrical science. For these reasons
we recommend the introduction of liberal rules, so as to enable the gazetted
Officers of the Department to study the“}atest improvements in electrical science
and traffic working.

159, (i) Our Report would be ineomplete were we to omit all reference
to one of the chief branches of the subordinate establishment which has not
yet been mentioned, except incidentally. The construction and maini':enanoe
of the telegraph lines throughout India is carried out, under the supervmion of
the Officers of the Department, by the subordinate Line Establishment. Linemen
are recruited from the labouring classes and are usually employed for some
time as coolies, either permanent or temporary, before they are appointed as
linemen. The pay they receive varies according to the locality from Rs, 10 to
Res. 20 per month, 'The Sub-Inspeotors are in all cases promoted linemen and
are divided into three grades, the rates of pay being— ;

Res.
Ist Gl'ade . L] . s . - . v . 5 0“ 5 —80
2nd. » . . - . . . . 25"*8— 40

3l’d ” . ] . .. . . . . . 25 ﬁxed.
There are 20 Sub-Inspectors in the first grade, 80 in the second, and 229 in

the third. .

~  (ii) To each Division is assigned a staff of Sub-Inspectors and linemen
which is fixed according to the length of the lines which have to be maintained
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and the country they traverse, but no uniform scale has been or can be laid
down which would be applicable to every part of the country. A distinction
obviously exists between road lines and railway lines, for the number of
miles of line which can be efficiently looked after by a single lineman or a single
Sub-Inspector must clearly be greater in the case of the latter than in that
of the former. Again in the case of railway lines a smaller establishment will
suffice where the train service is frequent and the staff can move rapidly from
point to point than where the trains arefew. Asregards road lines, much depends
on the nature of the country and the extent to which the line is liable to
interruption; ond where, asin parts of Burma and Assam, th.e line passes
through tracts of dense jungle remote from human habitation, the staff may
have to be speocially strengthened. The determination and distribution of the
line staff is therefore essentially a local matter on which general rules cannot
be laid down, : . S _

(iii) The Divisional linemen and Sub-Inspectors are expected to carry out
petty construction work in addition to maintenance duties. But they are
nowhere sufficient for the execution of important construction works, and
in such cases assistance is given from the departmental reserve for construc-
tion which is known as the Construction Branch. The Sub-Inspectors and line-
men included in this Branch are attached temporarily to the various Divisions
according to the importance and nature of the work to be done. The total sane-
tioned staff permanently posted to Divisions numbers 278 Sub-Inspectors and

1,678 livemen, while the construoction reserve consists of 51 Sub-Inspectors and

138 linemen. If an average is struck for the whole country, each Divisional
lineman is in charge of 89'8 miles of line while each Sub-Inspector has 2402

miles of line to supervise, but these figures cannot be relied on as a basis for
fixing the staff in any particular Division.

(iv) We have made careful inquiries during our tours as to the adequacy of
the existing line establishment in Divisions, its efficiency and the suitability of
the rates of pay. There is strong reason to believe that in some
number of Divisional Sub-Inspectors and linemen is ins

sufficient for maintenance alone, angf that, when construction has had to be
done by the Divisional staff, maintenance has suffered. This would indiocate
that the staff was inadequate were it not for the fact, which is vouched for
by a high officer of the Department, that owing to difficulties in recruitment
the staff has not been brought up to the strength sanctioned. 8o long as this
state of affairs continues it is impossible to afirm with confidence that the
sanctioned, as distinguished from the actual strength is too small. The facts,

however, appear to us to warrant a strong presum

. ption that the rates of pay are
in some places insufficient to attract suitable men and this defect should be
remedied. Another point in the system which appears to require correction

is the grading of the Sub-Inspectors which at present is far from satisfactory,
the numbers in the first, second and third grades being approximately in the
proportions of 2, 8, and 23. We cobsider it essential that the grading
should gradually be improved by the transfer of appointmenits from the
lowest to the two higher grades. The pay of linemen must necessarily vary,
not only from Circle to Circle, but also in different parts of the same Circls,

' places thte
ufficient or barely

and the number of Sub-Inspectors in each grade must be determined, to seme |

extent at least, by local circumstances a

nd the nature of ‘the work to
be done.

It would therefore be impossible for us to attempt to prepafe
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detailed proposals dealing with a subject in which local circumstances play
so large a part, but in this matter, as in many others, we are confident .that
yeform will be effected by means of the Circle Scheme. Itis on the Oircle,
Officer that reliance must be placed to see that the line staff are properly paid
and sufficient in number, and it is to meet cases of this kinfi, amongst others,
that we have proposed to place at the disposal of the Dlrector-Ge'neral of
Telegraphs an annual grant for the inorease of fixed permanerft establlshm.ent.
He will then be in a position to sanction, on the recommendation of the Circle
Officers and without reference to Government, additional 1inenc.1e.n, where
required, on such pay as he finds suitable ; and also 1:,0 empl-oy additional Sl.lb-
JInspectors and gradually to improve their grading by increasing the proportion
of the higher paid appointments.

(v) We have proposed ® that the Cirole Officers shall have power to transfer
members of the line establishment from one Division to anot?xer to meet the
varying exigencies of different’ localities. This measure w111. lend greater
elasticity to the system, and will prevent the waste of power which may occur
when one Division is shortbanded and another has men to spare. If the
proposal is approved, we consider that the Construction Brz.u'mh may well be
limited to the number found to be necessary to meet mlhf,ary demands for
expeditions, to supply deficiencies where the divisional staff is nor'mally small
and exceptional works become necessary, and generally for construction works of
exceptional magnitude.

160. There are several matters affecting the subm:di.nate officers of. the
Telegraph Department in which we think tl.xat the existing system admits of
improvement. These are Security Degosits, Fines and Rewards, House Accom-

i 'elegraph work on Sundays.
mOdalt(I;Z)lI.1 ?iljd‘;.l po?ntpwhich bas attracted our attent.ion is thaf: every signaller
on entering the Department is required to furnish security to the extelft
of Rs. 150 and that one-fifth of his pay is deducted monthly until this

. sum is made up. It is possible that this system may bave originated

in the early days of the Department when telegrams were ?)ooked by the
'signa'ltlers themselves, and when thesefore they were entrusted with tlfe custody
of money and stamps. This, however, is no longer the case. In all 1mp91:tant
Departmental offices there are boo‘l.iing clerks, and the slg.nallers are entxrely
pelieved of this duty. In small offices, where separate b?oklng clerks are not
employed, the Telegraph Master in charge is responsible foF the cash and
stamps. The security deposit is still retained, but f.or N dlf?ereut reason.
Every signaller is required to execute an agreement binding himself to give
three months’ notice in writing of his intgntion to lea.ve the .Depa.rtmen!;, and
in default of such notice to forfeit the amount of his deposit. The ol.)]ect of
the system, therefore, seems to be the protect{on o.f Government a.gamg(; the
inconvenience and loss caused by the sudden resignation of an. ot!iog.r who has
received an expensive training. For this purpose, however, it is ineffectual.
‘We have been informed that the men who leave the Depa,rtmegt snddenly. are
usually those who do so to better their prospects, because thgy have recglved
the vffer of more remunerative employment elsewhere. In such cases the
Forfeiture of the security does not, it is said, act as a deterrent, and the men are

s willing to sacrifice what they have deposited rather than fo give up a permanent

chince of bettering themselves, But, besides this, papers have beezf hi_d
‘pefore the Committee by the- Director-General of Telegraphs, from wh}ch 14;“
‘ appeérs probable that the forfeiture of the deposit in cases when due notice of

~ # Vide paragraph 19 and Appendix F, item No. 20.
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resignation had not been given would not be enforced by the Courts, .and in
fact it is no longer the practice to forfeit the security in such cases.

(ii) We have pointed out.elsewhere that the low initial pay of signallers
has become a serious hindrance to the recruitment of men of agood stamp, and
the effect of the low rate of pay is intensified when the salary which a signaller
receives during the first 18 months of his service is reduced by one-fifth. The
removal of the deduction, which is at present made, will therefore of itself be
beneficial to the Department. Nor is it necessary, in our opinion, that the
security should be retained as a safeguard against sudden resignation, or that
it should be required from those senior members of the signalling establish-
ment who are responsible for money or stamps. We have gathered from
Mr. Berrington’s report that the British Post Office acts on the principle that,
when an officer resigns suddenly, the loss to Government is on the average
covered by the saving that is effected in respect of his pension. The same
principle would appear to apply in India, espzcially in the case of Telegraph
Masters and Traffic Sub-Assistants, who though responsible for the cash and
stamps in an office, are senior men. Our recommendation, therefore, is
that no security should be taken from Traffic Sub-Assistants, Telegraph
Masters or signallers and that the deposits already made by officers of these
classes should be refunded. We would also include in this recommendation
Sub-Assistants in the Gemeral List because (1) the nature of their duties is
not such as to necessitate their furnishing any security; (2) they will already
have furnished security as members of the signalling establishment and should
therefore be granted a refund; and (3) consistently with the view of their
duties just expressed, they are not in practice required to furnish any fresh
security on appointment as Sub-Assistants. As regards the other classes of
exployés enumerated in paragraph 1 of Chapter F of the Telegraph Code only
those who have the custody of cash or stamps should be required to give
security.

162 (i) Wehave been much impressed by the serious administrative defects

of the present system of Check Office fines. 'Thege fines are often imposed by a

necessarily mechanical application of the rules and by a distant authority with-
out reference to the possible excuses or general character or conduct of the in-
dividual punished. The penalties are assessed ata percentage on salary, often a
very heavy one. They are quite uncertain in their operation, because it is im-
possible to examine all drafis and the fines have usually resulted from the
examination of only a proportion of messages. Even if fines are imposed only
when complaints bave been made by the public, the uncertainty for obvious
reasons remains and discipline is in no way improved by such punishments.
The signallers naturally regard a Check Office fine not as a justly imposed
Penalty, but as a bit of bad luck, which must be accepted as an incident of their
service. This view is so far endorsed by authority that Check Office fines are
not taker.x into consideration in awarding increments or making promotions. In
‘?.nother important respect the system is unfair, 'When the nature of the fault
is such that it is impossible to determine whether the sender or the receiver was
to blame, both are fined,
shoul%l)hf:: :l;ese reasons we are atrongly of opinion that the Check Office
duty of the Obs :)]:Wgel;'i .:: _ﬁr.le tt}l:e Signal Otfice staff .i.ncluding t}le olerks. The
of complatnts o otherwism : ca;ze (l))f mistakes dlsooverefl in consequence
Superiatendent of (. Diﬁ;;s ould be confined to reporting the case to the
or of the Office (as the case may be) for disposal.
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(iii) We do not think that the power of fining can be abolished altogether.
Fining is occasionally, though in a well managed office rarely, necessary; but
it should be laid down clearly in the Code that fines are seldom to be inflicted,

~ as deductions of pay for petty irregularities discourage officials greatly. The

proper punishment for casual acts of carelessness or mistakes is a warning, or
at most an entry in the character book. More serious offences can be dealt
with by the withholding of an increment or of promotion, or by degradation.
The Code should provide that fines should never be excessive, and should not
exceed 10 per cent. of pay in any one month. The order that a fine must be a
percentage of pay should be “rescinded; and it should be left to officers to

decide the amount with reference to the circumstances in which the offence

was committed. We recommend the adoption of the rule observed in the
Postal Dgpartment that the fining of officers drawing Rs. 100 and upwards per
month should be prohibited altogether. - :

(iv) We consider that in no case should any punishment be imposed unless
the fault can be brought home to the guilty party. To punish two persons,
when it is impossible to say which is to blame, is indefensible.

(v) That portion of paragraph 185 of the Traffic Code, which refers to the
fining of Telegraph Masters, should be cancelled. A Telegraph Master’s busi-
ness is general supervision. :

(vi) Emulation between offices is desirable ant_l can best be encouraged by
the regular communication to the Circle Officers, Superintendents and Offices
concerned, of order of merit lists showing the traffic disposed of by the most
important offices in each Circle, and the average outturn for each signaller.

(vii) A yearly grant isalready placed atthe disposal of the Director-
General for the purpose of giving rewards to the signalling establishment., This
grant is, however, practically restricted to payments for overtime. We consider
that the Director-General should have at his disposal a further grant, out of
which he could sanction rewards to individual employés below the rank of Sub.
Assistant Superintendent for specific acts of exceptionally good or courageous
service. , o

168. (i) The question of house accommodation was referred to the Committee
by the Director-General of Telegraphs * and was dwelt onby practically every
deputation of the signalling establishment which we received, the general ground
of complaint being that the scale by which accommodation is regulated is
insufficient, especially for married men with families, and that it results -in
overcrowding and insanitary conditions. The dormitory system was also objeeted
to as preventing privacy. The quarters were inspected at different places and
instances came to our notice of the conditions complained of, as well as of cases
of quarters being unoccupied, the staff preferring to hire accommodation for
themselves, even though the adoption of this course, while quarters were vacant,
entailed the loss of ‘their allowanoes, From the evidence received it
would appear that the majority of the men prefer to make their own arrange-
ments, the unmarried men clubbing together and renting a house. The
TMelegraph Department does not undertake to provide accommodation for its
signallers aund in view of the general unpopularity of the quarters already
existing, we recommend that, subject to what is said below regarding young

* Soe Port I of the Proceedings, page 24.
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signallers, no fresh quarters should be rented or comstructed except (1) for
those officers who must live on the telegraph premises, and (2) in places
where the staff are unable to hire accommodation for themselves. .
(ii) The rules relating to thescale of accommodation are given in Chapfer H
of the Telegraph Code, paragraphs 62-81. TUnder these rules the unit of
aecommodation is one room of an area of about 220 sq. feet with a bath room
and such verandahs as the aspect and climate may render necessary. The
accommodation allowed to an unmarried signaller is half of such an unit, to
a Deputy Telegraph Master one unit, and to a Sub-Assistant Superintendent
or Telegraph Master in charge of an office two units, We have examined the
rules for accommodation on State Railways as given in Volume IV bf the Public
Works Department Code, and find that the scale there prescribed is more
liberal than that laid down for the Telegraph Department, the unit of aceom-
modation being one room of an area of about 250 sq. feet. We consider the scale
laid down for the Telegraph Department is ihadequate, and we recommend that
the absolute unit should be one room of an area of about 220 sq. feet with
bath-room and necessary verandahs. A Sub-Assistant Superintendent.in
charge of an office should be allowed free three such units,a Telegraph Master in
charge or a married Telegraph Master two, and an unmarried Telegraph Master,
or a signaller whether married or not, one unit. In allotting accommodation
the needs of the men required to live on the premises must receive the first con-
gideration, any excess accommodation being allotted to them to the extent

necessary, and rent being paid under the existing rules at the rate of Rs. 2-8-0 -
per 100 superficial feet for all accommodation in excess of the free scale. Over--

crowding should not be permitted and paragraphs 77 to 79 of Chapter H of the
Telegraph Code should be strictly observed, the person concerned being required
to rent any extra accommodation which is available and is demanded by the size
of his family. In the case of existing quarters, if it is impracticable to divide
them according to the specified areas, the nearest division possible should be
made, and no rent charged for any excess which has to be allotted over the
preseribed scale, )

(iii) It is essential that the Sub-Asgistant Superintendents and Telegraph
Masters in charge of offices and the Testing Telegraph Masters attached to offices
should reside on the telegraph premises. Though it is not essential that the
rest of the staff should live on the telegtaph premises, it is desirable that they
should live sufficiently near for their services to be available when needed.
Should any accommodation still be available after the elaims of the former have
been met, the latter should be required to occupy it rent free, forfeiting their
allowances for the period of occupation. In all offices where night work is
necessary dormitories should also be provided for the use of that portion of
the night watch which is not actually on duty for the whole of the watch.

(iv) Asanexception to the general recommendation that quarters should be
provided only for members of the staff required to live on the telegraph
Premises, we propose that young signallers on first joining the Department should
be provided with quarters, unless they are able to live with their parents or
relatives. These signallers are lads on low pay, and wo think it very desirable
that they should be required to reside in Government quarters to ensure
'tl.1e.1r living in healthy looalities and to bring them under some sort of super-
vision, The quarters needed for these signallers will be few and in selecfed
Places only, and they should be occupied by signallers' with less than five years’

service,the senior men vacating, if necessary, as the juniors join. They should
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be built in one block with a common mess room, and each signaller should be
given aroom of an area of about 220 sq. feet with a bath room. Attached
should be quarters for a married Telegraph Master or signaller, who should ,
li‘avem general charge of the quarters and be responsible for order and the
supervision of the premises.

, 164. (i) One of the causes which render employment in the Telegraph
Department unpopular and pro tanto hinder recruitment, is the fact that the
employés have to attend office on Sundays and holidays throughout the year,
and work on these days as part of the ordinary routine of their service. We
cannot doubt that any measure which will have the effect of reducing Sunday
and holiday work will be a real boon to the staff, and we have deemed it our
auty to consider carefully how far this can be accomplished without detriment
to important pulllﬁc interests. At present the ordinary practice is that first
class offices (i.e., those which are open from 0 hours to 0 hours), remain open
on Sundays and holidays as on other days, while second and third class offices
(4.e., those which close for the night, and those which are open for a part of
the day only), open on Sundays and holidays for shorter hours than ou other
days. We understand that in the United Kingdom the principal Telegraph
Office in any large commercial centre is open always, but that on all Sundays
and on Christmas Day and Good Friday the town sub-offices are closed. In
other places the Telegraph Office is usually open on Sunday morning for
two hours only in England, Wales and Ireland, and for one hour in Scotland.
In this country the practice in the Post Office is to restriet Sunday work as
much as possible, and in sceordance with rule 2 of the Indian Postal Guide
New Year's Day, Good Friday, the King’s Birthday, Christmas Day and all Sun-
days are Post Office holidays. This rule also prescribes that Telegraph Money
Orders are granted on every day of the year, that postage stamps, postcards,
and embossed envelopes are always sold on the day on which the mail for Europe
is olosed, but that otherwise no business is done with the public on Post Office

holidays.

(if) We are of opinion that first class offices should remain open alw?ys as
at present, and we are not in a positian to recommend any general alteration in
the hours at whioh second and third class offices are open on Sundays and
holidays. But we think that in every place, where there is more than one
telegraph office, the question of completely closing on Sundays. all or most
of the telegraph offices other than the principal one should be considered by the
Director-General, and appropriate orders passed. Further, we recommend that
from O hours to O hours on Christmas Day, New Year’s Day, Good Friday and
the King’s Birthday and on all Sundays only Urgent messages should be

« yeceived from the public, an exception being made in the case of Press messages,

which would continue to be received as at present. If this proposal be adopted,
only the minimum staff required for the disposal of the traffic remaining at
0 hours on Sunday morning and of the incoming Urgent and Press traffic need
be called on to attend office ; and a considerable proportion of the telegraph staff ‘
will get the benefit of the weekly day of rest. Itappears tous to be reasonable

that telegraph work on Sundays and holidays should be reduced as much

as possible, and that members of the public who desire to send telegrams on
guch days should be required to pay the Urgent rates.

165. 'We have now to deal with two requests which were put forward bj

yoarsh o represontatives of the subordinate staf, but which we are unable to

L3

recommend for the approval of Government. In a number of places visited by
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the Committee the delegates of the signalling establishment represented that,
in view of the fact that Telegraph officials have to work on Sundays and
gazetted holidays throughout the year, they should be allowed to retire on full
pension after twenty-five years’ service, and on full invalid pension on the
completion of twenty years’ service. Along with this representation has been
considered a proposal, which originated in the Committee itself, that power
should be taken to compel the retirement on a proportionate pension after
twenty-five years’ service of signallers who have been found to be inefficient
and unfit for promotion. 'We are of opinion that the request of the signallers
is not one which should be granted, and that Article 448 of the Civil Service
Regulations sufficiently provides for cases in which compulsory retirement is
expedient. N

166. (i) Nearly all the deputations of signallers received by us.on tour
represented the desirability of institutirg a Provident Fund for the benefit of
the signalling establishment. The underlyifig idea evidently was that Gov-
ernment should add a bonus equal to the amount subseribed, pensionary rights
being nevertheless retained, Tt was pointed out that the equal bonus, though
suited to Railways, was impracticable for a pensionable service, and the
delegates were closely questioned as to the acceptability of a Provident Fund
similar to that which is maintained for the officers of the Department, The
system of that fund is that subseription is compulsory up to a limit of 5 per
cent. and may extend to 10 per cent. on salary at the option of the subscriber.
Pensionary rights being unaffected. No bonus is given by Government, but
interest is paid on the subscriptions. On this system being fully explained
the reply of the delegates almost invariably was to the effect that they would

like to see such a fund instituted ; and that they believed it would be accept-
able to the signalling establishment.

(ii.) No doubt this was the view of the delegates themselves, but it does not
follow that a Provident Fund on the terms suggested would really be welcomed
Py the establishment generally. We cannot recommend any scheme which.
1nvolves the grant of a bonus from Government ; and we are not prepared to
support & scheme on the lines of the Officer’s Fund for the signalling establish-

ment or for clerks—the latter having included this subject in some of their
petitions—because—

(1) future entrants, in whose oase subscription would be compulsory,
would probably regard this obligation as a grievance ;

(2) the maintenance of the accounts of such a Fund would require a
large staff and involve much trouble ; and

(3) there is, so far as we are aware, no precedent for starting such a

Fund for non-gazetted pensionable establishment.

167. We have received various representations from Task Work Delivery
and Office Peons. The most important point raised is the request of the Task
Work Delivery peons that their service should be classed as superior, This
request has recently been refused by the Government of India,* and we do not
feel in a position to re-open the matter. A very frequent complaint is that
the men are entertained too long on merely temporary appointment. With
lfference to this we note that if a proposal made elsewheret is approved by

1907. Government of India, Departuent of Commerce and Industry, letter No. 880-95, dated 26th Jauuary

t Vide paragraph 18 (iv) above, Temporary Establishment, 111,
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Government, the number of men without permanent appointments will not be
‘unduly large. With the other points raised by the peons the Director-
General of Telegraphs can best be left to deal.

168. Before we conclude this Chapter we must refer to certain subjeots
in which the commercial community are particularly interested. The
desirability of reducing the existing tariff for foreign messages was brought
to our notice by the representatives of several Chambers of Commerce,
and a special plea was made by the Bombay Chamber for the reduction of the
rates to Japan and Aden. We do not consider that any questions relating to
fdreign teleg'rams fall within our mandate, and on each occasion we have

» informed the representatives of the Chambers that we were unable as a Com-

mittee to deal with.the matter or to offer any recommendation to Government,
‘We have; however, thought it right to draw the attention of the Government
of India to the strongly expressed representations of the mercantile community,
and we are confident that suitable action will be taken when opportunity
arises.

169. A reference may here be made to another point which formed the
subjéot of a representation by the Chambers on several occasions. The rules

" recently issued regarding the inadmissibility of such Code words as are com-

binations of two or more words in plain language contrary to the usage of the
language, have been criticised as imposing an unnecessary restriotion on the
senders of telegrams. The rules require that the sender of a telegram in Code
or in any plain language other than English or the vernacular should sign a
certificate that the message does not contain any such inadmissible combina-
tions. Exception has also been taken by the Bengal and Upper India Chambers
of Commerce to the procedure under which the certificate has to be signed on a
printed slip attached to the back of the Telegraph form, so that a double sig-
nature is required to every Code telegram. 'We understand that the certificate
is intended to ensure compliance with an International rule which is binding

on all Telegraph Administrations, and it is unnecessary therefore to deal with

the merits of the question. But as regards the double signature, it may be
pointed out that the diffculty can be niet by printing the certificate imme.
diately above the space in the form where the signature ‘of the sender has to be
written ; and it seems advisable that, as soon as the existing stock of forms has
been exhausted, & revised form should be introduced which will obviate the
inconvenience now felt in this respect. |

170. It may be convenient to refer here also to two suggestions which were
made to the Committee by the Upper India Obamber of Commerce, vis., the
publication in the vernacular of the rules for Inland telegrams and the representa-
tion of the Telegraph Department in Chambers of Commerce. Both these
recommendations appear to us to deserve very favourable consideration. We
understand that an abstract of the postal rules in which the public are chiefly
interested is publishéd by the Post Office in all the more important verna-
culars of India, and we think that if a similar abstract were prepared by the
Telograph Department and translated into, at any rate, a few of the most

widely used languages, this would be beneficial both to the public and to the

Department. ) |
® 171, As regards the latter suggestioh, it is unnecessary for us to dwell
on the advantages of maintaining close relations between the officers of

¢ the Department and the commercial community. Railway officers are
o ) .

L4
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already members of the Committees of several Chambers, and we have reason ’
to believe that these bodies would be glad to have Telegraph officers also on the. CHAPTER VL
} Con{rlr:littees. We trust that this arrangement may be made wherever SUMMARY AND CONCLUSION.
possible. : .
i : . We have now completed our review of work of the Telegraph Depart-
Sisarss-Burma 172. (i) The Chamber of Commerce at Rangoon drew our attention recomry Of 174 P

. . ; ant i its branches, and it remains that we should summarise the chief
to the necessity of improving telegraphic communication between India mm ment in all its

Revision oi the

and Burma. At present all messages have to be transmitted by one or
other of the two land routes, of which one enters Upper Burma from Assam
through Mapipur and the other follows the Arakan Coast to Taungup and then
strikes across country to Prome. In both cases the line passgs through a

long tract of inaccessible and sparsely inhabited country, where interruptions -

from various causes are frequent and repairs are difficuit to execute. We
understand that when both limes are, in full working order the existing
wires ‘are quite sufficient, but that when one route is interrupted and
all messages bave to be transmitted by the other, the wires become congested
and cannof carry the whole of the traffic. The result has been that Deferred
messages are often most seriously delayed, and that for weeks at a time during
the past year they were not accepted for transmission at all. The Chamber

suggested that in order to remedy this state of affairs the Baudot system of |

working should be introduced between Burma and India, and that an alter-
native route should be provided, which would not be subject to interruption,
by laying & cable from the Madras Coast to Burma.

(i) We have ascertained that the Government of India, before considering
seriously the question of undertaking the very large capital expenditure and
heavy maintenance charges which would be entailed by the adoption of the
last mentioned suggestion, have asked the Director-General to examine more
fully the feasibility of improving the land lines to Burma, not only by the
provision of additional wires, if necessary, but primarily by the entertainment
of additional line establishment and the supply of stores at suitable points.
Information has also been received that Baudot instruments have recently been
installed at Akyab and Rangoon, and that Calcutta has commenced to work
Rangoon on these instruments with Akyab in translation. We believe that
the results obtained from the use of a Baudot installation on one or both of the
present land lines, from such of the meusures contemplated by the Government
of India as may finally be adopted, and from the improvements already intro-
duced by the substitution of agrial spans for river cables in certain localities,
will obviate the necessity for any sea cable between Cape Negrais and Madras.

173. The proposals which we have made in this Report will
necessitate substantial modifications in the Telegraph Codes,
tions. The Departmental Committee * which prepared the decentralisation
scheme in 1904 recommended that a thorough revision of these compilations
should be undertaken, and that an officer of some standing should be placed

on special duty for the purpose. We endorse the recommendation of the
Departmental Committee,

, if adopted,
rules and regula-

* Vide paragraph 46 of the Report of Messrs, Thomas and leMailtr;—W s

‘recommendations for its improvement which have been made in the foregoing
Ohaptérs. ‘We have been convinced that radical changes in the organisation of
the Department are necessary if, without Aundue increase of establishments and
consequently in expenditure, the staff is to cope successfully with the great
trowth of trafic. Our proposals will cost money, but they have been framed
with the greatest *possible regard to economy, and we cannot doubt that if
traffio continues to increase, they will very oconsiderably curtail the additional
-expenditure whiclt would otheryise be.inevitable. The main proposals which
bave been made are the following* : — |

(1) The division of the country for Telegraph purposes into eight Circles
corresponding as nearly as possible with Provincial limits and intended ulti-
mately to be exactly coferminous with Postal Circles. (Pa,ra,grapl.ns b, 6 and 7.)

(2) The appointment to the charge of each Circle of ahigh Telegraph
Official with the title of Director of Telegrapbs. ( Ditto, )

(3) The reorganisation of the Head-quarter staff of the Department: the

‘rovised staff to consist of—

1 Director-General 1 Personal Assistant to the Director-
' General
1- Direotor of Traffic , 1 Assistant Superintendent for Traffic
1 Director of Construction 1 Assistant Superintendent for Con-
» struction.
(Paragraphs 7 aud 8.)

(4) The Directors of Oircles and of Traffic and Constraction to be placed

* on one list and their appointments to be interchangeable. (Paragraphs 7 and
84 (iii).)

(5) The abolition of Sub-Divisions and the constitution of the Division as
the unit of administration. (Paragraph 1-0.).

(6) The increase in the number of Divisions from 20 to 84. ( ditto. )

(7) The veduction of the clerical establishment of the Direction, a saving
of Rs. 1,412 a month being effected. ( Paragraph 8.)

(8) The creation of the office establishments of Circle Officers and revision
of the clerical establishment of Divisional Superintendents, the additional cost

. being Rs. 4,533 a month. (Paragraph 15.)

(9) Proposals for improving the financial control exercised by Govern-
“ment over the Department and for increasing the powers of the Director-General
to incur expenditure both on works and on establishment. (Paragraphs 16 and
18 and Appendix BE.) ,

(10) The grant for this purpose to the Director-General of Telegraphs of
power to incur extra expenditure on fixed establishment up to a maximum of

* Re. 1,80,000 a year sabject to the condition that the total sanctions together

in any one year shall not increase the expenditure on account of fixed
“establishment to be included in the Budget Estimate of the following year by

» @ largersum than Rs. 30,000 a month or Rs.8,60,000 a year. (Paragraphs 16

and 18.Y

.* The minor proposals here omitted will readily be traced from the Table of Contents.
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(11) The devolution to the Directors of Circles of extensive powers and the
enlargement of the powers of Superintendents. (Paragraph 19 and
Appendix F.) '

(12) The eventual formation of a Traffic Branch consisting of the Sugerior
Officers employed in the large signal offices, (Paragraph 21.)

(13) The immediate formation of a Technical Branch consisting of an
Electrical Engineer-in-Chief, five Electrical Engineers, three Technical Sub-
Assistant Superintendents and thirty-eight Telegraph Masters and signallers,
the eventual extra cost as compared with the existing establishment being
Rs. 42,984 per annum, (Paragraphs 25 to 29 and Appendix G.)

‘

(14) The revision of the scales of pay of the administrative officers of the

Department so as to equalise the prospects in the Departraent with those in
the Public Works Department. The cost of this measure is Rs. 37,800 per
annum, of which only Rs. 6,000 is properly debitable te the Circle Scheme.
(Paragraph 35.) , A

(15) Improved arrangements for the selection and appointment of can-
didates for the Provincial Service Branch of the Superior Staff. (Paragraph
40.)

(16) Proposals for improvement in the selection of Traffic Sub-Assistants
and for the formation of a new grade at a cost of Rs. 4,800 per annum.
(Paragraph 44.) ,

(17) Proposals for improvement in the selection and trainin
Subordinates of the General Branch. (Paragraphs 46 and 47,)

' (18) The reorganisation, as summarised in paragraph 61 of the Signalling
Establishment at an immediate maximum cost of Rs. 3,07,000 and an ultimate
cost of Rs. 3,30,000. |

(19) The revison of the pie-money system as summarised in paragraph 83,

(20) A scheme for the automatic increase of the Signalling Establishment
in proportion to the increase in traffic. (Paragraph 84,)

(21) Proposals regarding the manner in which increases of
establishment should be sanctioned. (Paragraph 85.)

(22) Proposals for the extension of recruitm
from European Schools. (Paragraph 87.)

(23) Proposals for the improvement{ of the Training Classes for signallers,
(Paragraph 88.) '

(24) The raising of the qualifying test for De
twenty-three words a minute in plain language and fo
in thestandard for
and 90.)

(25) Abolition of the annual test in signalling, (Paragraph 89.)

(26) Arrangements for the reduction in the number of transfers of signal«
lers and Telegraph Masters. (Paragraph 91.)

(27) Change of the designation of all signallers to “Telegraphist.”
(Paragraph 92.)

g of U pper

the supervising.

ent for the General Scale

partmental signallers to

I a corresponding increase
Postal signallers and Military Telegraphists. (Para graphs 89

(28) Proposals for the appointment of female signallers. (Paragraph 94.)
(29) Improvement of the Combined Office system. (Paragraphs 96 to-
109.) This includes—
() The adoption of a more liberal
graph 97.)

(6) Annual programme of new Combined Offices to be opened, (Para- ’
" graph 98,) |

policy regarding Guarantees, (Pars-
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(¢) A higher standard of efficiency amongst Postal signallets.. (Para-

h 99.) ' -
(d) 'l‘hfrzgant of allowances to Postal signallers while under training.

ditto. )

(e) Imp(roved rates of pay for Postal signallers (paragraph 101), and
for that purpose—

(/) The placing of an annual grant limited to 35 per cent. .of the revenue
from Combined Offices at the disposal of the Dlre.ctor-General
of the Post Office, for all expenditure on Combined Offices.
Paragraphs 102 and 103.) . )

(9) Re.cfruitmoent of the Local Scale from Postal signallers, (Paragraph

104.) .
05 Trainin)g of Postal Superintendents in Telegraph work, (Paragraph
105.) "+ .

(5) Inspeotion of 3rd class Combined Offices by officials of the Post
Office. (Paragraph108.) . .
(30) Statement of principles which should goverr; the classification of
i h 108.
Departmental and Combined. (Paragrap )
omce(s?,als) Pxﬂ)posals for the conversion of certain Departmental Offices. (Para

graplzgl"l)o;}‘he immediate transfer to the charge of the Examiner of the greater

rtion of the work now carried on in the Check Office and the ultimate

" transfer of the remainder. (Paragraph 111.)

(33) The eventual, amalgamation and decentralisation of Postal and
' ts. (ditto.)
meleigl;llﬁ?,;(;g:l for a new Signal Office in Calcutta. (Paragraph 11512.)8‘ti
(35) Simpiiﬁoat.i&n of the work in the Check Office gnd the formation
I 118.) |
jstical Branch. (Paragraphs 113 to 1] o .
ofe ?;Z;lsgzzrganisaﬁon of théj Store Branch. Thfs will effect a saving of
abouf Rs. 600 3 month (paragraphs 119 to 126) and mclude;— - .
) i intendent o res an
lition of the appointment of Superin ‘ .
“@ Thet::()a;);ointment of an offiger trained in store work as Ohief Store
Keeper. (Paragraph 121.) .
b) The dépl'())ts at Madras, Bombag, Karachi, and Rangoon to b? t};;
( source of sufply of all stores for the whole of the areas assigned
to them. (Paragraph 122.) .
n of h large
' radi jsati d pay for- the clerks in each large
Gradual organisation of graded pay lo . :
signa(lszgﬁéépé'ﬁé"fpr gﬂ?@ olerks in the small signal offiges in egoh Oirole.
Pasagraph 185 (i) o
(Pamg;?l;’:o:o;al; )for the simplification of procedure in signal offices and the
aooelei"atidﬂ of tréﬂip ﬁpereiq. (Paragraphs 138 tp 141) e
o 39) lie(fuétj.i)j,n of the main classes of telegrams to two and I sion, of
(tes for the Urgent class, the loss of revepue to (‘}pyerg!geg\ _f_gltﬁg
g':; rf;ted as Bs. 1,80,800 or Bs, 5,36,130 acoording to the proportjon to ; he
jiezﬁt Ordinary telograme which may be sent by the new Urgent olass.
aragraph 147 apd Appendix P - :
(m?%;pﬁhpro::men@ in the Bailway Telegraph Service: ll(ll,’ggsr??‘! 188.)
* (41) Simplifigatiop of Diyisional accounty, (Paragraph 156,)

=3

. (48) Propousl for the raining of Awisant Syporiniéndente. (Poegraph

: ’}"gz')(wi Proposals for the grant of Study Leave. (Paragraph 168,)
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(44) Improved rates of pay for linemen and gradual improvement in the
. grading of Sub-Inspectors, (Paragraph 159.)
(45) The abolition of Security Deposits. (Paragraph 160.)

(46) The abolition of Check Office fines and the limitation of other fines.
(Paragraph 162.) ;

(47) Provision for the grant of Rewards for the staff of the Departmeént.
(Paragraph 162 (viii).) '

(48) Improvements in the scale of House Accommodation for signallers,
(Paragraph 163.)

(49) Limitation of Telegraph work on Sundays. (Paragraph .164.)

No exact osti- .
ﬁ%ﬁﬁ,}},‘&l result of our proposals, although where practicable the cost has been stdlted.
%g%‘;lgﬁn‘{f he o From several of the measures which we have suggested ‘substantial savings
pg:gﬁ.'}{?_” s may be expected, e.g., the limitation 6f the iumber of transfers, the conversion
of certain Departmental offices into Combined and the reduction of the clerical
establishment in signal offices owing to the simplification of the arrange.
ments for dealing with traffic. Small savings may also be effected by the re-
organisation of the Check Office and the Store Branch. But the precise amount
of the saving cannot in any case be stated with accuracy. On the other side
of the account there are several items involving expenditure the amount of
which cannot be exactly calculated. As examples of this we may meution the
outlay on office buildings for Directors of Circles and Superintendents of
Divisions (against which there is a saving in the shape of the sale proceeds or
the rent of existing buildings); allowances to postal signallers while under
training and the introduction of improved rates of pay for this class of official ;
introduction of a graded system of pay for signal office clerks; increased pay
for linemen in certain localities and regrading of Sub-Inspectors; and finally
increased expenditure due to the revision of the scale of accommodation for

signallers and Telegraph Masters.

Immediate 176. Although we are unable to give an accurate estimatc of the
financial effect

of the propoesls €t cost of our proposals as a whdle we can state the sum which it
e L0 nts, Will e necessary, if our proposals ‘are approved, for the Government of
India to provide for increased cost of ~establishments in the Budget of the
Telegraph Department for the year in which the new scheme comes into
force. We have already stated (paragraph 16 (v)) that in our opinion the
Diregtor-General should be called on to provide the cost of all improve-
ments in the pay of the establishment and of all new appointments from
: i:.he grant for the inogease of fixed establishment which we have proposed. To
this rule there are only two exceptions, viz., the reorganisation of the Signalling
?Establishment and ¢he increased expenditure on Combined Offices. The
lmr.nediate cost of the reorganisation of the Signalling Establishment we have
% pst:ma.ted at Re, 3‘7;600, which is an outside figure, as it assumes that the
\'gé‘:fe‘ffhe_ Average Grade will qualify by the 23 words standard, If the
the revenue from Combined Offices, the extra expenditure on this account will
not, we think, exceed Rs, 1,00,000 in the first year, The grant to the Director-
?en'eral of Telegraphs for increase of fized establishment will be Rs. 1,80¢000
uring the first year, but it must be remembered that this sum.will cover a

gia:yd::sleof ('enxk?endimre which, owing to the growth of traffio, was inevitable
7 + The maximum amount to be provided j t . d
cust of establishments is thus Rs. 5,87,000,1) - I?e Budggt for lncroase

175. It is impossible for us to give an exact estimate of the net ﬁnanci;tl |

SepBiroctor-General of the Post Offico is limited to 35 per cent, of

Slehimity of

%8¢ Committee.
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177. We are unanimous in making the recommendations contained in
this Report; and we hope that they may be found to constitute a consistent
sdheme oapable of early adoption. It has been our earnest endeavour fo attain
that bnd. 'We are confident that the general scheme, if such it may be called,
embodied in our recommendations will, if accepted, greatly improve the organi-
sation and working of the Indian Telegraph Department and, notwithstanding
the initial outlay, prove economical in the course of a few years.

178. We desire to expréss our thanks for the great and varied assistance

",‘ésnlf nition
A ¥ . .
A ® Dirootor- which we have received from Sir Sydney Hutohinson, the Director-General of

L

£ Tf Gognition.of
'Wgrk of the

ary,

_ Dated the 10th Aprsl 1907.

"Telegraphs, and the Officers of his Department. Sir Sydney Hutchin.son gave
‘us invaluable aid not only by his advice in the conferences at Simla and
Oalcutta, but also throughout our inquiries by affording us, most freely and
with gre;a.t promptitude, a mass of infoymation which involved much l?.bour to
compile and without which our work would have been incomplete in many
important particulers. The Officers of the Department ?vere called 1.1pon, often
at short notice, to prepare written replies to a long series of questions and to
present themselves for an oral examination which frequefntly lasted for several
hours. They responded to the call cordially and effectively. Ma.ny valuz.hble
papers were produced, the outcome of much thought and care; and in examina.
tion important suggestions or criticisms were often thrown out and gbly ‘

supported.,

179. Lastly, we wish to put on record our cordial acknowledgments of the
assistance which has been given us by Mr. G. Rainy, ICS, our Secretary. He
has done his work with industry and care and much ability ; and we commend
his services to the favourable notice of Government.

C. L. TUPPER.
L. PORTER.

E. A. LEACH.
W. MAXWELL.
R. O. LEES,

T. R. KELLNER.

CALOUTTA ;

-G L. C.P. 0-"'N0.as 8, T: C.—-34r 5'07—60"“00 J.D..
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