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GOVERNMENT OF INDM. )
POSTS AND TELEGRAPHS DEPARTMENT

COMMITTEE, 1924-25. "7
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Report.

CHAPTER I

Introductory.

The Posts and Telegraphs Committee was appointed in October 1924—
“ to investigate possible methods of economy in the Posts and
Telegraphs Department, more particularly to report yvhether
economy can be effected without loss of efficiency by internal
re-arrangement of the methods of working and redistribution
of duties ; but the Committee shall not examine questions
entailing any general revision of pay ’’,

2. Before stating the result of their investigations and making their
recommendations, it seems desirable for the Committee to refer to the
circumstances in which their appointment was considered necessary, and;
to explain the light in which they have considered the matters undes
reference. L

3. A decision had been taken to °commercialise ’ the accounts of
the Posts and Telegraphs Department, that is, so to recast the form of
the accounts that ﬁley sh(')ulcf shew the true cost of working the depart-
ment, with due regard to such indirect charges as provision for interest
on capital, for depreciation of equipment, for contingent liabilities such
as pensions, as well as for actual out of pocket expenditure on the carriage
of mails, the payment of salaries, and other current charges ; while they
should shew, on the other side, the true earnings of the department,
inclusive not only of cash receipts from the public, but also of payments
to be made by other Government departments (e.g., payments by the Army
on account of work done in disbursing army pensions, by the Finance
Department on account of savings bank work, and so forth).

4. A preliminary review of the ultimate results of the adoption of
such a system of accounts indicated that the Department was probably
working at a loss rather than at a profit, or, at best, that its income barely
sufficed to cover its expenditure. The prineipal factors which contributed
to this result were two ; a heavy addition to the expense side of the
account, due to the substitution of a provision for full depreciation
liability instead of the actual payments* for renewals ; and the substi-

—va

* These have tended to be lower than they should have been, #e., to some
extent renewals are in arrears : it is to prevent the reeurrence of this in future
that provision has heen made in the commereial acecounting system for debit to
be made to working expenses on account of full depreciation.
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10. Recognising this fact the : it
should be eﬁf;ctcd which would have thn) (t ct
are properly expected of the department,

remuncrative.
11. On the other hand

9. It may well happen,
Posts and Telegraphs Departm

(fommittee do not propose that economies
ffeet of impairing services which
en if these be not directly

the Commitice deal in their following observa-
tions with many questions whose bearng upon the issue of economy 1s

ll 'rdirocf “Efficieney and cconomy must go hand In hand and the
((),‘n ; 1'111 ¢ understand that it is within the scope of their duty to make
re%rélrﬁ{(;;daﬁong‘m to measures which by improving efficiency will in-

directly promote economy:

19. Very briefly outlined the L
comprises, u);lder the central control of t
principal branches i— . . .

tal and Telegraph Trafﬁc.—«z‘&l_l India (including Burma) is
Postal :ded into eight major ciréles ; each under a postmaster-
A 1 fn‘d one minor cirele (Sind and Baluchistan) nnder a
general, & ‘tma.s'ter—"eneral- Each cirele is sub-divided into a
iﬂ{)}érpg; b in charge of superintendents of

o lelSlons ’,7
post offices.
. ; five engineering circles, each
neineering.—There are g1 . v s
Telegr ?‘phh?rﬂg: of a dig;ector of telegraph engineering. Each circle
irsl csu(b_ﬁjvided into a number of engineering divisions in

charge of divisional engineers.
. .o __There are three eircles in India in charge
i ail Service—T ' ' :
Railway M masters-general, Railway Mail Service (so

ty post . : .
of three depuly D ostmaster-general, Railway Mail Service)

__there isno P .
Sﬁ}lﬁ ’chee central control of the head (Director-General’s)

office.

Wireless Telegraph
for both engin :
of Wireless who 18

Geperal isation and tion of branch
. foregoing organisation and separation of branches
b In certau:ﬁ(glsgs.tgﬁus ing Burma, the posts of postmaster-general and
ave been mo g d the charge of the Railway Mail Service

i i ng an ]
(:risslriﬁzt:;eoiagf I%ifirilvi%iual, below whom, however, the separation of
branches already indicated exists as elsewhere. S

In Sind and Baluchistan the head of the minor cirele is in eharge of

all postal and engineering work. ...

Indian Posts and Telegraphs Department
he Director-General, the following

Branch.—A separate organisation, responsible
cering and traffic work, controlled by a director
responsible directly to the Director-
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13. Prior to 1914 the postal and telegraph depart : i
distinet from each other, the only point of corﬂaet bI:-zingfn iexil ttsh:v ggfnl?ilxllletg
post and telegraph offices in whieh, then as now, the postal signallers
constituted a joint staff working under the control of the postal authorities
The principal feature in which the administrative system now differs from.
that of pre-amalgamation days is the transfer of control and responsibilit
for telegraph traffic to the postal side. The wireless work was unde{-
the ordinary Engineering Branch until 1920 when it was made g separate
charge, as described above, under an independent director.

L1PTC

CHAPTER IL

Amalgamation of the Posts and Telegraphs Departments.

1.4 The proposal that the posts and telegraphs departments should
be amalgamated was first made in 1872, but no action was then taken,
nor was any enquiry into the advantages ot amaicamation instituted, In
1903, however, the question was again raised in the report of a committee
of the secretaries of the Government of India considering the formation
of a separate Commerce and Industry department. The suggestion
appears to have been adopted by the committee from a memorandum
submitted by Mr. 1. M. Kisch of the postal department and the argu-
ments adduced by the committee in favour of its adoption were :—

(1) that it would be following the lead already given by the
United Kingdom, our own colonies, and most other eivilised
countries ;

(2) that it would lead to a great development of telegraph business
by facilitating the opening of combined post and telegraph
offices which would, no doubt, add materially to the business
done by the regular telegraph offices. It was represented
that under the existing system the opening of every combined
office gave rise to a complicated correspondence between the
postal and telegraph officials and caused a great deal of
trouble, and it was stated that the work of the Director-
General of the Post Office wonld probably not be inereased by
combining the two departments under his control ; and

(3) that it would enable large economies to be effected in super-
vision since the existing system, under which a telegraph
superintendent has to visit an ordinary postal telegraph
office in order to inspect a single instrument and to check
the working, of the least important branch of the office,
would be replaced by inspections by officers acquainted with
both postal business and telegraph technique, who would
inspect the entire business of the office.

15. This suggestion was examined a year later by a small committee
presided over by the Hon’ble Mr. IHewett, member in charge of the
Commerce and Industry Department. and after considering the views
advanced by the directors-general of the two departments, the committee
reported early in 1905 to the effect that the simple amalgamation of the
two departments, as they existed, under a common head, would be of
little benefit, having regard to the fact that both would in future be under
the same member of Council, but that they considered that & much
stronger case might be made out for a fusion of the two departments,
by which the ordinary administration of the posts and telegraphs would
be amalgamated throughout India. While recording the opinion that a
fusion of the two departments might conduce to economy and efficiency,

the committee considered that no definite pronouncement could be made

regarding the advisability of introducing a sweeping change of this nature
until a scheme for the amalgamation of the departments had been elabo-
rated, and until the financial effect of this scheme had been ascertained
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with approximate acewracy. Wurther, that before the preparation of a
detailed seheme of this natwee coudd be undertaken, it was essential that
information should e obtained regarding the method adopied in working
@lw mm_h!m*fl posial ;n.ul telegraph sysfens in ihe l,'t-li‘wd Kingdom and
in cortain of the more important countries on the continent,

16, As a0 vesudt of this veport, Mro Stewart-Wilson was placed on
special duty in Karope for the purpose of enquiring into the postal and
telegraph systems in foree in the United Kingdom, Germany, Switzerland
and France. Mr. Stewart-Wilson submitted his report. to the Govermmnent
of India in November 1005, followed by a further note in March of the
vext vear. n 1906-07 a committee under Sir Lewis Tupper was con-
stituted to enquire into the oreanisation of the telegraph department but
the question of the amalgamation of the post and telegraph departments
was not. referred to them.  The only items of this reference which had
any conmection with the former depariment being a suggested enquiry
mro ——

(1) what measures should bhe teken fo promote closer and more
iniimate relations between the nost office and the telegraph
departisent in the wmatfer of coebined  offices and what
priveiple should covern-

;

(e the anening of new departmental ofiiees, and
(i the combBinine of offiees abveady sepaende o ol
N I T T RPTR Ba : R ‘ o
(2 whethor the aeeounts aned ‘m‘(ht‘ svstem of the telegraph depart-
nent shondd he amaleamated with that of the post office
¢ post office.

17, The vecommendaiions of the Government of India on the report, of
this committoe were submitted to the Secretary of State in July 1909 and
in his despatch, dated Deeember 3rd, 1909, the Secretary of Stéxtc, in sanc:
tioning these nroposals, expressedl the desire that the Government of
India “ showld keep steadily in view the advantages to the country which
are likely  to resalt from the complete amaleamation of the two ereat
public departments of posts and telegraphs, from the point of view of
administration, publie convenience and commeree ”’,

18, Certain measures had already been taken in the organixation of
the two departments which tended towards o unification of the administra-
tive methods of hoth, and greatly facilitated their ultimate amalgamation
though at the time of {he arlloption of 1hese methods there was, ;1]);):11‘(antly’
no conscious recognition of this tendency. These steps may briefly be;
mentioned.  They were — ’ :

() the organisation of combined postal and  telder:
These offices were {flest started Iin 18%4-85 . teldgraph.officcs.

(b) the union of both the departments under a single department
_of the Government of Tndia under one Ilon’ble Member
in charge.  This was effected by the ereation of the Commerce
and TIndustry Department in 1905 ;

(¢) the orders of the 21st of October 1908 regarding the admini-
stration of combined offices with special reference to the
decision that junior postal superintendents should under-
g0 a course of training in telegraphy in order that their
control of combined offices might be strengthened. In the

same letter speeial emphasis was laid on *‘ the extreme
importance of co-operation and united action between the
departments 7’ ;

() the combination in 1910 of  the audit of the Posts and
Telegraphs under the Accountant General. Post Office and
Telegraphs, as a result of the re-arrangement in 1505 on
the recommendations of the Telegraph Committee ;

(e) the ve-oreanisation of the telegraph department in 1910 and
the adoption of a cirele system, whieh up to that time had
heen a feature of the post office administration. This meant
the ereation of important administrative posts subordinate
to 1hat of the Direeior-General of Telegraphs and cleared the
way for the delegation proposals which were subsequently
adopted ; and

(f) the decentralisation of work in the telegraph department.
Various delegations were made in order io increase the
responsibitity o eivele directors, largely on the analogy
already existing in the post office. .

19. Ax o rexult of the recommendations contained in the Seeretary
of State’s despaich of the 3rd December 1909, it was definitely decided
to proceed with the proposal for the amalgamation of the two departments,
the plan of action followed being to unite the two departmnents under one
administrative head, and to introduce an experimental amalgamation in
order to test the feasibility of the scheme. In 1911 accordingly, Sir

Charles Stewart-Wilson was appointed the first Director-General of the

Posts and Telegraphs Department and an experimental amalgamation of

the two departments was introduced in the Bombay and Central circles.

As a result of this experiment, and of his experience as Director-General

of the two departments, Sir Charles Stewart-Wilson submitted his final

recommendations in November 1912. These, in fact, amounted to a redue-
tion of the tclegraph department to an engineering and technical depart-
ment, and a transfer to the post office of the remaining functions of the
telecraph department comprised in the description of *“ traffie,”” both depart-
ments being under one head—the Director-General of Posts and Telegraphs.

The scheme provided for the reduction of 28 superior appointments in the

telegraph department, and was estimated to result in an annual saving

of 4 lakhs of rupees. It was accepted, with some modifications, by the

Government of India and recommended to the Secretary of State for

sanetion in a_ despatch, dated 30th October 1913. To this the Seecretary

of State’s reply was reeeived in Febrnary 1914 and the introduction of

the scheme was sanctioned from April 1st, 1974,

90. The despatch to the Secretary of State contained the following
general observations on the seheme recommended :—

¢ Mhe actual eombination of post and telegraph functions has not
been carried lower down the secale than postmaster-general,

and it would be more correct to deseribe this scheme as one

of re-distribution of staff and duties than as one of actual
amalgamation. A considerable dc-ree of fusion has already

taken place, inasmuch as nearly all combined offices (which
represent the larger and constantly increasing proportion of
telegraph offices throughout the country) are under the control

of postal officials. We do mnot anticipate that any further
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fu51.or_1 can take place for many years to come. The schemae
exhibits in a striking manner the fundamental digt;;cgon
:)el:ween ?lngmeei'u]lg and traffic work, and even the diAfferenceS
setween the postal and telegraph traffie ‘
that therc 1s no prospect at present of tlleal;:?vosos‘etls)‘rz?ocllllrll'fiig
being performed by a common cstablishment. These idera-
hot}s do not, however, in our opinion ](\qg.en t] ‘(clons1 ‘Lm
which, we confidently expect, will ensu7e uiw’on thlc' dt va;ntdges
of the.schcme. The experimental amalgamation ifltm lr 0(' l:‘ftll(ni
year in the Bombay and Central cireles {upon Trl(l)( IJIQO ‘asf
whlc'h the present proposals proceed) has bee l fo me?b?
received by the public and tie officarg e“(;u"e(lm_n ﬂdvourd Y
ment have testified to its bencficial effects ?i[?)‘on llynthm incor.
ing and traffic. Fach of these branches of work r?; ; e,n‘gm(i;r_
the new sy:stem its due share of aitention, 'l‘hegtxer]yﬁ ",I} 011’-
a staff specially devoted to engincering encourages t}?‘% /Ltm’((vi N
tion and application of seientific methods and inve f’ ns \l;lc-
have no doubt, in short, that the administration of t}rll ‘1:nls. .
department will become more efficient and the ulf]‘ efeigra.ph
be thus benefited by the introduection of the proposgd qcll(:em:a’?ce
ar which followed so

ransfer of the control
as an 1mportant factor in

21. There can be no doubt that during the w
closely the inauguration of the new system, the t
gf {getle%_raphthtrafﬁclto postmasters-general ,w
acilitating the replacement by postal sienalleps
graphists deputed for field servgrce.I The sc?;vicll:er ?)flhesg?l‘ft‘lfxental fele-
hundred departmental telegraphists were tr‘ansfer,rodl to tc;) and'1t°hr0e
department and these men were replaced largely by Postal]‘;i mi iical_‘y
Such a re-organisation and re-distribution of forees wouid. no dostnta}ers.
been possible under the old systém, but must have resulted in e ) )(iwe
able correspondence between the postal and telegraph de axxl 'ir'
Owing to the amalgamation which brought the departmenfalptele' en%
s'lgnallers gmd the postal siznallers under one and the same cont'rol srap
sary re-adjustments were made promptly and without difficulty > Toces:

22. Further, the amalgamation has reduced causes rioti
the postal and telegraph rervices and has greatly ile:p(;j;\g‘é( ttl}?? bfeft“'qen
control of combined post and telegraph offices. The imporf et ective
played by these offices in dealing with the total telegraph tra ﬁ%ln fpaﬁ-t
country may be judged from the figures contained ?n the Ia teAO t (;
Report of Posts and Telegraphs. of India for the year 1924 Tq _4nnua
shows that 19 million telegrams paid and free . This report

.messages) were transmitted during the year. Of(btligsef(ftlgdilllg se}';(ice
messages were sent from combined offices, and 9 million from (Ilr;lll);:?

mental offices. Combined offices also delivered 81 mill;
thus handled, either at the despateh or deliveiy s‘cag::f i%lu;gﬁﬁgesigfg es and
The transmission of the 19 million messages entailed 8% millioﬁ sigfgﬁ?;:

operations. If it be assumed that no operati 5 thah inte

and final receipt for delivery are perfg)rine&oél; :tél; regl:éli:&tméﬁdespatch
the departmental offices performed 683 million operatio o cgs, thgn
millions) and the combined offices 183 millions, that js célﬁlﬁ- (d7—-f-ﬁ1 )
disposed of more than 1[5th of the total telegranh traffiq f o oy,
and more than half of that traffic at the stage wh ¢ of the country,

deals directly with the public and receives payment g;‘i ii‘;cl;es éigg:::ment
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23. In so far, then, as the amalgamation has made possible a better
control and the more efficient co-ordination of the activities of the depart-
mental and combined telegraph offices, the result has been all to the
good, but it must also be admitted that it has brought with it certain
drawbacks. While on the one hand it has abolished the distinet and
separate organisation of the traffic branch of the telegraph department
and the post office and has unified the control of both, it has, there ean
be no doubt, introduced some cleavage between the two telegraph
branches of traffic and cngineering. These interbranch differences are
probably less acute than the differences which used to exist between the
two distinet departments, and tend to be minimised by the fact that the
objeets of the telegraph enginecr and the telegraph traffic expert are
in essentials the same—rapid transmission cf traffic ; and by the personal
equation. DMany of the traffic officers began their carcer in the department
as engineers and are still liable at any time to go back to engineering,
and this bond of ecommon associations has prevented differences growing
to any real magnitude. :

24. The separation of the traffic and engineering branches is not peecu-
liar to the Posts and Telegraphs Department. It is a feature of the railway
organisation of this country, and of the telegraph organisation of many
countries in Europe, ard there is little evidence to show that the separa-
tion of these two branches in India, and the consequent differences
between the personnel of the two branches, which may from time to time
occur, have in any way prejudiced the efficiency of the telegraph service
as & whole, In the year 1913-14, the last year of the old system of
separate postal and telegraph departments, the working expenses of
the telegraph department amounted to .833 of a rupee on each telegraph
message, for a total traffic of 163 million paid messages. In the year
1923-24 these working expenses averaged Rs. 1.201 per message on 19
million messages—an increase of roughly 44 per cent. Even when full
weight is given to the fact that the inerease in total traffie in the latter
year should have operated to reduce the average cost per message, “such
possible economy was far more than counterbalanced by the large Increases
in the pay of the departmental signalling staff -which took place in
January and December 1919 and of the engineering staff, in August
1919, December 1919 and January 1920 and by the greater cost of
engineering material since the war. Thus though the cost per message has
inereased, - the inerease is more than accounted for by the general rise in
wages and cost of material, and if these are discounted, the present figures
show that there has been a relative improvement in the efficiency and
economy of the administration. A number of witnesses who have appeared
before the Committee have expressed the opinion that the separation of
traffic from engineering in 1914 was a mistake, 4nd, that so far from
there being any increase in efficiency, there has been an actual loss of
ground. Apart, however, from this general expression of opinion’ there
is, no concrete evidence in support of this view, and the figures just quoted

_ #eeth to indicate that it iy erroneots.

- . .25. Tt is unfortunate that comparative statistics are lacking.which
would enable a definite conclusion to be drawn as to the relative effieieticy
qf_ the traffie. working before and since the amalgamation. - We have seen
a few figures shewing a comparison for a number of departmental offices
of the numbers.of messages' despatched or gent:out for delivery within
periods of 10, 20.and 40-minutes of handing in or reeeipt, respectively.
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These ficures, derived froia the tablet check returns—not, we are given
to understand, a very reliable basis—certainly suggest that in 1923-24
messages were disposed of on the whole rather less promptly at the initial
anii final staves than was the exse n 1913-14. They do not. however,
aiford any intormation as to the average total time of tran:t, and it
is in this Interaediate stage that mech of the delays to telegrams normally
ocenr, It is clearly unsafe therefore to rely confidently upon sueh evidence.
Morcover there appears to be foree in the contention of those who favour the
existing system and ascribe any failing off in traffic efficiency, at least in
pari. to a defesoration of Ine saninienance.  Ifere again we are hampered
hy the absencs of comparaile siarisiles. 1t has heen pointed out to us
that the flevres wlhich ave available show a larger average number and
duration of line faults in 1923-24 as compared with 1913-14 ; but the
figures have not been worlked out on the same basis and probably exageerate
the cave. Many even of the enginecr officers, however, have testified that
maintenance has fallen off and this being so, we feel that it iy difficult
to Viienwish o at the preseit stoee aoconvineine reply 1o those officors of
the traffic branch who assure us that if the line conditions were up to
the old standard there would be no ground for complaints of traffic
inefficiency.  The line conditions should be improved by the re-introdue-
tion of the sub-divisional system and by the mcasures at present in
progress to strengthen the engincering supervisine staff. This should
remove all ground for complaint against the eondition of the lines, and
we consider that should it thereafter prove that traffie is nof, fransmitted
with reasonable celerity thon the case for the reversion of traffic control
to officers of the engineering staft’ would he more eonvineing.

26. In the ecireumstances the Committec feel that they are unable
to present to Government any strong ease for a re-comsideration of the
position in the direetion of separating the telegraph traffic branch of the
department from the control of postal postmasters-general in order to
re-unite it with the engincering branch and place both under the control
of an engineering officer. The Committee have not allowed the existence
of ““ vested” interests to prevent them from recommending the adoption
of measures of reform where these are manifestly demanded by the facts
as, for instance, in the case of the leave rules or the revision of the ratio
of general and local service telegraphists ; the extent to which such
interests must be recognised and to which they may legitimately supersede
manifest service requirements, must be a question for the consideration
of those to whom this report is addressed ; but in the present instance
they feel that a convineing case eannot be made out for a reversal of the
existing administrative system, which would gravely prejudice the prospects
of promotion to superior posts of members of the subordinate traffie staff—
prospects npon the ereation of which particular stress was laid ten years
ago when the existing arrangements were introdueed.

27. On the other hand to take the final step towards the complete
amalgamation of the post and telegraph departments and re-unite traffe
and engineering by placing both under the head of a combined postal
and telegraph cirele offers attractions as completing the amalgamation
introduced in 1914. Such a system would reproduce in the circle that
complete unity of control over all branches of the department which at
present exists only in the directorate. It has been objected to on the
ground that it would place the control of a technical expert in the hands
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of a non-technical administrator, but as the directorate is already organised
on this prineiple, which is recognised as working efficiently in other
Important branches of the public serviece, this objection is not in itself
a vital one. The Committee have given such a scheme long and careful
consideration but are not prepared to recommend its adoption, as the
practical difficulties which would be met with in applying such a system
to post and telegraph departmental organisation in India seem to them to
be insuperable. Their considered opinion is therefore that the internal
organisation of the Posts and Telegraphs Department should continue on
the lines of the amalgamation of 1914, and that no further steps towards
a complete fusion of the branches of the department are at present practie-
able. :
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CHAPTER IIL

The Post Office and Railway Mail Service.

The Post Office.

*28. Local control and supervision in the postal department depends
for its performance and efficiency on two classes of postal officers—postal
superintendents and first class postmasters. These two classes directly
control and supervise the work of the post offices in rural and urban
areas, respectively. Apart from the 19 postal superintendents working
in the railway mail service, there are at present 152 postal superinten-
dents with a reserve of 10. These 152 superintendents supply the heads
of 127 postal divisions and 25 personal assistants to the heads of postal
eireles. Apart from the post offices at Caleutta, Madras, Bombav
Rangoon and Lahore, the postmasterships of which are specizil -appoin.t:
ments carrying special rates of pay, there are 38 head post offices in
charge of first class postmasters, whose pay is on a time seale of
Rs. 350—650.

29. The administrative and executive charges of these 38 officers are
confined to the head offices and the town sub and branch offices subordinate
to them. The charges are self-contained and are entirely independent of
the local postal superintendents, who have no direct control over the first
class postmasters and exercise no supervision over their work ; except
in so far as they are required to verify their office accounts twice a year.
The first class head post office with its town sub and branch offices is a
complete unit, and the postmaster in charge earries on his duties under
the control of the postmaster-general to whom alone he is respansible.
His staff belongs exclusively to him, and is entirely distinct from. and
independent of, the staff of the postal division controlled by the ’postal
superintendent. Apart, however, from these 38 first class head offices
the rest of the postal organisation (excluding the railway mail qervice)’
is directly administered and controlled by superintendents of poq’g offices
who are themselves responsible to the postmasters-general. ]jivisionai
charges include a number of head offices located in the larger towns but
where these are not first class head offices, the postmasters in chalb' e of
them take their orders direct from the postal superintendents andg the
staff attached to such offices is a part of the divisional staft: ’and liable
39 be posted by the postal superintendent to any post office in the
-division.

30. This system differs from that followed by the Brit;
where the functions of control and supervision, Whiih in Inﬁ?:xsgrg (ésxtefgs?i
either by a first class postmaster or a postal superintendent are unified
in a system of ‘‘ postmaster-surveyorships *’. These postmaster-surve ors,
while exercising, as regards their own office, all those functions wgich-
in India, are performed by a first class postmaster, stand in relation to
all post offices in the area of which the head post office is the centre, in
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the same position as does the postal superintendent in India to the post
offices within his division.

31. The adoption of such a scheme for India has, at first sight, consider-
able attractions. It would, in the first place, put an end to a system by
which a first class postmaster is in charge of the offices in a single town,
while the offices in the rural area, which are for the purpose of accounts
subordinate to that head post office, are directly controlled by another
officer: Also it would appear to offer a prospect of large economies in
that its general adoption would result in a very large reduction in, if
not the total abolition of, the existing cadre of superintendents of post
offices.

32. These considerations resulted in the scheme being tried for the
Poona head post office and postal division. The first class postmaster of
the Poona post office was placed in charge of those offices in the Poona
district which previously formed the charge of the postal superintendent

. of the Poona division. The experiment began on July 1st, 1923, and was

abandoned as unsatisfactory on January lst, 1925,

33. In spite of the failure of this particular experiment the whole-
sale adoption of the scheme for India has been warmly advoeated by
several witnesses who have appeared before the Committee, notably by
representatives of associations representing the subordinate ranks of the
postal service. These witnesses obviously regarded the postal superin-
tendent as a mere post office and forwarding agency, or, even worse,
as a duplicator of work, whose intrusion between the lower ranks of the
postal administration and the circle office is an actual hindrance to
postal efficiency.

34. The scheme, however, does appear to offer possibilities of economy
which entitle it to'close consideration, and the Committee have carefully
weighed its advantages and disadvantages. The advocacy of the scheme
has been very strong in the Bombay circle where the Poona experiment
was made, and detailed suggestions as to how it might he applied. to the

whole of the Bombay postal eircle have been received by the Committee.

. .35. The existing postal organisation of that circle may therefore be
examined, and a rough computation made as to the actual cash savings
that are likely fo result from the adoption of a'system of postmsiéter-
surveyorships for that cincle on the lines suggested to the Committee by
the adyosates of such a policy. Ottside Bombay itself there are at present
two head offices of which the postmastérs ‘are on a scale of pay .of

Rs. 350650 ; four head offices on a scale of Rs. 250—350, sqven om &
scale of Rs, 175—225, and one on a seale of Rs. 145—170.  Simiarly
there are 13 divisional charges nﬁderc%lostal superintendents  and one
postal superintendent in regerve, 4.c., there ‘#re 14 posfal superintendents
ap,,}%, The schemte submitted to the Commfitiee proposes, {he. re-grouping
of the administrative units of the Bombay circle, and the formafion ef
32 head offices in charge of postmastérsurveyors, to borrew the.Brifish
post office term, with the proviso that no incumbent of these 32 posts
shall be on a scale of pay less than Rs. 250—350, o . @& wo woo

., 36., Teking the average pay of the ippoinidments io. bo created g
&hqksbedém, the adoption of sueh a sbﬁeﬁepagomm of .our caloulatgéh%:'.
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the financial result will be as follows :—

Posts created.
Posts abolished.

32 appointments  of  postmaster- 14 postal superintendentshins  on RS-
surveyors on - Rs. o 250—250, 200700, averace :‘L Yl‘ - 46i
aversge  pay  Rs. 316 2|3 monthly Savin"s: pay '
monthly eost Rs. 10,133 13, R 6455

s 6,454,

2 pos?s. of first elagg postmasiers oR
Rs. 350—g50, average pay Rs. 517,
monthly savings—

Rs. 1,034,

posts of postmasters on Rs. 250—350,
average pay Rs. 350 2|3, monthly
Savings-—

Rs. 1,266 2]3.

dverage pay  Rs. 20813, monthly
savings— ’

Rs. 1,458 1|3,

post of postmaster on R, 145170,
average pay Rs. 161 2|3, monthly
savings—

Rs. 161 23.

4 t}i{me;callez clerical appointments o
S 90—120, average pav Re. 71213
monthly savings— 0 pay R T2

Rs. 2 86% .

Total posts aholished 39
saving of Rg, 10,6612
These figures show a monthly saving of
gg the iCheﬁle has not appeared inythe abgve @t?tse m5e2ngt; 2}(1)13 the full colft
o %%som%sr Sr-;uiveyorshlps are all caleulated for oy 5 qcrlms‘r,ance, i ;
of the I;a (;1) qltl 3§t the 'irame_zrs of the scheme postulatektl?ai 9§ Iliay oy
of the inprk magC ]:rs shall in no case be lesg than Rs. 250 ! ‘E,Pa:’t
the 32 postmastor aurs i COntemplate 10 pay 1o g orol0 . o
that “ at the Tapeer 1oos considerably more than this ppe, “t 1635% O
assistant postm‘zz‘gcg o ead offices, such as Poona, Ahmeq bey and ofiors
ers in the last selection grade sh ccavad and others,
whom some of the personal duties of e} Should be sanetioned to
delegated ” and again, that ¢ the \
is)lé(l)‘lflld bihgranted a duty all 5075
form the personal duties of the J, ton oo Per month t0
o gt e i gy by 50, PO, s i st
e pay of the sub-divisional Inspecto on of Suitably increasing

of responsibility will have to be smulta;:mfs(i;lggf,iigg With the increase
ea ",

Total posts created 32 at a monthly

cost of Rs. 10,1331]3, at a monthly

LN

posts of postmasters on Rs. 175—225,
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usually three or four clerks. If the latter figure is adopted, this will
give 52 clerks for the 13 divisional superintendents’ offices of the Bombay
cirele, outside Bombay, and these 52 clerical appointments will not be
required if the scheme is accepted. On the other hand the scheme definitely
postulates that each of the head postmasters (postmaster-surveyors) will
require one extra clerk for his assistance. This will absorb 32 of these 52
clerical appointments. Further it seems extremely probable that the larger
of the postmaster-surveyorships will require more than one extra elerk.
The ‘result would be that all the clerical appointments set free by the
abolition of the superintendents’ offices would be required in the offices
of the postmaster-surveyors and it does not appear that there will he any
saving under this head. There will, however, undoubtedly, be a saving in
the rent at present paid for 13 divisional office buildings, which at an
average rent of Rs. 60 per mensem each, cost Rs. 9,360 per year.

38. Should the scheme offer increased efficiency this saving would
strengthen the case for its adoption, but it is not, in itself, sufficient to
warrant the abandonment of an organisation of long standing in favour
of an innovation which, when tried, has proved a failure. The Committee
are, however, far from convineed that increased efficiency wounld result. It
is urged against the existing system that the sub-divisional inspector is
really the master of the situation, and not the superintendent, since the
latter is tied to his office and can only endorse the action of the sub-
divisional inspeetor. If, however, the superintendent is so far immobilised
by the charge of an office with a staff of not more than 4 clerks, as to
make him practically impotent in his division, the position of a postmaster-
surveyor who, while at headquarters, would have to control a large and
important post office with a numerous staff, would be much worse ; and
such control as the superintendent is now able to exercise over the sub-
divisional inspectors would, for the postmaster-surveyor, be almost impos-
sible.

39. Further, the public will not tolerate the constant absence of the
head of a post office, nor, in cases of personal complaints, will they agree
to deal with any one except the postmaster himself. Departmental
experience fully corroborates this assertion. Discipline would also certainly
deteriorate. At present the superintendent stands aloof from the
rank and file subordinate to him, and is therefore in a position to act
without interest or partiality. The postmaster-surveyor, on the other hand,
would work in the same room, and be as much a part of the staff of
the head post office, as the clerks he is required to control, and his
position could be neither disinterested nor independent. His impartiality

‘would invariably be suspected in any case in which the postal staff of

his own head office and of the offices of the district were involved, and his
decisions would always be challenged as unfair. Further, the efficient
solution of the most important question of improved postal facilities in
rural areas—a matter which only recently has attracted the attention
of the Legislative Assembly—would be greatly handicapped and retarded,
since the head office would be the postmaster-surveyor’s first care, and
he would only be in a position to give to rural areas such time as he
might be able to spare from what he would regard as the most important
part of his duties. These difficulties appear so real that the Committee
are inclined to accept the dictum of a witness to the effect that under such
a scheme the postmaster-surveyor would be able to perform efficiently
neither the duties of a postmaster, nor those of a superintendent.
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40. The Committee are, therefore, of opinion that as there are reason-
able doubts as to whether the scheme, if adopted, would result in any
large financial economy ; and as there can be no doubt that the general
efficiency of the administration would be impaired, as has been in fact
proved by the failure and consequent abandonment of the experiment at
Poona, the system of postmaster-surveyorships is not one which they can
recommend for adoption in India. Conditions in Great Britain and India
are so entirely different that the failure of a scheme which hag proved a
suceess in the former, when tried in the latter, need oceasion no surprise.
It is not the first, and it will certainly not be the last, of those western

organisations which, when plucked up by the roots and tra to
this country, have failed to flourish. nsplanted

41. The Committee are, therefore, of the opinion that the present
dual organisation of divisional superintendents and first class head post-
masters should continue. It has no doubt anomalies, but, on the whole, it
may be said to work satisfactorily. At the same time they are convineed
that a good deal more can reasonably be expected from postal superinten-
dents. Until within the last few years these officers were required to
inspect the more important offices in their divisions at least twice g year
but their inspections have been gradually curtailed, and they are not novv1
required to spend more than 85 days in a year in inspection. These limits
were -imposed partly in the interests of economy, and partly with the idea
that the time set free by this reduction in the number of inspections might
be utilised by superintendents for giving more p 4
complaints, the investigation of fraud and loss

; 312. Theiq (ilb;ljlectsi) have not been fully realised. The
and [085es which has been a disquicting feature of the depart i
years has been attributed very largely to the decrea.ge ,roi.n ?cﬁfa J;Iurii?ﬁf
tendents’ inspections. Irrespective of the faet that such inspectiolx)lq if
properly carried out, may detect fraud, or at least put an end to laii,f:ies
which, if allowed to continue unchecked, develop into, or facilitate, setual
fraud, there Is no doubt that the mere fact that ap office is liable to be
Inspected Is in itself a deterrent. At present this deterrent is gq remote as
to exercise little real influence, since when the superintgndent has finished
his inspection of an office, the staff may confidently e o

inerease of frauds

: 8 long perio i i
which creates at once the temptation and the Opportuni% p P g’eﬁo 187_'(;1;2&1;

fust turpissimus >’ is as true of postal offieials ag ;

it is a fga;c)?re of the majority of their lapses th of any ;one else, and
was probably not eriminal. What usually happens ig that '
some of the office cash to meet some private emergency, awni;&n ,:’ﬁ?:rggﬁ
intention of re-paying it. He is tempted to do so by "ﬁhe’kno‘wled‘ e that
80 long as the deficit is made good by the time the pext inspection g1s due
the irregularity is not likely to be detected. In map ’

alle h : cages thig, n ’
actually happens, and the money is qul y returned ‘bl};t ; 1?2861;1;8, no doubt,

of sueh transactions encourage their repetition, unti] the official Pk

skflf hoPeleSS.g compromised by the fact that he borrowed fnﬁgg }tlllnlz:;

€ can possibly repay, or some fortuitous ineidén : T Lore tha
ll;ead and leads to his detection. Py ——— _brm:gg matters to a
lity that an officer may at any moment Visit the offie make Sheh & &

itieg 80 i : . such §r Hla-
rities 30 risky that they offer little temptation - bu e & it
reducéd the risk to a minimum, Q“"‘ P 7 * uk the emsunk s}: e haf*
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43, The ecurtailment of inspections and of the movements of the
postal superintendents may have produecd somie small economy by saving
m {ravelling allowances, but the increase of frauds and. consequent pro-
arossive demoralisation of the staff seems to be a ‘high price to pay
for this result. Apart from direct restriction of hiy movements, the
recent revision of travelling allowance rates has resulted in reducing the
amount of travelling alowance which a supel-lnten(}ent can recover from
the Govermuent, and this further tends to confine him to his h(tudquzn'tcl:s
with the result that the efficiency of his supervision and control, and his
personal knowledge of his subordinates, have greatly depljecmted. The
Committee are of opinion that these tendencies are all in the wrong
direction and that the value of the work of a postal superintendent varies
inversely with the time he spends at his headquarters,

44. The vital necessity of insp(’(z‘(io.ns. if a superintendent is to_per-
form his duties efficiently, and the des1rab1li§y that he shoulq aequire a
first hand personal knowledge of loeal conditions and of offices in his
charge has long been reeognised by the ] Dcpm't.mm]t",, I’ara_gra,ph 29.1
of the Post Office Manual Vol. IL contains specific instruetions to this
effect and runs as follows :—

“ Touring Season—The inspeetion of the Dost offices within the
limits of his division is one of the chief duties of a superin-
tendent, and in order to perfprm this duty efficiently it is
necessary that he should spend a large portion of the year
on tour. In many parts of India there is some season of the
yvear during which travelling is almos_t impossible, and a
superintendent may therefore be exeused during that period
from systematically inspecting offices situated in the interior,
hut during the touring, or fair weather season, he must
arrange to visit as many post offices as possible, and in case
of ‘emergency he must be prepared to go to any office at any
time.”’

This paragraph elearly indicates that, so far from theve being any desire
to restrict the movements of a superintendent, physical causes alone were
aceepted as an excuse for his remaining at his headqudrters,

45. The close personal supervision by the.superintendpnt of his staff
in all parts of his division must result in inereased efficiency and the
consequent diminution of public complaints and frauds. To ecurtail =
superintendent’s movements and inspections in order that he may have
more time to deal with complaints, or fraud cases, seems merely to inaugu-
rate a vicious cirele. Frauds and complaints ought to be dealt with
before they occur, that is to say, it is the prevention and not the investi-
gation of such cases that ought to be the first duty which the department
demands from its superintendents. Further, by immobilising the superin-
tendent at his headquarters the sub-divisional inspectors have been given
an opportunity to arrogate to themselves a most undesirable indepen-
dence. They are now the men on the spot, and, as such, the effective
control lies with them. This is conducive neither to efficiency, nor to the
contentment and well-being of the staff, and it is most desirable that this
state of things should be terminated without delay by allowing the superin-
tendents to yesume their proper functions. For this purpose, it is not
necessary that superintendents shouid again be called upon to earry out
the same mass of detailed inspection work which was expected of them

L1PTC
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prior to Noveinber 1924, when the inspection work was ecurtailed to 89
days in a year.  What now seems desivable is that eaeh of /tho’(inépcctions
now carried out by a superintendent should be followed at l, reasonable
interval by a second visit o the ofies ivspeeted. At this vrix’*iif no}‘(‘l(-‘railed
inspeetion of the whole office should be required, but inste>ad’ a )efé(;nal
investigation as to whether all defeets pointed out in’ the ()1-i(r’in-L% inspec-
tion have been removed or noi, and the vecording of o i)l‘i(‘fhll(;f(‘ i}; the
order book of the office showing in detail whether the loeal stfﬁf ha’s/ or has
not, taken action to remove such defects. Many inspecting officers consider
that they have done ther dudy by recovding as theiv inspectlon note a series
of prous hopes that this or tha defect may be removed, or, in fllflll‘('l‘LV(‘)id(‘d
and vegard it as no part of their work to take effeetive 7aebti()n/tmlv;u'd% thé
desired result, or to ensure thid others shall do so.  Inspeetions are aimost
valueless if they only deteet irvegularities but do not result in tl;eir removal
and by insisting on a systewm of ** follow 1ip ** subsidiary inspections ié
seems 10 the Committee that it should be possible to bring h()me; to su )GI,'in.
tendents their responsibility, not only for deteeting faults, but for éeeing
that effeetive action is taken for their removal, ’

46. Apart from these regidar mspections, to be followed later by
subsidiary inspections diveeied {0 specifie points only, the C()mmijctee ave
of the opinion that superintendents should he encouraged to move about
in their divisions as much ax possible and should be <r13m, a fl'e("}{a;ld to
inspeet any office at any fime.  Officers must be tl‘u:'tcd 'm'ld 1(; rovent
an officer from carrving ont his duties hecause he is su;;pect(-({ 0{') being
anxious to do so only in order o carn travelling allowanee l‘s a yitifully
short-sighted policy. 11 may vesilt i the saving of o Tew "“l“‘*'; i']l t’rﬂvel—
ling allowance but it wastes the salary of the officer, a far llgn-we.r‘ iﬁcm,
by depriving him of half hix value and efficieney, and no tl‘lleheconomy
results. The existing travelling allowance rules are not such ag to eneour-
age touring for its own suke, and it can safely be left to heads '()f’('ircles‘ to
see that sapevintendents arvange their tours in such a way th‘t'lc tra;rel-
ling allowanee charges are kept at a minimum. Slli)]'(‘ct( tol this
control a superiniendent <hould be encouraged to tour ag much " ioqsible
and to familiavise himself af first hand with loeal conditions Tili: i:; nov‘:
especially necessary, since the Department is pledged to a po.licy of extend-
ing postal facilities in rural areas, and the efficient and eeconomical orga-
nisation of these facilities must depend chiefly on the loeal knowledge of
postal superintendents. If that knowledge is defective, extray g’a,nd
waste of money will certainly result. ’ agance

47. The Committee are also of the opinion that the time has come for
the overhauling of cxisting divisional boundaries. Communications and
methods of transport have improved, and the mobility of the superinten-
dents has, in eonsequence, inereased. During the last century tlll)e differ-
ence of the speed of iransport over a good road and a railway was the
difference in the speed of a howse and o vailway train, To-da }:che motor
eycle or ear takes the place of the horse, and frequently proviydes nicker
transport than a railway. The Committee have not a sufficient] 3 tailed
local knowledge to make specific recommendations as to how 3&1 ?ion al
charges should be re-adjusted, or in what eases inspeetors might arllsanta-
geously be substituted for supe:intendents, as has bheen suggested by some
witnesscs, more particularly with regard to fown superintendents bl};t they
are of opinion fhat there ]arle prospeets of considerable economies l’)y enlarg-
ing the arvea of divisional charges and so redueing t ) . i
de!;lts, and would suguest that heads of eircles sﬁ\gmngr%l;czgﬁ:gpgggego
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submit to the Director-General concrete proposals on these lines. Until
sueh proposals have heen submitted and accepted, it is impossible to fore-
cast what actual savings may be expected.

48. The Committee understand from the Accountant-General that
he has under consideration proposals for the introduction of a scheme
of Local Audit, with perhaps four or five local audit groups in each
postal circle. It has been suggested that under such a scheme the
superintendents of -post offices might be relieved of work which could be
peteer done by trained audit inspeetors, and that their numbers might
be correspondingly reduced. The pay of the audit staff would probably
be lower than that of the superintendents whom they would replace.
This idea needs eiaboration and cxamination by Government in the
fight of both audit and exceutive requirements before any definite opinion
could be formed ; but it appears to the Committee to be probable that
such a measure would be conducive both to improved efficiency and
economy. 1t is suggested that the question be pursued and that the decision
be allowed for in the revision of the postal divisions recommended in the
preceding paragraph.

The Railway Madl Service.

49. The Railway Mail Serviece is at present organised in three
circles, the headquarters of which are at Caleutta, Poona and Ambala
respectively. Each circle is under the control of an administrative
ofticer of the rank of deputy postmaster-general. These three deputy
postmasters-general are assisted by nineteen superintendents of the same
rank and pay as postal superintendents, with whom they are interchange-
able. Of these superintendents, three are stationed at the three circle
headquarters and work as personal assistants of the deputy postmasters-
general, while the remaining sixtcen are each in charge of a Railway

''Mail Service division. The Railway Mail Service branch of the

Postal Department was first created in 1870 and its history up to

November 1st, 1906, when the first great change in its organisation took

place, and the necessity for this change, are detajled in a letter

No. 385-8.-Ap., dated 1st November 1906, from Mr. C. Stewart-Wilson,

Director-General of the DPost Oftice, to the Government of India. The
relevant paragraphs of this letter run as follows :— .

¢ (2) This branch of the postal serviee was first creéated in 1870

as the ‘ Frontier Travelling Post Office ’ in charge of an

officer called ¢ Superintendent’ on Rs. 600 a month. In

1877 hig title was altered to ‘ Chief Superintendent, Travel-

ling Post Office ’, and his pay fixed at Rs. 750 rising to

Rs. 1,000 a month. From 1880 he has been paid Rs. 1,000

rising to Rs. 1,400, and has been designated ° Inspector-

General of the Railway Mail Service ’ but worked -also as

an Assistant Direetor-General in the Direction till 1890.

For the last sixteen years there has been no change in the

organisation of the service execept that in 1905, in comse-

quence of the recommendations of the Committee referred

to below, the Inspector-General was given a Deputy to

agsist him. In the meantime, however, the work of the

Inspector-General had been curtailed by the withdrawal of

_Burma (1877-78), Punjab (1899), Adsam (1885), Eastern

Bengal (1886), Kathiawa» (1892), dnd (from time to time)
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of spvu:nl unimportant and isolated lines in various parts of
India from his sphere of administration. so {hat ]1(0 tx‘mv
controls sorting over gnly about two-thir(’[s of 1'hcl lhlilvw;l\
Mol sevviee anileage o Tadia, exeluding Birma e
words, the continuance of the old organisation was ssible
only by the use of Procrustcan methods. 5 possibie

The use of sueh methods can be justified only by success
uud' cannot be defended in the case of the [ndi-u{ l"x?‘]u:'.sh’
L\lad Serviee, for it has been felt for years .past‘ b ulll\my
poasthle postal officers that this hranch of the d('y)'d'l lfb-'
has not been giving the assistanee whieh it ()l‘l vhtl ‘15‘ '«l:l' ”i
i the development of the post oftfice, 14 \\'illér.:A 1(‘)| DIY(’A
understood that this has caused much anxiety, as (t(lll"‘l d ain
(l}l?,\’ ol the past olice s 1o earry (f()l'l'(‘.‘i])()n(,l(f]](" b“mckllll;l
tiously and correetly, and in order to do thisJl i;;‘\p“ t
Hecessarily possess an eflicient sorting seryviee, ’ must
The chief defeet which has bee rwed against
system is t(llmtt( (itt \(\liléfs'hn})l‘;h ]-N'( i mfﬁ(,d /d‘g:m!st the present
: : permit of eonstant and close co-
operation between its controlling officer and the hoa}ls of
]1()1>:1|(111‘(11111§1((‘: ;‘1\111‘('1”1?:‘1.;'\':21}‘/: i’(!),fl:?‘}lffi(:iclnt control over the
s Vo Mail stiperintenderis 5 or of proper
eare in the preparation of sorting lists ; while the Tnspector
General has his time so oecupted in the impossib]‘(\poff L
to keep up to his work in these dircetions that he ,11‘i< Oxfo
h'lmn',.m think oul. or {ry, new methods, so that ~'(%t' o
work is still doue on old fashioned and ilifcrior ‘lihgt(s)l e

The ecirecumstances of Burma make the separati b its
Ratlway Mail Service from the rest of 1n:1(1£ L;iﬁll((::t :(r)lj(;elt'b
sary, but the most that can be said in favour of separa’rieb-
m the case of the Punjab, Kastern Bengal and Assan'lo'n'
that the very evident disadvantages arising from it ha lb'
at least heen considerably less than those which wouY(‘i
have ensued, had the control continued in the hands of the
[“rl:s‘])(‘(-3_()1’-(}011:*1'“I, Some years ago the evils arisine r
defeetive control had become so patent that ‘thg Po(sf;:”
masters-General of Madras and Bombay asked ur"entl-
that the Railway Mail Service in their cireles shmfld b}:
transfcyrcd to themselves, though experience had ’how;
that this was at best a very partial remedy for thes evil
These proposals were not sanctioned, but every year tht;
qomplamts from heads of postal ecircles against the exist-
ing system grew louder. In May 1904, Sir Arthur
K :ms.!mwc assembled a committee at A]Iahal;ad under the
presidency of Mr. Kisch to discuss what should be th;
future organisation of the Railway Mail Service.

The procecdings of this committ
: ; : ce were forwarded t
Government with my predecessor’s letter No. 2198(-Ap.(:

dated 8th September 1905. Its : :
summarised as follows . conclusions may be briefly

It is not desirable to decentralise the Railway Mail Service on the
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lines followed in the Punjab. The Railway Mail Service

It other

all over India, with the exception of Burma, should be
centralised, though it would be open to the Inspector-
teneral to ask heads of ecireles to undertake the working
of isolated and branch sorting or transit sections of purely
local importance

The Railway Mail Service should remain under the charge of a

“ (1)

(43 (8)

sinele inspector-genaral who should he oiven the pay and
statns of a postmaster-gencral, and should be assisted by
a deputy inspector-general. A time will ecome when this
orranisation will no Jonger suffice and the Railway Mail
Qerviee administraiion will then have to be divided among
two or more inspectors-general with the pay and status of
deputy postmasters-general, working under the control of a
Railway Mail Serviece Branch in the Direction.

Acting on the recommendations of this committee, in Sen-
tember 1905, Sir Arthur Fanshawe asked the sanetion of
Government to the ereation of a mnew appomntment of
Deputy Inspeetor-General. The delay in making this
applieation was due to the fact that Sir Arthur had grave
doubts whether it was wise merely to patch up the old
arganisation rather than devise a new one suited to present
eonditions. On mature consideration, he thought it right
that the veeommendations of the committee should be
tried, especially as something had to be done at once, and
the appointment of a deputy to the Tnspector-General could
not but improve matters to some extent.

The ' assistance given by the Deputy Inspector-General
came none too soon. and, within a year, several very neces-
sary reforms have heen earried out with the help of this
officor. At the same time the duty of seeing personally
that the greatest possible use was made of this new appoint-
ment and the fairest trial eiven to the rccommendations
of Mr. Kiseh’s committee has given me an opportunity,
whieh few others have enjoyed. of examining the work
which is done hy the Railway Mail Service and the way

*in which it is done : as also of considering what it should

do and how it should bhe done. Tn carrying out this task
T had the advantage of having personally administered the
Railway Mail Serviee in the Punjab for several years, and
of being constantly in touneh with Mr. Sheridan, Deputy
Tnspestor-General, whose elose knowledge of Railway Mail
Service worl, eagerness to improve matters, and ingenuity
in devising efficient improvements, have been of the great-
est value. The result has been that I have been forced to
the conelugion that the present organisation is unsuited to
modern requirements and that it requires, not the patching
suggested by Mr. Kisel’s Committee, but complete over-
hauling. T also consider that it is now necessary to extend
the sphere of work of this important branch of the postal
service by entrusting, as far as possible, not merely such
postal articles as happen to require train transit, but all the
non-local sorting of India, to its eontrol.
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51314} effort ah_nost im.p()ssi?;h' ; and, as the administrative local heads of the
h.ml\my Mail Service ave of a status inferior o that of postal cirele
officers, there is an inevitable tendeney that their sneeestions shall ecarry
fess weight with the Divectorate, an where (liﬂ'vr(\n;(r:s aceur, the sealos
tend to be weighted in favour of the latter. The Railway Mail Serviee
pm':;unﬂnol also feel that their inferesis ennnot he vepresented with the
wade foree as those of their posial hrothers,  As o result. and owing to
the fuc! 111;}t the Railway Mail Serviee is nol so woll paid as the ordinary
mzut’al serviee, and has  a lower standard  for reeruitient, there is i
"'*"_’ff"z‘”cﬁ' fo regard it as the  Cindevella of  the  Deparfment. These
ff)l”‘l('ll“l(!ﬂ u.ngrht 'bv removed, oither by onee  more  placing  the
Railway Mail Serviee as a whole under 1he control of a sinele officer of
the status of a Postmaster-General, that is to say, by reviving the system
of one Tnspector-Cieneral, Rathway Mail Serviee, for the whole of India,
or by placing the existing Deputy  Postmasters-General, Railway Mail
Svrvqm, under the control of postal Postmasters-General.  The fact that
the fiest system has heen tried and abandoned as unsatisfactory appears
to the Committec 1o frirnish aderate orounds for not reverting to it so
long as any alternative rengins., )

3. The seeond proposal docs, however, sugeest an alternative which
appears to offer considerahle atiractions. To make over the control of
the Railway Mail Service fo Postmasters-Ceneral is a course whieh, in the
past, has heen strongly advocated by wmany distingnished offieors of 1he
postal department. ineludine Sir Arthur Fanshawe, Mr, Doran, and the
present Director-General, &ir Geoffvey Clavke.  The suggestion was also
specifieally dealt with at {wo conferences of Postmasters-General held in
191.6 ':md 1920, At the first of these eonferences there was an aetnal
majority of Postmasters-Gleneral in favour of the seheme, while of the
cleven officers, who aftended the seeond, six were in favour of it. As,
however, opinion was »n eaeh oceasion divided, no definite action was taken
hy the Department, Tt was no doubt felt that the diffieulties of adjusting
the Railway Mail Serviee charges to eoineide with the varions postal
circles were of a very formidable nature.  Tn faet the scheme denended for
its practicability on the solution of a number of problems, the more im-
portant of which were as follows — 7

(1) The adjustment of Railway Mail Serviee seetions in such a
way as fto make them coterminous with postal cireles, and
the designation of scetions in cach cirele,

(2) Tl](‘ eontrol of the foreign mail sections and questions relat-
ing thereto,

(3) T}i"\ tissun of high officials’ tour ovders, and through sorting
ists, ‘ ;

(4) Correspondence WI‘rh_ﬂw different yailways regarding haulage,
postal accommadation, and rolling stoek,

(5) 'l‘hlg control of Railway Mail Service sevtions on throneh trunk
ines. )

54, Tt must be admitted that these are ve i ies i
: s * very real difficulties in the
way of any attempt 1o make over to cach Postmaster-General the whole of
the Railway Mail Serviee orgamsation working within the limits of his
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postal cirele. Tf, however, the scheme is modifiéd in the direction of plac-
ing only those Postmasters-(eneral in chavge of Railway Mail Service work,
whose headqguarters are located at the headquarters of the more important
railway administrations, and giving them econtrol of all Railway Mail
Service work on the railway systems administered from those headguarters,
the solution of these questions is ot once ercatly simplified.  Sneh a system
would require only an alteration in the hroad lines of Railway Mail Service
organisation and would not greatly disturb the existing details of its
administration, The following steps would be nceessary to give effect to
it —

(1) The placing of the three.existing Deputy Postmasters-General,
Railway Mail Service. under the direct control of the Post-
masters-General, Pengal and Assam, DBombay and the
Punjab.

(2) The transfer of the office estahlishment of the Doputy Post-
master-General, Railway Mail Serviee, Rastern Cirele, to
the office of the Posimaster-General, Bengal and Assam, of
the office establishment of the Deputy Postmaster-General,
Railway Mail Serviee, Northern Cirele, to the office of the
Postmaster-General, Punjah, and of the office establishment
of the Deputy Postmaster-General, Railway Mail Serviee,
Western (lirele, to the office of the Postmaster-General,
Bombay.

(3) The revival of the cld Scuthern (Madras) Railway Mail
Serviee cirele to he placed under the Postmaster-General,
Madras.

55. The adopiion of these arrangements would mean that the Post-
masters-General, who.e headquarters ave at the headquarters »f the more
important through railway svstems in India, would control the Railway
Mail Service organisafion working over thoge svstems. Thus the Post-
master-General, Bengal and Assam, with his headquarters at Caleutta would
eontrol the Railway Mail Serviee working over the East Tndian Railway,
the Bengal-Nagpur Railway, and the ~Eastern Bengal Railway. The
Postmaster-General, Punjab, with his headquarters at Lahore, the Post-
master-General, Bombay, with his headquarters at Bombay and the Post-
master-General, Madras, with his headauarters at Madras would similarly
eontrol, respectively, the Railway Mail Serviee workine over the North
Western Railway. Great Indian Peninsula and Bombay, Baroda and
Central India Railways, and the Madras and Southern Mahratta Railway.
As regards those railway systems, the headguarters of which are situated
at places other than Caleutta, Dombay, Madras or Lahore, the Railway
Mail Service organisations which work over them wounld be eontrolled by
the ‘Postmaster-General who takes ove, that Railway Mail Serviee circle
to which ‘they belonged under the old arrangement of four Railway Mail
Serviee cireles. This solution of the problem seems to avoid those diffi-
culties which would be met with in any scheme for dividing control of
the Railway Mail Serviee among all Postmasters-General. Thus it will
not necessitate the re-adjustment of Railway Mail Service sections to make
them coterminous with all postal cireles or the alteration of their
dlesignations,
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56. The old division of the Bailway Mail Serviee into four eireles will
he revived and these will he made over, as they stand, to the Postmasters-
Generad, Bengal and  Assam, Dombay, Madras and the Punjab. The
control of the Foreien Mail section, which is a theough seetion, will be in
the hands of the Postmaster-General, Bombay. The issue of tour orders
and through sorting lists will he undertaken by the four Postrasters-
Teneral, instead of by the Deputy DPostmasters-General, Railway Mail
Serviee, as of present. Coriespondence with different railways regarding
haulage, postal aceommodation and rolling stoek, will be facilitated in the
ease of Bombay and the Pupnjal by the fast that the officers eontrolling
the Railway Mail Service wiil have their headquarters at Lahore and
Bomhbay, the centres of the railway administrations, and not at Ambala and
Poona as at present, and for the whole of the Railway Mail Serviee
oreanisation by the fact that a Postmaster-General, owing to his superior
official status, will be in a stronger position to deal with the various railway
administrations than a Deputy Postmaster-General.  The eontrol of Railway
Mail Serviee sections on through {runk lines will follow the existing
practice, and offers no special diffieulties.

7. This scheme will produce definite cconomies both in office staff
and in supervision.  As regards the Jatier it will be necessary to plaee
in the offices of the four Postmasters-General, to whom the Railway Mail
Serviee administration is to be made over, an officer with Railwey Maii
Serviee training and experienee 1o assist them in the work. Such an officer
might be either of the status of a deputy postmaster-general or of a
superintendent.  The Committee think that, at first at.any rate, until the
fn.l] eﬂ"c('t&.of the scheme have been ascertained by actual expericnee, it
will he desirable that this officer should have the status of a deputy post-
nmster-;rc_ner:tl. If this suggestion is adopted the scheme will result in
the creation of the appointment of onc deputy postmaster-gencral for
the office of the Postmaster-General, Madras, on a pay of Rs. 800—60-—1,400,
and .the abolition of the posts of three Superintendents, Railway Masl
Service, on an initial pay of Rs. 250, at present working as person:l assist-
ants to the Deputy Postmasters-General, Railway Mail Service, and each
dra}vmg a duty allowance of Rs. 100. There will thus be a monthly
saving of Rs. 250. 'The retention of the three appointments of personal
assistants will he unnecessary, as the various secetions of the offices of the
Deputy Postmasters-General, Railway Mail Service, will be absorbed inte
the eorresponding scctions of the eircle offices and the personal
assistants of the Postmasters-General will divide among themselves the work
now done by the personal assistants of the Deputy Postmasters-General,
Railway Mail Service. If on the other hand, it is agreed that s Post-
master-General in charge of Railway Mail Service will not need as his
assistant for Railway Mail Service work an officer of a higher standing than
a superintendent, the savings will be much larger, as the three appoint-
ments of Deputy Postmasters-General, cach on Rs. 800, can be ahnlished.
and only one extra appointment of a superintendent on Rs. 250 plits a
duty allowance of Rs. 100 will have to be created in order to provide a
Personal Assistant, Railway Mail Service, for the Postmaster-General
Ma@rgzs. This will result in a monthly saving of Rs. 2,400 as against axi
additional monthly expenditure of Rs. 350, 1.c., & net monthly saving of
Rs. 2,050. As however it will not be possible for a Postmaster-General
to undertake the control of the Railway Mail Service unless there is a
substantial delegation of powers to his subordinate, and as a superintendent
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will not, as a rule, have the nceessary experience or aptitude for the
exercise of wide powers in the name of the Postmaster-General, the Com-
mittee are of opinion that the appointments to be ;Lbol‘lsllté(l should be
those of the personal assistants of the Deputy Postmasters-General, Railway
Mail ‘Serviee, and not those of deputy postmasters-general.
| a considerable saving in clerical staff and other
wit of the offices of the Deputy Postmasters-
General, Railway Mail Service, is in charge of a head assistant, but on the
amalgamation of these offices with those of the Postmasters-General, the
retention of these appointments will not be necessary, as the personnel will
be controlled by the office superintendents in charge of the Postmasters-
Generals’ offices. The abolition of those appointments will re§ult in a
monthly saving of Rs. 750. Similarly tl.-re are now fifteen selection grade
clerieal apy.ointments in the three offices of the Deputy Postmasters-General,
Railway Mail Service, six of which arc on a seale of Rs. 175—225 and
nine on a scale of Rs. 145—170. When the offices are absorbed into
those of the Postmasters-General, two of the higher sclection grade appoint-
ments and one of the lower should be capable of reduction. The clerical
staff of the three offices of the Deputy Postmasters-General, Railway Mail
gists of 145 men plus 15 record clerks. There are also 68
appointments -in the menial establishments. It is impossible to forecast
exactly how many of these appointments ean be brought under reduction
as a result of the proposed amalgamation, but an ultimate possible reduction
of 20 per cent. seems a very conservative estupate. If tlgis supposition
is accepted the final results of the amalgamation, supposing that posts
of three Superintendents, cach with a duty allowance of Rs. 100, are
abolished and one additional post of Deputy Postmaster-General is ereated,
will be roughly as follows :—

Savings. '

Rs.

58. There will also be
establishments. At present e:

Service, con

Ezira cost.

One appointment of
Deputy Postmaster-
1,050 General on Rs. 800.*

Three superintendents’ appointments
on Rs. 250 plus Rs. 100 duty allow-
ance. Monthly savings ..

Three appointments of head assist-
ants, each on Rs. 250. Monthly
savings .. ..

Two clerical appointments in the
selection grade on Rs. 1756—225.
Monthly savings .. .. 350

One selection grade clerical appoint-
ment on Rs. 145—275. Monthly

savings

750

145

*1t niay bé possible to ayoid the creation of the extra appointmeht by a
transfer of the deputy postmaster-generalship of the Shillong range in the Bengal -

circle. ‘ :

T this were done Assam might be made into a minor postal cirele under a

telegraph officer, on the lines of Sind and Baluchistan, or, by some rearrangement

of duties, the administration of the existing Bengal and Asssm cirelé might be

carried on with the help of two deputy postmasters-general, instead of three, as at
. |

" present:
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Sam'ngs Extra cost,
Rs.
Nineteen clerical appointments on the
ordinary time seale with average
initial pay Rs. 41. Monthly sav-
ingy . 779

Three appointments of reecord clerks
on a time-scale with averaee initial
bay Rs. 41, Monthly savings .. 123

Thirteen menial appointients on an
averace initial pay of Re 16.
Monthly saving .

208
Total monthly savings . . . _‘}—4;5
Total inereased monthly expenditure ‘. —*-‘,:)(;
Net monthly savines .. .. _2-;55
Net annual savings .. .. “‘;;,2.66

59. This is a eonservative estimate, as not only is the numher of

appointments which will he found capable of vednetion on the amalea-
mation of the Railway Mail Servico civele offices with the cirele offices
of the Postmasters-Cieneral probahly under-estimated, but for the sake
of simplieity in making the calealation, the lowest rate of pay fer ecach
appointment, and not the average pay, has heen taken into aceount ; but
even so, the annmal saving to he expeeted works ont af
sunt, - On the other hand, it i is decided to
three deputy postmasters-general, Railw
Postmasters-General, who are

2 not inconsiderable
abolish the appoinfments of
ay Mail Service, and give to the
to be entrusted with the administration of
the Railway Mail Service, offiecrs not above the vank of superintendent
as their personal assistant, 1he annual savings will he inereased con-
siderably.  The Committee are, however, of the opinion that this oxtra
,saving will be at the cost of efficiency and do not consider that 4 Post-
master-General will be in a position effeetively to control and administer
the Railway Mail Service exeept with the assistance of an officer of the
standing of a deputy postmaster-general who will have the experience

and status neeessary to permit of the delegation to him of considerable
powers,

60. Altogether apart from the mere eash savings to be effeeted hy
the adoption of this scheme, it seems to the Commiifee that it will hring
with it administrative and other advantages of a very real value. The
Railway Mail Serviee will heecome g living and integral part of the postal
organisation and will no longer remain in a position of complete isnlation.
Co-ordination of the postal and sorting work in local areas will he possible
and unity of eontrol should lead to eonsiderahle economy in the direetion
of replacing travelling sorting sets hy stationary sorting. Tt will also
have a good effect on the morale of the Railway Mail Service staff, as

the latter will feel that they are no longer in a position of inequality as
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regards the post office sfaff, but hfWG the same aldvogfljtg ;l\ l-f'hfr:i}:f
Directorate, with the resuli that their mterests will no nng(,t l.\l;_ (, o,
a less weighty representation. Keonomies may alsQ be llﬁ»%»(l,(',‘ 103‘ l'nl\Iaii
cadre of Railway Mail Service supurqnc.mlcnts,.as W l}ell the Rai \\ zl:\/. ! l)ie
Service is placed under the control of civele ofticers, it nia‘).f bi: -m](}u'l-(ignal
for the latter to place the smaller sorting sgctwns under tml ‘( }Yh]). :

postal superintendents, with the 1'1-5\1111‘th::t fewer ﬁul.)‘r‘fl‘.l‘nl'c'nl( .uuh,”\tf}:ﬁ
way Mail Service, may be required.  'The only il'(lmlfllh‘lldt‘l\‘(,A .1}18().\(1 ‘1.)1

which must accompany the scheme will be that the lost}‘l}gsltuls- (,‘IIEL(I]L,'
Railway Mail Serviee, will oceasionally hzn;e t(} 1\0\11". ‘(iutsl e the afe'ztiic(;l
their postal eiveles. This, however, should give rise {[)(l) no p‘:dc.t'“
difticulties but, on the contrary, s}'.ould'aﬁord thcin valua c O'I).po,l..lim,iLb
o maintaining close personal touch with th‘osc 1 ()stma‘stel‘h—{;ctnc_m \ﬁ 1'0
arc not in dirvect control of Rzul\\'ay Mail Serviee sections, but in whose
cirele areas such seetions are working.

61. Actual experience may, indeed, suggest thp :xdv.isa}bfllIt)}" .(l)fv'pluﬁgﬁ
the Postmaster-General, United Provinces, in control ‘ot 'itllg“ }ul(u de- vail
Service organisations working over the rullt\'ay systems, \r\ Qisc \thi.t(,lu(u.b d
are situated in that pyovince,.e.!j., the l:gngal and 1\:01'1.1“ , es b-rnf‘dnl
Rohilkund and Kumaon Rulhy"dys, whieh are ].)l.ﬂ(tll(,d ‘y‘1 con 1111?(
to the United Provinces and Behar a]n.(l (){'IS.ML )[)i)bt(tt 101?‘((1,;;
There will probably be little difficulty in making ov 01‘ the (,f)ll r(t)h OP i
Railway Mail Serviee ()1‘ga111:§at1011 which works on t]}ehe.llneb to Ct {)bé
muslvr-t(,icnui':l‘l, United Provinces, at th.c same T;unc ‘lx'eepmg T.;he c?n .1‘0‘ (1)
the Railway Mail Serviee on those portions qf thc (xl(.‘(:ﬂ, lnd)mn"l cn{nsu a
and Kast Indian Railways, whlch. are \:’11]1111 the United 1 ronnc'eb proi
vineial boundaries in the hands of the 1‘ostl'nast.crs-(}enef"a'l, 'Boml;.‘xyl, ;31‘1(
Bengal and Assam. If a sep;.lra‘.c ‘orgumsatlm‘l for the 1@11\\ a?r I\.dl bfcr-
vice in the United Provinees is ultln'.mtely_ decided upon, tl}c cleatlog oh.a'
sceond  deputy postmastcr-generalslpp will then be necessa‘r)i, ?n tt hlb
would reduce the actual annual savings to be expectpd to result rtzm' | t?,
scheme to Rs. 21,660, But, if in‘arldltwn to these i;savmgs? thc: schemcvgl\ esl
a definite improvement in_efficiency (anfl thfz Q‘Ovmmltteg dre"ﬁor{)‘lnceil
that such a result will follow), it appears that its adoption will be we
worth while.

T is essity for the department to commit itsclf to the
acce;(itzzint}eleg(f3 ltZiIslosé?:me 1{1 its entirety at once. It would indeed be
referable that the change should be made step by step, as actual experi-
g f'l can show what practical difficulties are likely to be met with.
i%?ﬁ:botrll (‘;Eg O;hei' hand an experiment'shoulgl not bg delayed and might well
begin at once with the Madras Postal Circle. There thg arca_(}overe,d
b é‘the Madras and Southern Mahratta and South Indian I?a].lway;s is praeti-
'Ayll : the area of the Madras Postal Cirele, and the adoptlor} of the schqme‘
?":)r }’\Iadras appears to the Committee to present no practical difficulties.
If tfle scheme succeeds in Madras, it can gradually be extended to othez
éireles and, if still successful, can ﬁnally' be adopted for the whole o
India. If on the other hand the experiment at any stagc proves a
failure, the department will not be finally committed and a reversion
to the éxisting systems will present no difficulties.

63. The Committee do not suggest anv interference vyith the arrange-
ments at present existing in Burma. The Burma Railway system is
eni;irely isolated from the railways of India and the present organisation
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of the Railway Mail Serviee there wnder the control of the Postmaster-
General, Burma, appears (o the Committee to be the only practicable
system, and is in accord with that which they have suggested for the whole
of India.

Norting Staff in Railway Mail Seiviee., -

G+ Whether op not the vecommendation whieh we hive masde recardinge
the control of the [iilway Mail Serviee he aceepied, an ceonomy in the
iiternal administration of this braneh of (he sepviee niieht be eifeeted by
the substitution of wi different elass of =i for the wmen now employed
on sorting dutics.

65. The following statement has been compiled For us by the Dirvector-
General’s office from information colictied for the purpose o

|
’ - i Nowder of 20 M. |
() y | (c) i S sorbers inelud- |
! ing those  per- | Potal num-
48 .12 Nutnher of sorters ather than | forming clerical ber of the
¢ LR those in statoment (h) e or .qff/y«‘rﬁvnrl’ staff.
=z 8w ployed on ot han puecly Auties em ploy-
Name ol § &% ,:J—f sorting dutios with bricfde. ! o in
Cirete, o2 tails of such duties. | REMARKS.
85 5F | ; : R
@ LS ’ 2 | =2
Lzl & :"a: dunn- | Sta- 2 =8
< 0T 2 . , - i) L
8ol B ing Sce- | tiomary 2 = &
,;i QA ; = | tions, | ollives, rz; 58
Northern 33 | 177 (\Clevks in officesiof Supdty. ) Hid A34 |1, 000 | 1,078 | Posts k(t-,pt
1ML, 8. Mail agents | vacant
. hag elerks, assit, re-} 168 owing to
cord  or sub-record | retrench-
clerks. ! ment.
Western . R30 279 ditto 102 731 480 1 1,227 | 1,211 Do.
Eastern . 661 | 271 ditto 35 (83 374 | L,ORT | 1,087
Burma (.. M. 8§ 28| s ditto 13 67 22 80| 80
under P M-
(4., Rangoon- o " ”
Calcutta R. M. 271 13 | Trasseribers Madl Bscorts 85 | 16 354 1 369 [ 369
8. under P, Supdt’s, office  elerks, .
M. G.,, Cal- Bag clerks, cfe. :
cutta. .
F. M. Division 77 12§ Sapdt’s offiee elerks  and 11 092 8 100 100
under P, M. sorters to dead with olos-
(., Bombay. ed mail articles,
Total . [2,690 | 800 514 2.132 1,772 | 3,942 | 3,004

66. From this it will be scen that two-thirds of the entire Railway
Mail Serviee staff are emaployed on purely sorting duties.  These employees
are men of the clerical elass and are paid on time scales ranging hetween
Rs. 40 and Rs. 130 plus, in a few cases, a local allowance of Rs. 10 or
Rs. 5. The gencral average may perhaps be put at about Rs. 85. This
seale of pay is inferior to that given to other clerical employees of the
department, and as the work is of a kind which gencrally entails con-
stant travelling and diseomfort it is inevitable that it should have attracted
only such men of the eclerical class as could not. obtain better paid
or more congenial employment. In the resvlt the Railway Mail Serviee
sorters may not unfairly be deseribed, as a whole, as being a staff of the
lowest clerical type. ‘

67. The sorting work is of a kind which could efficiently be done
by men of the postman eclass—there arec many ‘¢ sorting postmen ’’
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employed in post offices—and it should be possible to seeure substantial
economies by a change in that direetion. A sorting postman receives the
pay of an ordinary postman in the locality where he is employed plus an
allowance of Rs. 7-8-0 per mensem ; ordinary postmen are remunerated
at different rates, ranging from Rs. 27—45, plus honse rent Rs. 7 in the
case of a few of the most cxpensive places, sueh as Dombay, to Ry, 16—22
in the case of the cheapest. Kven taking the highest basis of all (that
of Bombay) this represents an average of about Rs. 49-8-0 per mensem as
the emoluments of a sorting postman.

68. We believe that the Railway Mail Service should therefore attract
an excellent stamp of sorting postmen if they were offered an inter-
mediate scale of pay, giving an average of, say, Rs. 60 per mensem, such
a scale for instance as Rs. 40—2—80. The higher pay for men of this
class would be justified by the more arducus nature of the work, while
the average saving of Rs. 25 per mensem per man on the pay of the
existing clerical type Railway Mail Serviee sorter would represent a gain
secured, not hy a sacrifice of efficiency, but by employing the best men
of a lower class instead of the worst men of a higher.

69. If this measure were extended throughout the serviee it should
result in a saving of at least Rs. 7,70,000 per annum, on the basis of the
foregoing figures. We do not recommend that a definite decision on this
step he taken at once, but we consider that the prospeet of securing so
large an ultimate saving makes it desirable that the experiment be tried
on a scale sufficiently extensive to enable its suceess or failure to be deter-
mined beyond doubt.

70. For such an experiment to be successful it wonld be necessary
to ensure that the right class of men is actually reeruited, since to allow
men who are really of the clerical type to enter the service as sorters on
the lower scale of pay would only lead to eonstant dissatisfaction and
unrest. We therefore recommend that recruitment he made only from
the establishment of ordinary and sorting postmen.
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CHAPTER IV.
The Directorate.

71, The Direetorate of the Posts and Teiegiraphs Departinent comprises
Four distinel seetiens, the Postal, Telegraph Traftie, Telegraph Engineer-
g, and Wireless DBranelies. The wajority of the staff are stationed at
Cateutta, whenee b s miended that they shall be transferred to Delhi
when ihe new Seerctaviol s oveady  Tor oceupation, while the rest arve
attached to the headguarters of the Clovernnient of India with which they
wove beiween Dethi and Nimlao The seheme of control is that indicated
i the accompanying dingram {page 36).

20 The Committee may say at onee that they see littie prospeet of
effeetmg savings of expenditure in this office by any considerable sehemne
ol re-organisation.  They recognise the need for a strong and  highly
efficient centralised adinini=trative control ¢t the department, and they
find no reason to helieve that the several hranches and aetivities indicated
in the diagram are nol necessarey, subjeci to some measure of re-arrange-
ment, or that ofiicials carcfully chosen Tor the different posts will not
render an adequate retirn for their salaries. Sone minor re-arrange-
ments and reductions of stadl may prove possible when onee the bulk of the
olfice s transterred from Calentta to Delhi; owing o the bringing to-
gether of the entive stadi and (he eonsequent elimination of much written
correspondence anil noting and the substitution of freer personal com-
munications.

T A the view advocated n Cliapter 11 of this report, in favour of
the retention in it main outlines ol the existing scheme of departmental
organisitiion, he accepied, there does not appear (o be any ground for a
radical departure from the corvesponding division of the Dircetor-General’s
office into branches, as now, cach charged with the control of the corves-
pondiner exceutive branches of (he department,  We thus consider that
there should continue to exisi separate Postal, Telegraph, Traffic and
Telegraph Engincering branches.  The question of retaining the Wireless
branch as a separate entity is discussed in Chapter VI and if the recom-
mendations made there be approved this seetion of the work should be
merged in the headquarters  Engineering branch.  The Railway Mail
Service work is even at present controlled, through an Assistant Director-
General specialist officer, by.one of the Postal Deputies ; and following
on the views expressed in Chapter (11 we would merge this work still more
completely in the ordinary postal business of the department.

Tt A more far-reaching measure, however, which appears to us to
be necessavy, is the provision of beiter means than exist at present for
ile co-ordination of establishment, and of budget, work. Under the exist-
ing system the establishment questions which arise, and which in the
broadest meaning of the term include all matters relating to the recruit-
ment, postings, promotions, eondition of service as to pay, leave, pension,
ete., appeals or personal matters of (he statf, are handled by a remarkable
number of different officers, nearly all of whom moreover are ghosen for
their appointments because of their technical ability rather than for their
special knowledge of vegulations and skill in dealing with personnel.

75. Thus the Wireless officers deal with all establishment questions
rqlating to Wireless staff ; the different Deputies under the Chief En-
gineer each with all establishment questions relating to the staff sub-
ordinate to them ; and so on throughout the department, There are six
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fferent officers who submit cases dealing with such matters direet to
e Director-General, and there is no automatic provision to ensure any
aiformity in the attitude adopted in respect of such questions. Co-
«dination by any general survey of the bearings of any particular pro-
ssal on the interests of the staff as a whole is left to be provided by the
irector-General personally.

76. It is not pretended that this system is permitted in practice to
ork quite as badly as it might coneeivably do, different officers do
msult each other informally, or files in which manifestly general issues
¢ raised, are not infrequently passed from one branch to another. But
iis is necessarily left in the main to the personal discretion of the different
sads of branches who must often be unable to know what particular
ises involve wider implications than may appear on the surface.

77. This system cannot work well. Efficiency and uniformity of poliey
1d treatment of staff questions are of the first importance in §uch a
spartment as that of the Posts and Telegraphs in which two-thirds of
e total working expenditure is expenditure on staff, and in which there
‘e so many offices and communities -each on the alert to take advantage
' errors or disparity of treatment. It is the Committee’s strong recom-
endation therefore that steps be taken to concentrate in a special branch
' the Directorate the disposal of at least those parts of the establishment
ork of the office in which there is a particular need for uniformity and
-ordination. Individual appointments, transfers, and promotions within
e sanctioned cadres may perhaps best be dealt with entirely, as at
sesent, by those branches and officers which would in any case have to be
msulted in the particular cases even if this elass of work were trans-
rred to the new establishment branch ; but all questions of a more
meral nature, and particularly questions relating to the framing and
terpretation of rules, the revision of ‘cadres, scales of pay, allowances,
1d of conditions of service jn general should be dealt with by a special
:pert staff. Appeals even on purely personal matters so often involvé
e consideration of general questions, and 'their disposal so frequently
sars on the disposal of, or may give rise to, other cases that it seems on
¢ whale desirable that these too, though their general implieations may
st always be obvious, should be dealt with by the special branch.- Natural-
cases even of a general character would arise not infrequently in which
"would be unwise for the establishment . branch. offieers to aot ‘without
nsultation -with the heads of the technical branches, and it would- be
ieessary to prescribe that this procedure should be adopted ; it would
» easier-to ensure such .prescriptions being made effective in the case-of
gpecial branch such as is here proposed than to rely on their necessity
ing perceived and observed by the larger number of officers now con-
roed. L Lt T

78. An establishment branch sugh. as is here contemplated-by the Com-
ittee wonld relieve -the- technical branches of a very eomsiderable shars
“their present,work, and of what by many of the officers concerned:ds
mrd@lﬁnéha least agreeable. portion: of it, . It shonld-be the chairge of
selected_officer of the- status of: Deputy Director-General under, whom
ould: work. tWo_Assistant Directors-General of ‘whom oue should- be' con-
rsant with telegraph, andthe other with. postal service-gonditions, .
. 179, Tt appéars'to the Comisittee thit' tb"ﬁ:ovidb‘,sﬁcil #n establishment
anch no-ddditional expendituré is netensary. They are of opinion that
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if the staff of the different technical branches were relieved of their present
work in connection with personal matters it should be easy to find the
Establishment Deputy Director-General and his two assistants by a redue-
tion of the number of postal Deputy Directors-General from two to one,
and by transferring one Assistant Director-General from the Postal and
one from the Traffic Branch to the new Establishment Branch. It
would also be necessary to transfer to this braneh a reasonable part of
the clerical staff now employed in all other branches of the office. The
latter measure should indeed enable some saving of total clerical staff to
be effected since the concentration of the establishment work in one place
should lead to its being done with less waste of power and with greater
facility.

80. The Committee have not thought it necessary to work out the
secheme in detail as the first question to be decided is whether it should be
approved at all, and the scope of the duties to be performed, but they are
confident that a re-arrangement on these lines is feasible and is most
desirable.

81. A somewhat similar measure appears to be very desirable in con-
nection with the disposal of budget and accounts questions. In the
Director-General’s staff there is at present no one person or section of
the establishment who is acquainted with the position in respect of these
matters as regards the department as a whole.

82. The greater recognition now accorded to the importance of such
matters and the stricter enfereemenr nf responsibility for the control of
expenditure in relation to the budget grants, and the complications attend-
ing questions of allotments and re-appropriations, for the satisfactory
disposal of which a grasp of the position of the department, as distinet
from a grasp of the position of its different branches, is often necessary,
render it almost essential that there should be constituted a single Budget
and Accounts Branch whose staff should be directly responsible to the
Director-General while remaining in close liaison with the different head-
quarters branches.

83. Here also it should be possible to effect the change without increase
of cost, since in each branch of the office are certain staff who deal with
the sectional aspects of the matters in question. It is the Committee’s
proposal that these members of the staff sh-' - “h+ into closer
relation with each other and should constitute the personnel of the new
budget and accounts section. The head of this branch might, it is sug-
gested, have the status of an Assistant Director-QGeneral. Possibly some
small increase of cost might be involved in such a promotion but the
department should not hesitate to provide for this.

84. Incidentally the Committee would refer to a suggestion which has
been made in some quarters that the posts of Assistant Directors-General
might appropriately be filled by promotion within the headquarters office
rather than by the introduction of departmental officers from outside.
This does not commend itself to the Committee as a general proposition.
It seems to them to be important that in an office of this kind contaect
should be retained as far as possible with the actualities with which the
administrative staff are concerned, and they believe that this can best be
done by insisting that as a general rule the higher officials of the directorate
should be men who have firsthand acquaintanceship with the post and
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telegraph executive work. Exceptional cases might, of course, be treated
specially ; such a post for instance as that of the Assistant Director-General,
Budget and Accounts, proposed in paragraphs 83 might well be
filled by the promotion of a competent member of the head office staff.
But normally the advancement to the upper grades in the department
of members of the subordinate staff should be through the executive grades
of the service.

The Controller of Telegraph Traffic.

85. Telegraph traffic control as generally understood is control exercised
by one or more central officers who receive frequent (for instance, in
America, hourly) reports from the outlying main offices as to the state
of their traffic. The Controller, in the light of these current reports, gives
instructions for the routing of all traffic so as to minimjse delay. The
local officers are required to carry out the controller’s instructions and
there is no room for friction between any two offices the traffic of which h
regulates. :

86. Traffic control in this sense does not exist in India. The so-called
Traffic Controller here is a touring officer of the Director-General’s head-
quarters staff, who does not regulate the hour to hour routing of traffic
but whose functions appear rather to be more those of a general assistant
to the Deputy Director-General in dealing with matters of general ad-
ministration. 'We have found no evidence of any special value being
attributed to his operations from the traffic control point of view, though
it is generally recognised that his visits to different offices enable him to
give useful help in connection with staff questions. He appears, in fact,
to have absorbed some of the duties of the Deputy Director-General
(Traffic) and it appears doubtful whether this duplieation is necessary."

87. If as we have proposed in paragraph 78 the Traffic branch is
relieved of the bulk of the troublesome establishment work which now
devolves upon it, the burden of the Deputy Director-General, Traffie, should
be considerably lightened and it would even appear that this officer
might be able to dispose of the regular administrative work, and to under-
take such occasional touring as might be necessary, without the assistance
of the ‘‘ Controller '’ whose post could be abolished.’

88. The Committee do not, however, feel justified in recommending
an immediate decision to this effect. They are disposed to think, rather,
that it would be best to arrange that the personal duties of the Traffic
Controller and of the Deputy should be redistributed in such a way as to
permit the funetions of the former to assume more largely the character
implied by the name, while the discharge of ordinary administrative and
inspecting duties should devolve more extensively on the latter. After a
reasonable trial of such an arrangement—for a period, say, of six months
or a year—a decision could be taken upon a surer basis as to whether the
lesser post need be retained at all. A



Diagram referred to in paragraph 71.
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CHAPTER V.
Telegraph Traffic.

(a) —Combined offices.

89. The importance of the part played by combined offices in assisting
in the disposal of telegraph traffic in India has been noted in a previous
chapter. As the name implies, a *‘ combined ** office is a post office which
also sends and receives telegrams. The telegraph branch of such offices
is manned by postal clerks who have been trained in telegraph signalling
and are under the direct control of the postmaster in charge of the office.
In many combined offices there are postal clerks who for a part of their
attendance discharge purely postal duties, and for the rest of the time
work as telegraph signallers. The average monthly pay of a postal clerk
is Rs. 80 while that of a station service departmental telegraphist (taking
the average of the higher and lower scales) is Rs. 112 and that of a gener
gervice departmental signaller is Rs. 168. In addition to pav a general
service telegraphist is also supolied with free quarters, or with a house
rent allowance of Rs. 35 per month in lieu thereof.

90. Thus there is a difference of Rs. 32 per month, or Rs. 384 per vear
in the pay of a postal sigr-'ler and station service telegraphist, and of
Rs. 123 per month or Rs. 1,476 per year in the pay of a postal signaller
and the pay and allowar-cs of a general service telegraphist. These
differences are very considerable, particularly in the case of the postal
signaller and the general service departmental telegraphist, and it is
obvious that where the former can replace the latter without detriment to
efficiency, considerable savings are likely to result.

. 91. As regards efficiency. while it is admitted that postal signallers
are not, s a rule, the equals of departmental telegraphists in Morse
signalling and have no knowledge of high speed telegraph systems, it is
‘the opinion of a large number of the witnesses examined by the Committee :
that postsl signallers are sufficiently efficient for the elass of telegraph
signalling upon which they are employed. It must be remembered that
the totsl number of messages sent and réceived daily by the telegraph
braneh of a combined office is usually not large, and that postal signallers
are rarely called upon to dispose of any serious traffic pressure or to signal
at a high speed. The Committeé drée prepared to dccept this oninion as
t the relative efclency of the postal signallers as sound, more prrtien-
Tarly ‘sinee it is corroborated by figures which show that the percentage

 of miutilations which oceur in messages signalled by combined offices does

signalled by departmental offiees. "*° -~

99, The Department has long been alive *o the important economies to
be effected by the conversion of departmenta] offices into combined offices,
where conditions permit, and where traffic is not of such bulk or com-
plexity a8 to necessitate the employment of highly skilled but expensive
deparimental telegraphists. It has, however, been hampeted in carrying
thirough s steady programme of ‘such conversions by two- factors. The
first of ‘these has been a decline in telegraph traffic which has resulted in

nbt differ appreciably from the ‘percentage of mutilations in messages

_ the Department being over-staffed with - departmiental telegraphists. As
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the men who constitute this surplus are wholetime Government servants
and cannot be turned adrift at a moment’s notice : their services have had
to be utilised somewhere and they have therefore been allowed to continue
to man departmental telegraph offices which might probably have other-
wise been converted into combined offices. The second factor has been
want of space in existing postal buildings for the accommodation of a
telegraph branch, and lack of funds, owing to retrenchment, for the eon-
struction of the necessary additional premises. With the approaching
equilibrium of staff and traffic, as a result of the stoppage of recruit-
ment, the first factor will disappear. As regards the second, the fact that
a small initial capital expenditurc will enable the department, by the
employment of a cheaner, though relatively not less efficient, agency. to
save large sums annually, makes it desirable in the interest of economy that
projects for the conversion of departmental into combined telegraph
offices should not be held up owing to difficulties in finding the usually very
modest capital sums required for such mew construetion, or modification
of existing postal buildings, as may be necessary before the conversion
can take place. The Annual Report of the Posts and Telegraphs of
India for the year 1923-24 shows that the conversion of 12 small depart-
mental telegraph offices into combined offices resulted in an annual saving
of Rs. 33,696, and the economies that may be expected from a steady pro-
secution of this policy are therefore very considerable.

93. The eriteria necessary for a decision as to whether a departmental
telegraph office is, or is not. required in a particular place, were clearly
stated by Sir Lewis Tupper’s Telegraph Committee ; which recorded the
following opinion :—

‘‘ Our opinion on the principles which should govern the opening
and combining of certain offices is as follows :—We con-
sider that no signal office should be departmental except for
traffic, technical, military, strategical or political reasons.
The telegraph service should meet the commerecial and publie
interests and we consider that a departmental office is justi-
fied on the grounds of traffic when it has been found that an
efficient serviece eannot be rendered by the postal siaff. The
efficiency of the service depends on the class of postal can-
didates recruited, the training which they undergo, and the

supervision which,is exercised over them............ Each
proposal for the conversion of an office to departmental or
combined should be considered on its merits............ The

point for consideration in such cases is whether a reasonably
efficient and reliable service can be offered to the nublic by
a combined office and when this eondition is satisfied there
is no reason for having the office departmental. It is waste
of force and money to keep a small office in charge of a well-
paid departmental signaller if the work can be done efficient-
ly by a cheaper postal sienaller, and the question of con-
verting such offices should be periodically examined as the
-work of the postal signaller improves in consequence of the
higher standard to be introduced.”’

94. That the service now rendered by combined offices is ‘¢ reasonably

efficient and reliable ’’ there is no reason to doubt. Improved rates of

pey have enabled the department to recruit a better class of men. the
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training of such men has been improved by insisting on a higher stapdard
for qualification as signallers, and supervision is more efficient owing to
the introduction of a system of giving postal superintendents speeial
instruction in telegraph traffic administration. The department is, there-
fore, now in a far better position to extend the conversion of departmental
telegraph offices into combined offices than it was in 1906-07 when Sir
Lewis Tupper’s Committee sat. Of the five reasons Whlgh that Committee
considered might justify the existence of departmental offices, the last three
relate to military and political considerations, with which the Committee are
not competent to deal. It will suffice to remark that if for purely
military or political reasons the department is (_:ompelled to provide an
office with a more expensive establishment than is justified by departmental
requirements, there seems no equitab}e reason why .those departments,
whose demands are respomsible for this extra expenditure, shou}d not be
required to make an equivalent contribution in order to cover it. There
remain the traffic and technical reasons. As regards the former the Tupper
Committee have defined the position by stating that a departmental oﬁice
is justified on grounds of traffic when it has been found that an efficient
service cannot be rendered by the postal staff. Technical reasons were not
explained. Presumably the Committee considerable that all ¢‘ testing *’
and ‘ repeater ’’ offices must be departmental. This, however, seems un-
necessary. Where traffic requirements can be met by a combined office,
there should be no need to retain a departmental office simply in order to
carry out tests or for ¢ repeater ’’ working. It would be more economical
to convert such offices into combined offices and to attach to them the depart-

mental technical staff necessary for conducting the tests or looking after

the repeaters.

95. If this principle is accepted, then it follows that, apart from such
few offices as it may be desirable to retain as departmental for military
or political reasons, no office should be a departmental office unless the
traffic is of such bulk and complexity that it cannot be dealt with efficiently
by the postal staff. If such a policy is followed the result yvﬂl be that only
telegraph offices at important places and on main eireuits will continue
to exist as departmental offices and the smaller departmental offices will,
as soon as possible, be converted into combined offices. The number Qf
such departmental offices is at present considerable as may be seen from

the following figures :—
Nnmber of depart-

inental offices with
Circle. Tolal avmber a total staff
of departiental  operation clerical
offices, and supervisory,
of ten or lesa.
Bengal and Assam . . . . 17
Bihar and Orissa . . . . 4 1
Bombay . ) . . . . 16 5
Burma ce . . . 1T 13
Central Circle . . . . . 10 4
Madras . . . . . 26 14
Punjab . . . . . .29 14
Sind and Baluchistan . = . . . 4 2
United Provinces . . . .20 13
Total . 150 83




40
'fl(‘)l;.e ﬁﬁ,]i:;;;y g£ thef.e.smaller ofices do mot appear tv be departmental
omplog 1oy po 1tlc§1 reasons, and the smallness of the staff they
omploy s Ozil h }(j fgcze evidence that the traffic with which they deal is not
e beyond the powers of a combined office. If all; or most

0 can be () 1

96.
woul (;5 allksxgart:;ealtogether from the actual savings which would result there
T spaso fsct>111ne ‘1.'e11ef _to the large departmental telegraph offices.
s atgb (; e signalling staff of the telegraph department is
P ye s’cp estm:lnate of the yearly traffic. This figure is divided by
gre,lphist—and tl}xlna ev anngal message outturn of a departmental tele-
ok w—and ! et result gives the nu'mber of departmental telegraphists
pecte ﬁn are asked to sanction in order to deal with tie traffie
bepe sir;ce Jj;na " }:)fﬁﬁes cannot, however, be manned entirely on a traffic
o ;I‘hus ° l(i;ppeen ; :E;: ;svlilq’{ til};ay dare open circuits must be attended
- T ) en lle the department as a whole i
a basis of signalling operations, th 1 e mamned oo
asl igna ) 1 offices have to b
a basis of cireuit hours, with th sult ¢ Tating st el o
e result that the operating staff in small
(t;if(f)iﬁ:s g;) n(ﬁ.pﬁrform per man per year the basic number of signalling opera-
g o which the total signalling staff of the department is calculated
mental telograph ofons Gl yooir el during 1928, 12 small depa.
er sposed o , 047 messages, and employed f

tt}:;:nplrl)go:?giiltlieerpag;mezl}]tglzgelegraphists. Thus the average afmgsl ou?-.

S messages. Or, to put the i
way, although the number of messay isposed. thewe 15, offices

: er o ges disposed of by these 12 offi

olleyirsrte}(llg;ggrgzqﬁlfgx(-)a{)pl}xsts, tlln e;cgial fact, 33 telegraphig’ts were empl(t)yggs
¥ vigus that there must have been a shorta f .
fxllzzzghere and that other offices were required to produce more tlg:no42s{)%%
e SOg‘es p%r operator for the year in question. That they were abléa to
Ao g’lf: anlclie at((): the 1nstz;llla'ﬁon of high speed signalling mechanical

. 1 a consequen i i i
ti0ms by the sl q y higher average outturn of signalling opera-

97. The abolition of the small offices will i ‘
_ greatly economise the st
;ﬁ lf;l(:e d;partmeqt and the Commx?tee are therefore of the opinion thats talg
po zoo pc;nvelrtmg departmentgl into combu_led offices should be vigorously
and ¢ ?Stllsl ently pursued. It is, however, impossible for the Committee
it \ivhlilc 3 f(fai necessary loce}l knovyledge to make any detailed suggestions as
o whneh offices should be {mmedlately. converted, but no time should be lost
n callh % ﬁ}jlpon heads of cireles to review the position of all smaller depart-
ente exc:;: :ﬁi rZo t;tlnl"ange for their early conversion into combined
comrmr impracticable? e are special circumstonces which make such

(b).—General and Station Service.

98. Prior to the year 1906 the si i
or gnalling staff of the Telegraph Depart-
ﬁixg ng:,i zdollxlr;gled PI‘)L tvivottsystems l;)f clasgsification, the one vegrt?&l amli) atll.lte
r . e latter was based generally on a somewhat arbit
:p};ralsement of the men’s cqpabilities as operators and was effe;zlc)llt;‘;rz
.h}]'; c;n:i ioéefgztr siﬁges% superlczlz"l,1 gi)od, average and indifferent, each carry-
of pay. The last of the grades was m ! iti
grade and no appointments were mad it di o telopmanhists
1 ) ; e to it direct, but tel i
were liable to be reduced to it for misconduct. The (. avertleggg’l’.agl:z‘lt:

-organise a local se
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was that in which a telegraphist joined the service and his promotion to
the ‘‘ good *’ and ‘‘ superior ’’ grades was granted on the result of a

general examination.

99. The ‘¢ vertical '’ classification was into two branches, each of which
was *“ horizontally ’ divided into the four grades mentioned above. These
two branches consisted of a general service and a local service. Tele-
graphists of the general service were liable for service anywhere in India
and Burma, while those of the local service were engaged only for service
within ¢he provinee in which they were recruited. On the recommendations
of the Committee under Sir Lewis Tupper which sat in 1906-07 the
¢ horizontal * classification was abolished. The ‘‘ vertical *’ system, how-

ever, continued.

100. The terms of reference invited the opinion of that Committee as to
s¢ whether a strict local and non-pensionable service should be formed in
the Presidency towns and other large centres *? but the Committee rejected
the idea of a non-pensionable service and, as regards the suggestion to
rvice for towns, recorded the opinion that ‘‘ we think
it would be an administrative inconvenience if there was no power to.
transfer the men to another place.””. No recommendations dealing specifi-
cally with the local service were made beyand the suggestion that an experi-
ment should be made of recruiting it from the ranks of postal signallers.
The desirability of retaining the local service was not challenged, nor did
the Committee record any opinion as to what percentage of the total
staff of telegraphists should be composed of men in the general and local
service, respectively. ‘

101. The Telegraph Committee of 1920, however, gave a careful con-
sideration to the question of local service. After noting the fact that the

loeal service was not really local, since the unit of locality was not a
particular place but a particular postal circle, the Committee made the

following recommendations :— ,

¢« A local service is less expensive than a general serviece; but it
must be local in fact and not only in name ; a service in
which transfers are the rule is not local. There is no reason
why, in the Telegraph Department, a service which is really
local, one-which offers immunity from transfer out of a parti-
cular town or station, should not replace, partially at any

‘ rate, the service which we propose to abolish. Employment
which offers life-long residence at home has its value, and we
recommend that such a service should be formed not only
in the interests of economy but also in order to attract to
the department men who will ‘not join it at-present solely
becanse they will not leave home ; there are many such.men,
both Anglo-Indian and Indian, in.the large towns, and there is
already in the department, in the woman telegraphist class,
the nuclents of such a service. - In other words, our suggestion
is that the department should be divided into two sections,
that is, the pregent general service and a section des@gnm;;t

* the station scale, which, unlike the present circle service,
should be ‘really local. The latter should, we think, onsist

* of & siall part of the present establishnient of the general and
' direle services and the whole bf the woman telegraphist staff
‘employed in the towns in which the station serviee is formed.
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;Il‘lhctiul()lxi'zsent sancti.oned strength of the staff of telegraphists,
el hg gl(e)mrfl?r’nlbs 3,268,ti1ncluding 129 women telegraphists,

1 : ‘ er on the general scale is 1,925
;lgzl)e ‘sgalehl,z-i.i) and in the engineering branch 921.On1tthiz
t\volc(i;zq t at the future organisation shall consist of the
sses, general and station, the number in each class being

placed, at the ontset at i
P 5™ o ot at any rate, at approximately 4|5 general

102. No details are availabl

' e as to the caleulations which -

r%iztl:;s ts:ﬂglg&st?d }for the two services, and finally accepted by g(;lgxeret'}rﬁng;%-

1oy Tetem as, 1owever, challenged before the Telegraph Committee of
complete abolition of the station service was advoeated.

103. The question was th i
conclusions arrived at were a(;rgglgl(};‘l‘}; c:(21-Sldeer by the Committee and the

The Con}mlttee are of opinion that, as the system of station
?gr\rlce _}Cllas been in foree enly for a short time, it is pre;nature
Thzor%s;leer the question whether it should be retained or not.
e Tek hgragh Committee of 1920, after enquiry, advoeated
o i;z I%vernment after mature consideration have
e t . 0 strong objection on prineiple is urged against
iy kThee anerlt of being more economical than the general
e, ok Ofn_mlttee see no reason to urge a reconsidera-
i ! I question. Mr. Barton and Colonel Gidney are
w0uldgqt0 eti this question lie over for some time, but they
pould : 41'{(})_1;}55 ¥y maintain that the proportion should be fixed ;
pame y lo s of the cadre, present and future, should always
o 'ic?_era‘ service, and should not be less. There are obvious
~tJ lons to accepting that recommendation. What exact
strength under each head will be needed can only be deter-
ir(l)gllsdr sztf:r the system, now introduced, has been tried for
. " ”,1;2 (:[:11’15 The proportion of 4|5ths and 1|5th, as suggested
b ¢ Telegraph Committee of 1920, was only a suggestion as

n approximate figure to suit existing conditions and protect

the interests ) . )
local.n erests of men already in the service, both general and

(X3 M
The requirements of the department and the inclination of men
who enter service ean be the only tests, and proportions cannot
be determined with reference to the interests of men kwho are
yet to enter the department. It is quite right to safeguard
existing Interests. The proportion will have to vary either
way as conditions change. The Committee therefore are not
grepayed to accept the suggestion that this proportion should
e maintained for all time or for future additions.”’

sider}z(t)?é Wg a}l;e of Opinif)l.l that the time has now come for a further con-
between ?hg tvxtroesei‘\irylsalzlﬂlgc’l, d0 . othebrwise, of retaining the proportions
 the 1ces decided upon by the Committee of 19
for the initial stages of the sche i ittee of 1920 as s able
] 4 me. The difference in cost to the tax-nay
g; Slrépgzrlllzmelnts in thle; twodservices is s0 appreciable that anevt‘;ﬂ):‘v;oe;
ral service beyond the limits strictly required for the oo
working of the department seems t et 0 the eTielent
2 part seems to be an unwarrantable extrav~~a
;'1:)};.8 usual rate of pay of the station service signallers is Rs, 60——15(; 1‘1163?{%
certain particularly expensive loecalities the pay is Iis. 10 higher
. ’
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that is, the average monthly cost of an appointment in the higher of the
two scales is Rs. 117 and in the lower Rs. 107. The scale of pay of a
general service telegraphist is Rs. 80-—250, which gives an average monthly
cost of such appointments as Rs. 168. In addition, the general service
telegraphists receive either free quarters at the expense of the department,
or a house rent allowance of Rs. 35 per month in lieu thereof. The total
monthly cost of an appointment in the general service is thus Rs. 203,
nearly double the cost of & station service appointment in the lower of the
two station service scales.

105. Tt is thus obvious that any inerease in the number of station ser-
vice telegraphists which effects a corresponding decrease in the number of
general service telegraphists must result in large aggregate savings. As
already remarked, the Committee of 1920 did not publish the calculations
by which they arrived at the proportion of the two services recommended
by them. Probably the suggested proportion of 4{5 and 1|5 was based
on the consideration that the station service was an innovation and, until
actual experience showed that it was likely to succeed, it was felt that a
modest beginning was all that was required. At present there are more
than 500 station service telegraphists in the department, and the Committee
understand that no difficulty is anticipated ip obtaining men for this
gervice as soon as normal recruitment is resumed. _

106. As the training and the qualifications demanded by the department
from a general service and a station service signaller are precisely similar,
there can be no question as to the relative efficiency of the two services
for discharging the signalling duties of the department. The general
service telegraphist is given a higher rate of pay, not on the basis of the
work he does, but to compensate him for the greater liabilities which he
accepts. The conditions of station service offer the attractions of life-long
residence at home and complete immunity from transfer. On the other
band the disabilities of general gervice are that a signaller will usually be
employed away from his home, and is liable to transfer to any place in

India or Burma at any time.

107. The present proportion between the two services means that the de-
partment maintains a signalling staff 80 per cent. of which is transferable.
The only logical grounds on which the proportion of general service and
station service signallers.can be decided should be what proportions of
signalling appointments are required to be transferable in the interests
of the efficient administration of the Telegraph Department and what pro-

portion of appointments eannot be filled by local recruitments.

108. It must at once be admitted that in certain parts of the Indiar
Empire, and at certain places where important Departmental Telegrapk
Offices exist, there is no adequate field of local recruitment available for the
supply of station scale telegraphists. Burma may be quoted as an example
hill stations such as Simla, Ootacamund and Darjeeling ; and frontiel
stations such as Quetta, Peshawar and probably Rawalpindi ; but the
number of telegraphists required to man departmental offices in such place
is a very small proportion of the total departmental signalling staff. Thus
a distribution statement of the staff for December 1924 shews that only 8 per
cent, were employed in Burma ; 3 per. cent., in the hill stations of §im1a
Darjeeling, Shillong, Ootacamund and Naini Tal, and 4 per cent, a
Quetta, Peshawar and Rawalpindi. The total of these figures is only 1
per cent. of the total number of departmental telegraphists. Apart fron



44

;upply‘ing.the staﬁ? for departmgntal offices where local fields of recruitment
(Er }f s‘patlon' service do not exist or are inadequate, a certain proportion
of the signalling staff must be transferable in order to meet local fluctuations

in traffic and to enable the signalling foree i
decreased as traffic rises or fallgs. g foree in offiees to be augmented or

109. From figures supplied to the Committee it appe

%eneral service telegraphists attached to the four majorpl:l))osclzﬁ Z?racgegfv?zlf
eng?l, Madras, Bombay and the Punjab, approximately 34 per cent. are
transferred annually, the majority of such transfers taking place within the
(fz}rcles. This ‘high pereentage of transfers is at present largely due to two
acto‘rs ; the first being t‘he posting of staff to and from hill station depart-
mental offices at the beginning and end of the hot weather, and the second
the existence of a large number of small departmental offices which have
nl;) reserve staff of their own. Consequently when vacancies occur among
the staff of such offices they have to be filled by transferring staff from
cther places. If the Committee’s recommendation to convert the majority
of small departmental offices into combined offices is accepted the necessity
for transfers will be greatly diminished. The Committee are therefore of
gglmon that an _ultimate proportion of 50 per cent. gencral service and
per cent. station service telegraphists should be the aim of the depart-
ment, and that recrnitment should now be so adjusted as to give this

proportion as early as practicable. '

110. A steady pursuance of this policy coupled with a methodi 201-
version of the smf‘dl departmental offices ing’o coni)bined offices willolilec:ri :ﬁ:t
by the time the final proportions of 50 : 50 are reached the necessity for
transfers will have so far diminished that it will be more than met by a staff
half of which has accepted general service conditions. The final attain-
f}llent of the proportions recommended will result in an annual saving on

e Dpresent expenditure of approximately Rs. 7,00,000 in pay and
Rs. 4,30,000 in house rent allowances or Rs. 11,30,000 in all. This saving

1s so considerable that no time should be lost in taking the prelimi
. mina
steps towards its ultimate realisation. ¢ ? i

(e)—Employment of telegraph operators on monm-operative duties.

111. The Telegraph Committee of 1920 recorded the opinion that ‘‘ for
every hundred -operative telegraphists added to the strength an addition
‘o‘f twenty-four non-operative telegraphists is necessary '’. The term

,pon-operative telegraphists '’ covers Baudot, repeater, and desk super-
Visors, testing telegraphists, telegraphists in charge of offices, .instructors
of training classes, etc. The data on which this conclusion was based
are not‘?vallable, and beyond stating that the recommendations were made
after ‘‘ careful examination” of the case, the Committee made no
reference to the method of their caleulations. The Government of India
aecepted the proposed percentage with obvious hesitation, and in their
despatch to the Secretary of State, explaining the additional staff which

f‘.l;lel}:) w};r?g)sed to employ as a result of the Committee’s report, wrote as

.'‘ The standard of 24 per cent. suggested by the Committee is’ not
based upon any very logical grounds and for the present we
propose to accept it provisionally and to treat it as subjéet
to revision in the light of further experience.’’ '
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112. On the 1st December 1924, 2,304 departmental telegraphists were
employed on operative duties, and 491 on the non-operative duties detailed
in the subjoined statement. ?

Number of Telegraphists employed on non-operative duties, with a brieft
statement showing the non-gperative duties on which such men are

employed. ‘
- allgvl;ﬁce. aml\tvl:;ucte. Total.
1. Telegraphists holding charges of offices 69 nil 69
92, Instructors, telegraph training elasses 26 nil 26
3. Testing telegraphists . .. 43 nil 43
4. Baudot supervisors 72 nil 72
5. Wheatstone supervisors .. . 3 nil 3
6. Repeater supervisors .. .. 92 5 97
7. Desk supervisors . .. 60 9 69
8. Complaints section supervisors .. 4 nil 4
9. Press supervisors ’ .. . 6 5 11
10. Paid ealls and refunds .. .. nil 7 7
11. Assistant to despatch office T. M.’s in
presidency offices . o nil 11 11
12. Public counter and despatch office
supervisors in large offices (net :
.- presidency offices) < .. . e e 9 8
13. Message drafts office .. L nil 5 5
14. Preparing morning reparts, ete. .. nil 2 2
15. T. M. O. supervisors . ce mil 6 6 i
16. Concentrators .. . .. . nil 6 6
17. Booking and despatching in offices for
. which no separate clerks have been . R T
“sanetioned . .. mi 27 = 27
18. Traffic supervfsors o . 3 3 "8
19. Asst. to supdts. or dy. supdts. e 4 . 4 8
20. Testing learners TR T 4 4
21. Baudot learners’ - .. e ml 8 8
22. Quarters and conservancy inspeetor .. il B '_.{, 5 LB
Grand Total - ... 388 103~ 491,

h— gy T
‘118, The percentage of operators employed on ‘non-operative duties was
therefore actually 21.3 per cent. of the total operative staff.. The Committee
have wisited thres of the largest departmental telegraph offices, vig,,
those at Calcutta, Bombay and Rangoon, and from what they saw,
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there, and from the evidence of wi
have no hesitation in sayin
operative staff is e
operative duties.

tnesses who have appeared before them,
ying that a percentage of twenty-four of the total
xcessive for the number of operators required on npon-

114. Apart from the evidene

_ e of witnesses and the impression formed
by the Committee as a result of

t visits to the offices mentioned in the pre-
ceding paragraph, this conclusion is strongly supported by the fact that
at a time when there is no shortage of operative staff and no tempta-
tion to divert operators required on non-operative duties in order to
augment the number of signallers, the department i8, in aetual practice,
only employing on non-operative duties 21.3 per cent. of the total
operative force. Even this proportion seems to be due largely to the

fact that operators are being employed on non-operative duties because
they are not required at the instruments.

115. The Committee are of opinion that even with a percentage reduced
to 21.3, the number of operators employed on non-operative duties is at
present excessive. 'Where some technical experience is required in branches
in which the bulk of the work is usually of a purely clerical nature, this
can be supplied by having a technical expert in charge of the branch to
whom all questions involving technical difficulties can be referred for
solution. It is not necessary to man the branch throughout with technical

experts when the bulk of the work is of a purely non-technical and
clerical nature.

116. The precise extent to which the application of this principle
would enable the number of operators shewn in the preceding statement
to be reduced must be a matter for detailed departmental examination ; as
an indication of the probable result the Committee would estimate that
the reductions might apply to the following items in the statement :—

o of No. of
Item No. Duty. ‘ ai‘:::u;s zx;:::::g
employed. )
7  Desk supervisors .. . 69 40
8 Complaints supervisors .. 4 0
9  Press supervisors .. . 11 0
10  Paid calls and refunds . 7
11 - Asstts. to D. O, T. Ms. in Presi-
dency offices .. .. 1 0
13 Message drafts 5 0
14 Morning reports . 2 0
19 Asstts. to supdts. or dy. supdts. .. 8 0
22 Quarters inspector . 1 0
Total . 118 40
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i i -eight telegraphists
ould represent a reduction of seventy eigh )
Whiclllltrzlie'l(‘lli)l;;lvittée arepconﬁdent could be effected Wl;?cho&c any gec?ase :)1;
i llowing for a further reduction .
the efficiency of the department. A i 1 ther reduction of
i n aceount of leave reserves this makes a total re
:1};;11:5;-%£e11111:n. Thus to reduce the number would leave a staff of fouxl'
hundred operators for employment on non-operative work, for 1? t'(i‘tl?e
operative staff of 2,304, a_proport.ion of approximately :de:; c:a e;inable
ittee’s estimate is necessarily a summary one, :

ggﬁ?ﬁ:y ;rove to be a little higher, but 1t seems improbable that a higher
percentage than 18 or thereabouts could be justified.

i i isti tioned provision
. The difference between this and the existing sanc

of 24} 1p8er cent. (which is at present tglé{ler; into atécount bytthgndée%%x:ntlgﬁt
i ing the total staff permissible), s.e., 6 per cent. \ ele-
lgli'ac{illll(ijsutlsatzggals e138 men. The reduction of 138 ggneral scale appoint-
ments thus appears to be feasible and would result in an annual sa\ilng
of Rs. 3,36,000 approximately. It will be necessary, however, to rep .acei
these”opéra’tors by a clerical staff, and men of class II of the clerica

‘staff will be suitable for this purpose. The everage pay of this class

i ensem and the annual cost of 138 appointments 1s there-
lff)lgségsfogfr;;;lely Rs. 2,07,000. The net annual saving to be %xpected
as a result of replacing 138 General Scale appointments by t e2 gsga%e
number of clerical appointments of class II will therefore be Rs. 1,29,000.
But as many of the non-operative appointments at present held by operators
carry allowances of Rs. 20 per mensem in addition to pay, and as of the
138 appointments to be reduced at least one-third will be appointments
carrying such allowances, the net annual savings will amount to nearly
Rs. 1,40,000 per annum.

(d).—Standard of telegraphists’ output.

. X L. 4’.‘ L ) i the
119. The strength of the operative staff is at present calculated on
ie 0 messages per operator per year. As an operator works
bagis of 42,000 ges per 0b% 2,275 hours in the year (vide ma.rgm)f
; the above basis gives an outturn o
h ; .
da({a:xgl:filﬁ;tngl rt:ili?f) .. 22} hours, 18.46 messages per operator hour which
1 evening duty : is equivalent to 20 messages per
(ilc‘llﬂ‘:im meal relief) 6 »  operator hour -allowing for wastagg
1 night duty i caused by unavoidable overlapping o
f) .. 6 y avo ng
(excluding meal relict ————duties, vide para. 13 of the Report
Total forﬂdgﬁt” o 3‘_5, » of the Telegraph Committee, 1921Q.
Average per GW3y .-+ hat This standard outturn is obviously
3 that . .
m;r“ll‘z ?ﬁi%ﬁ?f&%m‘m}:‘ym * applicable to Morse and is much too
No. of full working days .. 309 days low for a Baudot aperator. It appears
No, of Sundays-and Tele- that 40 per cent. of the traffic in the
graph holidays.. .. 88 » jarge offices is dealt with on efrenits
" " _Total ..365 , equipped with Baudot apparatus and
7% 30956 X 2=2,278. a revigion of the above basis of
- 42,000 messages per operator per year
for determining the strength of the operative staff for such offices is
therefore considered to be necessary.

120. A Morse operator earns pie-money on every message exceeding 150
messages disposed of by him in a single term of _duty, .wluch works out
to 20 messages per hour in 734 hours, whereas this limit for a Baudot
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operator is 200 messages, whi .
7% hours. As 20 mgsség‘gs lch works out to 26

18.46 in consequence of wast

66 messages per hour ir
Morse is reduced t©

ho preceding paragraph,
to 24.61. 4t on Baudot should similarly lxie reduced

121. As 40 per cent. of th i
. e traffic in lar ices ig di
Baudot system 2[5th of 2275 hours, or 910 R es is disposed of by the
ning 1,365 hours on Morse, The ann’ual oﬁtf\?nlll Ter s Barl*lltgr
per ope

should therefore be 910 X 24
61 messa
messages on Morse — 47 = ges on Ba
bisaees on Morse— 41,593 or roughly 47,000 mesaer? S, 1360 X 1640
offtes. - Al e (%;1 asis for caleulating the OPe;at‘i, YV ich shou o
economi se offices emplpy the majorit of /'vL staff in larg

omies should be very considerable, Y of the staff the resultant

(e)~High-speed telegraphy,

122. The prim: j .
telegraph servxi)ce bq;y Chiect of high-speed tele

telegraph symbols by meansg of which th

mitted. In this way the trafg ing
4 I traffic-carryin i :
matically increased, as, with the reducti%ncigafﬁtey lionfe tage wires -is guftg;
me require *

individual messages, it
S, €comes  possi i
number of telegrams over the same Iv)virqel;O ot dispose of a much larger

effect of high-speed working ; In a given ti i '
. ng is of th 2 me.  This secondary.
mical and ; . - e utmost im -
of traffic t(:)m{)lén figml?;l point of view, a5 jt enablfl;ortance from the econo
fact it has entir? With without unduye increage af e yiarger volugh
working €ly revolutionized the original Omett};]e dwxref plalnt. h
‘ odas of telegrap

123. There are two fu i

workmg_, viz., (@) the Automrzll(tii?:mgfn ?llllyh(llﬁere
stone, with its latest develo‘pment’ th ood e
of which the most important is’the gree
the Murray and Western-Eleciric ?\Iuﬂlil‘

messages on paper ta i eing e
the Multiplexpsg)st pes which gontrol the trapy r.07ed to punch the

:lx;ibut?d amongst a number g;
e sole use of the line for g i
or cyely, ood small fraction of s i
(v, oo a5 the sonding g P08 0% confugate pais o PO
. @ other at t ivi e
what is known as an arm, or channel, of the ilfull:geic?vmg end) constitutes
125. The Multiplex s [ o ystem,

Automatic system ,.whichtﬁm has several outstang;

A . €8 now :
country.. It is being develop. now bqen Practically - abandoned jn this

operators, each of whom is given in turn

. d 4
Possible to work four chann €d on strictly scientifie Hinec in %
: ols, up § ¢ lin i oW
dia. In fact one of themlas’ Lil § down, over theeio%gstltli:e: p:

Calcutta is now carrying more tﬂ;tjpie(xmgircui%s' between
me ‘

worki i 9 Omba W
rking hours with  only ope retransmittie 5% Per day dnrgts it

18 an achievement of whieh the depgrtmgg‘t ;i&;ign .tlatb Nang
ustly be proud. .

With the develo )
pment of Multiplex workine 3
rking, it hag gle
) become

A9

to introduce what is known as the Echelon method of working, i.¢., dropping
some of the arms, or channels, at one or more intermediate offices

on the line between the two terminal stations.

126. The Carrier Current System by means of which it is possible to
obtain several channels, both for telegraphy and telephony, over the
same wires by using different bands of high-frequency currents, is just
emerging from the experimental stage, and has yet to be taken up
and developed in this country. “The Phantom method of telegraph work-
ing, by means of which it is possible to superimpose one telegraph
circuit on a telephone loop, is already working satisfactorily. The
Composite method, by which it is possible to superimpose two telegraph
cireuits on a telephone loop, is still being experimented with in India, but
the results so far obtained are most encouraging.

(£) —The Zone System.

127. Full use, however, cannot be made of the necessarily complicated
and expensive high-speed equipment, except on lines which carry a heavy
and fairly constant load of traffic. It is therefore no longer considered
necessary or even desirable to conmnect the less important stations directly
with one another, but through the intermediary of what are known as
Zone centres or the collecting and distributing points of the Telegraph
net-work. The smaller offices now work directly into the Zone cenires on
the simple slow-speed system while the Zone cenires themselves are con-
nected with one another by means of more complicated high-speed
systems. In this way it has become possible to extend telegraph
facilities to the smallest stations without increasing the cost of the wire

plant beyond the economical and commereial limit.

128. This Zone system of working was first introduced in this country,
in the Central Circle, in 1912, but was abandoned after a short trial.
It is not, however, an innovation and has long passed the experimental
stage, and is now in force in all civilized countries and up-to-date telegraph
administrations. With the advent of the high-speed telegraph systems,

-working arrangements, for the disposal of traffic were practically revolu-

tionized in both Europe and America. A number of depots or zone centres
were created for the collection and distribution of traffie, and between
these zome cemtres the traffic was worked off on the high-speed systems.
This not only caused a large saving in lines, wireplant, and maintenance
charges, but also greatly accelerated the disposal of traffic.

129. The zone system has given entire satisfaction all over the world
for the disposal of both telegraph and telephone traffic. It is a scientifie
method for the economical management of traffic which has been evolved
by experts. But, in order to obtain the fullest benefit of the system, it
is obviously necessary to work to their maximum capacity the high-speed
cirenits by means of which all adjacent zome-cemtres are intercomnected.
It is of the utmost importance, therefore, to group the minor cireuits,
and link them up with the main cireunits in such a way a8 to ensure the
latter being kept fully fed by traffic collected from the former. In India
we have at the present moment only the rudiments of the system. Many
of the main circuits do not carry even ome-third of the traffic they are
capable of handling efficiently. This is mainly due to the faulty group-
ing of the miner circuits. It is not generally understood that the load



50

or volume of traffic between any two offices should determine the method

f Ol'kl gy ’ C A l T thl()ugh a
0O W n 1.0. W hethel 1111(4 Ojfl ¢S bholl](l WOr l dl
o rect o

130. The zone system of working leads to economy, not only in eireuit
aceommodation, })ut also In operative cost, thoueh it ,no flloubsf’ increases
the numb(;r of signalling operations and the clr;;m(:c;‘ of -mut’i‘l'-nin‘n ,‘md
delay, owing to the traffic having to be transited through ‘th(c‘z(mc‘ or
sq.w-zr_me centre. But the important reduction in the number of main
circuits which it is possible to effect by taking the Fullest advantage of

g "8 p 4 U A b o or- anees D
» f pl > ms m d 1Hn
11(1 }1 SPe e(l m l“ t exX SV '\(('“l y ore ” coun ){]] nees lyh(’,%(» (“‘

131. The Committee think th 7
. 18L The ¢ , i at the Zone-system should be developed
systematically in future, with the extension of the high-speed ‘»‘.{ultipﬁ’X
and echelon methods of working. o a
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CHAPTER VI.
The Telephone System.

132. Within the past few years only have attempts been made to exhibit
separately the financial results of the working of the telephone systems
of India, and statements designed with that objeet are now available.
Their preparation cannot, however, be regarded as more than a first step
in the direction indicated, as the data and methods on which they were
drawn up were inadequate or defective. A further advance is repre-
sented by the pro forma account in paragraph 78 on page 29 of the Director-
General’s Annual Report on the Posts and Telegraphs for the year 1923-24,
in which, for the first time, notice is taken of the need for providing
specifically for depreciation liabilities, as well as for current maintenance
of the plant. This account takes eredit for actual receipts, pro forma
rental of departmental free connections used by branches not directly
concerned with the telephone branch, and rents derived from telephone
systems provided and technically maintained, but not worked, by the
department ; it is debited with all actual expenditure on maintenance,
operation and supervision, house-rent actually paid by, or otherwise debit-
able to, the department, plus interest charges on capital at the assumed
rate of 5} per cent., and charges at 5 per ¢ent. on the revenue expenditure
to cover cost of control and audit, plus charges, at rates recently tentatively
assumed, for depreciation. .

133. The net result thus arrived at shows a surplus of Rs. 54,015 for
the year 1922-23 and a deficit of Rs. 1,72,258 for the year 1923-24. The
capital outlay on the telephone system is not mentioned in the Report,
but in the other compilation referred to above was shewn as standing at
Rs. 1,63,42,365 at the end of March 1923 while at the end of Mareh 1924
the figure was Rs. 2,05,59,841.

134. These results will be materially affected by a more accurate com-
putation of the debits properly leviable against the telephone system. The
methods of accounting for telephone expenditure have, we are told, already
been under re-examination and an improved system has been introdueced
in the case of the Delhi division and is to be extended elsewhere from
the 1st April. The pro forma account, to which we have referred, evi-
dently overweights the expenditure side of the aceount by making full
provision for depreciation, though expenditure on replacements, such as
should then be a debit against the separate depreciation account, has
already, in so far as it has been actually incurred, been charged directly
to working expenses along with ordinary repairs and maintenance. We
observe also that the uniform debit of 53 per ‘cent. on account of interest,
which is based on the rates of interest payable by Government on capital
raised since 1916-17 appears to be high, since much of the outlay incurred
on the lines dates from a period when dsmesatras raised at a com-
paratively low rate. The capital figuy e

Tatl 1T Ak,

who is principally engaged upon (g gepar N
of the department, is probably oveyStited by something WpM\gaching Rs. 25
1257 %\

lakhs. o

135. 1t thus appears probah {hat when the accounts
hauled the telephone system Wi
than the availabfzﬁgures sugdist.
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there are nevertheless a number of telephone i i i

directly remunerqtive, and this \Vill%OlIl)bﬁé:s 1;,:33(1}&1;10011‘:6 Y}l:;cléaggee;lg;
}mfder a more reliable system'qf accounts. Telephony is, howevel: in its
gll %ntclf and ‘eat\"en from the strictest cormiercial point of view it is unlikely
%1;11 e qtliles }I)OI{‘ of the retention of such installatiops would be discussed
i)ufi r{e ;)Sn t e a‘m of present returns of profit and loss ; in developing a
ﬁrét s leal;l'mtf be z}pprehex_lde(_l that there will be some loss for the
Brst to a}; p S 0 ,lt§ life ; while in the actual case the question of publie
(emand an iﬁme{uence must be considered. We have no recommenda-
pon to ’o? (fc 'eret'ore.under this head beyond the obvious one that when
wit}i' c‘)m s are available they should be reviewed from time to time
k a view to considering whether in any extreme cases the loss incurred
1s not justified by the circumstances. »

~ 136. A general measure of economy in the telephon ini jon
I)nlglllt be efffacted, at least in the smaller and less egpen:ivz:adl.:tﬁliig: tlg;’l
employing as operators a less costly elass of employee than those who re 8t
present em_ploycd on the all India scale of Rs. 50—3—95—5;100 aStepﬂ
towards this end are already being taken in the Posts and Telegra:phs De-
F;xf‘;umriﬂ)tl’e andGr rzl;(zul:ré)ew]i)lfirs;listed tin,bif tll)le result of the experiment is

. t ave to be observed i i d

te_l;:phpne system iy lgrgely dependent on its p((:gui:ritt};rl.s’ ggave(\)/;z,magng
(wlwl directly affect this, and cheapness of operation might result in a net
cerease in revenue. The best economy in the telephone system will be
seeured by Increasing the number of connections, and the O;)mmittee re-
commend that sustained efforts should be made by canvassing to secure

more subseribers, and to i . .
useful to the public, ensure that the service rendered is efficient and

137, Th i i i i
are Toon te, question should also be considered whether in the cases, which
service, but where this is provided in compli i i i

her s v phiance with the special require-
ments of the civil administration for police or similar purp(x))ses, the %xtra

operati i : :
tiIe)zs. ve staff thereby necessitated should not be paid for by those authori-

. 138. In several instances, for example at Calentt
exist small loc_al exchanges under deII))artIIiental m:n:zgml?eg?iﬁg ﬂ;ﬁi
seription to which is usually limited to Government officials—side by side
w1t11 the larger exchanges managed by private companies. Opinionsydiﬁ?er
:s ohwllxlethqr such an arrangement is in accord with sound policy and as
tﬁ whether it does not involve unfair competition by Government with

e companies to whom licenses have been granted. It might be difficult
}io justify the abandonment of such Government exchanges on grounds of
inancial policy but the Committee is at least of the opinion that t%ey should

not be extended ' j : siderabi: 4 U
hot be ¢ nded or be the objects of any considerable new capital expendi-

where the public demand does not necessitate a 24 hour

CHAPTER VII.

Absenteeism, Leave Rules and Medical Certificates.

139. The complaint has long been general throughout the Department
that the existing provision of a 17 per cent. reserve to cover the absence
of men on leave is insufficient, and almost every witness whom we question-
ed on this point has emphasised the fact, although opinions differ as to
the reason and the remedy for it.

140. Representatives of the subordinate staff generally, and a few of
the controlling officers, urge the arduous nature of the work in the depart-
ment, both on the postal and telegraph side, as conducing to a sick rate
and a demand for rest higher than normally prevails elsewhere. In the
view of these witnesses the proper remedy for the present unsatisfactory
state of affairs is an increase in the leave reserve provision. They urge,
with some force, the recommendation in favour of a 20 per cent. reserve
made by the postal committee of 1920, which was not approved by the
Government of India, who in 1921 sanctioned a reserve of 17 per cemt.
only for the Post Office and Railway Mail Service, the same figure as
already in force for the telegraph branch.

141. In actual practice the number of absentees is usually decidedly
above the 17 per cent. limit : the extent of the excess varies greatly from
time' to time, and place to place, but it is probably not abeve the mark
to say that at least 20 per cent. of the staff are comstantly absent : the
figure commonly runs to about 25 per cent. and occasionally is far higher.
As an example, the case of the office of the Postmaster-General,” Bombay,
may be cited ; the following statement shows the high percentage of
absenteeism prevailing from time to time. The figures for the first half of
the year 1922 represent an average absenteeism throughout that period of

over 26 per cent, of the staff.

o) 917-18.' 1018-10. | 1019.20. [ 1920-21. | 1921.22. 1022-23. | 1923-24.
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8 g "ag sgl - (5 5 e %
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2K z§‘£§°>’i§°é§°zg° 5%
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e BE [2E L RELLEE L. B L. B,
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S =] : ° 0 9! 8 <
5557 |g8 24|58 5% (5 2 55| 2e 3 o< (429
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142, Statisties i
. s ti; é t;st(l)czocoltllt,cted by the Director-General, Posts and Telegraphs
ort 1im (tﬁ(- di;ﬁmilct}f)lilr];oses of an inter-departmental conference on
ject (the Ly 18 by no mecans peculi )
graphs Department) showed that in (13;01);611?6{] ey raph
gaphs Depar 1) show at se of the principal telegraph
ofti u;e m{i _\rl‘r‘lg‘“,z.ib;)mm, the average pereentage of :11)@01?(00@ thr:)zlgl-
out the m‘%) ;a.qs, 1922 and 1923, was 233, of which no Io% ’thl'm 19 Lf‘l‘
gtlri];'in}rvll ;,-T}H }a.bscnccs on medical leave. The latter ﬁf;ur('rcnm‘)'zr:'&
il ;_,ny ¥ ]1 the corresponding figure for seven prin('ip?xl }; { gf" Sk
9,2bd men, where the absentees ’ i corti mted to the
) men absentees on medical certificate
only relatively, small amount of ten per cent vt amounted fo-the,

143. The belief is cencral : , .
tendeney on the W rranches of Government service, there is a
ficates on inaldeqil:m*’ ;{P(:I(I):II:{\ S(fc‘ ll(ms of the staff’ to obtain medical certi-
the impression that this is <(‘l;mden(4 \t&}’l(b ?ﬁ?rﬁl ]Jil:tl qtuotcd lend force to
witnesses e N - ¢ are inclined to agree with thos
e i’ e the e TR o it it o
ernment leave rules a -(JII[]“ IIC’? cortificate, fo the basie fact that the Gov-
come under the 0}) C(II‘lfl (;)nn i f)m-al. 1Most of the staff of the department now
We cannot d(i };e‘rt (ﬂ’r of the Fundamental Tieave Rules, and we feel

[ter than quote at some length from a, letter received b):

us on the subject from Mr. A. . B
jee . A. C. Badenoc >
Posts and Telegraphs Department ; he )w;:tr;(:c& the Accountant-General,

%3
You t;;slrc)rrglgetthm?. I agree with the argument that the staff are
t}ivy ;;";:; 11%]?12‘ up the accrued balances of leave with which
fhey e ¢ credited on coming under the Fundamental Rules
and that when these halances have been wiped out
will adjust themselves satisfactorily. pec ont, matters

X3
2. When a non-gazetted Government servant came under the
01'(1]17;:11'\ !oave rn](?s of the anddmental' Rules he was
:‘,);(,(f;‘ :d \’Vl.th tl‘m pmvdegn leave due to him plus one-twelfth
period spent on duty or on privilege leave prior to
that datnz minus, of course, any leave apart from privilege
leave which he had taken. Compared with. whatpho had
(,fztr"r'lw}lhefor(_» there was no very startling balance which
([1‘5,(1111'('( fo him on the date on which he eame under the
! une amental Rules. From the date on which he became
T{llh;lf'(ef}’rvn these rule..q his leave account is (‘rodii(*d t;'iihlctwo-/
(v.:;,l\;,r]ult(ll.s'l('(:.i;”’;}:(i'pm'md spent on duty, that is to say,-in a
ye ter'rﬁ‘;( })’f" 'welr(m:q roughly two months five days, reckoned
tion, aftor h(v (l'(;f;rglf:;qpl‘;lr)lf(.l¢ r] Jl}:mlljui:;’t hisf”lml o e
P :eomes h ) damental Rules, is quite
i‘({l{{)‘l:] :) ;:4)1‘11«,\1:']‘1)]':2 ‘all()w of his tglkina considm]':ll)]l(esvs;:el(ll:l(t)“f
Jeavo on (ﬂ,.«.ﬁt pay. Accordingly T do not think very
absenteels he argument that the present high rate of
}I r;?]f(r(lfloe;sn: xfs due to the working off of accumulated bailéﬁoes
In )r‘i\;'l)u‘ ]olr the aholition of the limitation on the amount
privilege leave, or leave corresponding to privilege leave,

which might be aceumulate
affect the amount of leave(’((]l,u(t].le Fundamental Rules did not

y .
3. Tn my ODIE}OD accumulated balances have little to do with the
{)re‘sentl igher rate of. absenteeism. The increased rate of

eave allowances, especially the concession contained in note
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to Fundamentaf Rule 87, has had far more to do with the
increase in the amount of leave taken. While it is possible
for a mnon-Gazetted officer ander the ordinary leave rules
to get on medical certificate the considerable amount of leave
which is admissible to him under Fundamental Rules 81 (b)
(ii), so long will the number of absences be very much
greater than it was before the introduction of these mew con-
cessions. I do mot quite understand what is meant by your
witnesses who say that matters will adjust themselves satis-
factorily. It seems to me that conditions must adjust them-
selves so as to give permanently a higher level of absenteeism
than before the introduction of the Fundamental Rules.

4. T attempted to obtain statisties showing the increase in the
amount of leave taken. I have not, however, been able to
obtain anything satisfactory. Up to 1920 the pressure of
war work and the shortage of establishment made the leave
position abnormal. 0 that the grants of leave were pheno-
menally few. In July 1920 the eoncession of commuting half-
pay leave was introduced. Until the introduetion of the
Fundamental Rules, however, the average salary which was
given during leave was the average of three years’ pay.
From 1922 the average has been of one year’s pay. The
statement attached shows that there has been a marked
increase in the amount of leave taken between 1920-
91 and 1923-24 and this is due, in my opinion, not to any
increase in the amount of leave which can be granted, but
to the higher rate of allowances which may be granted during
particular portions of leave. It has nothing, I would repeat,
to do with balances, but everything to do with allowances.
In many cases it has paid a man to go on leave, e.g., when he
has been officiating in a higher appointment.

5 TRecently the Government of India have amended the mnote to
Fundamental Rule 87 and permitted the non-Gazetted Gov-
ernment servant to draw only his substantive pay as leave
allowance during his leave. "This, I think, will tend to
reduce the amount of leave taken. The old rules prescribed
a certain minimum period between one period of privilege
leave and another. The Fundamental Rules make no such
limitation. In the case of our non-Gazetted establishments
I am inelined to think that the abolition of the limitation
was a mistake. I have recently come across a case in which
a postal servant took leave for eight months on full average
pay on medical certificate. He obtained a fit certificate and
returned to duty for one day. He then obtained another
medical certificate and went on leave on average pay for

another period of eight months.”

~ 144. The Committee would mention that they made private enquiry as
to the extent to which leave, whether ordinary, or on medical certificate, is
allowed in the case of several private employers., The replies were con-
fidential and cannot be quoted in detail, but in no case did it appear that
leave is allowed on anything approaching the seale now recognized by

the Government regulations.
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ﬁc.ate1 ﬁoggﬁgg a'f;lcdpt()};%ﬂ'l)le to do something to improve the Medical Certi-
exists in the way of hu‘? to establish some greater obstacle than at present
remedy does nog o those W.h(? may fe'cl disposed to abuse it ; but the real
a set of leave rul n (i:‘.r opinion, lic in that direction but in introducing
ok, Thi ks es w {ch will not place_ a premium upon abstention from
ment service ?naIg?]I'ler(.ll question affecting most branches of the Govern-
attention o it aqni 13_(.1'11('1 we feel that our dt_lty is done when we draw
economy may be o tfef:at;ftmg one of the principal ways in which a real

q 4
e slliln(i Orghl(%SP?‘S}t; larll(}l1 ‘I‘elegra])hs budget for the current year provided
ine ollicors s f 042 lakhs for the pay of permanent establishment, exelud-
ELd:’anta e ‘b"l W':k estimate the excess strength here due to the utmost
prde {);er elntg th.en of the present leave rules at even the modest figure
Lrmum Iin V::n S ; 'li ‘EOHH represent a direct saving of Rs. 10,84,000 per
I Dilities, ges with further, indirect, savings in allowances and pension

147. 1t is not out of place to mentio if ‘

) n here that if the success ¢
itg:ltg ;%% Ta?lllegraphs Department is to be judged by ordinarycgér::tr?crfr:ilzll
Gandards, ?Wapce must be made for the fact that in common with other
o tomen services the depar'tment Is required to provide a reserve of
st cover a rate of absenteeism which—whether it be fixed at 17 or 20

any other comparable percentage of the staff at work—would be re-
garded by any private employer as preposterous. ’

148. The Committee are informed imi

: 1 ’d that a similar questi ‘
;iﬁziigmg dthe attention of the Railway Department of t(lllgpa;:)(:lrérllllraxfelﬂe%%
Ind }?, grér that al new set of leave rules has been formulated on a standard
thach ¥ thee g(e)izgl n?é)z?tr(?lmgtmg to] ordinary commercial practice than

) : undamental Leave Rules and i '
consideration of the Government. Th : e
nsideration ) . ¢ case of the two depar ts in
zl;lst ;:spcct is j:lhe same, anq the Committee recommend that lr,hetg;ignzmn
shoul(i ggv:;atl';ln W.a}; regula(tilons to the POS;; and Telegraphs Department
hould b Into consideration, due regard bei i

disabilities incidental to the f PE ond fo my spociey

A work of ieti
holidays, unusual working hours (())r gl)(lei’:l eg)lia.tl;gent, uch as restriction of
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CHAPTER VIII
Miscellaneous.
1.—Superior Staff.

149. The suggestion has been made, for instance by the Publie Aec-
counts Committee, that the higher staff of the Posts and Telegraphs
Department may be in excess of requirements. That Committee in their,
report on the accounts for 1922-23 made the following statement :—

e discussed with the Director-General was
dueing the superior staff in his depart-
ment, for some of us feel that retrenchment has left them
practically untouched and has spent its foree on the rank and
file. There is force in what he has said about the impossibility
of reduction of officers proportionate to reduction in staff,
but we are of opinion, specially in view of the recommenda-
tions of the retrenchment committee, that the matter requires

further investigation.”

¢ Another question that w
the possibility of re

150. This observation was made more particularly in the light of the
remarks by the Accountant-General, Posts and Telegraphs, on page 17
of his Appropriation Report on the accounts for 1922-23, in which com-
parisons were made between the actual votable expenditure for the year
under the sub-heads ‘ pay of officers’’ and ‘‘ pay of permanent estab-
lishments *’ in the controlling staff of the department, and the budget
provision made for the same year under these heads, as subsequently
modified during the year by the Legislative Assembly. Appreciable

““ gavings ’’ under the sub-heads ‘‘ pay of permanent establishments ’’ had

been noticed. It seems clear, however, that such comparisons afford a

test of the accuracy of the judgment with which the budget is prepared and
revised rather than of the rise or fall of expenditure. It is true that
taking the comparative figures of actual expenditure in recent years we
find an indication of an increased cost of officers ; the figures. for the

whole department being :—

Head. ) 1921-22 1922-23. 1923-24.

Pay of officers 31,33,737 30,41,114 34,98,494

Pay of permanent establishment 5,09,60,996 5,20,40,994 5,26,98,449

but these figures also are unfortunately misleading since, during the period-
covered by them, the classification of a large number of individuals who
were formerly treated as subordinates was changed to that of officers.
This has led us to make the following comparison of* the numbers of officers
actually sanctioned during the past four years. The references to the
“lists * are to the printed establishment lists of the department.

L1PTC
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151. From this it will be seen that the number of officers in the post
office and railway mail service has remained practically unchanged.
Explanations are given in the statement of the increases, which were the
principal ones, in the number of traffic branch officers and in the engineer-
ing and workshop and stores branches. On the general question we
would say that it appears fo us that the summary reduetion of staff in
response to demands for economies, when not based on detailed considera-
tion of the necessities of the work of the department, and involving, as it
does, the reversal of decisions initially taken as a rule after considerable
diseussion when the cadres were fixed or increased, is apt to prove an
unwise measure. Elsewhere in this report we make recommendations
which if approved will have the offect of economising in the gazetted as
well as in the lower grades ;—but as a general observation we may say
that we are in complete agreement with the argument of the Director-
General, Posts and Telegraphs Department, alluded to by the Public
Accounts Committee, that it is not to be expected that a reduction of
inferior staff can be accompanied by a proportionate reduction of the
supervising officers ; this is none the less true because it is obvious.

152. Tt is understood that the Public Accounts Committee had also
re of 847 gazetted officers, compared with
120,578 non-gazetted, prominently mentioned by the Accountant-General
in paragraph 42 of his Audit Report for the year 1922-23. This figure
has been the subject of a reference by the Committee to the Accountant-
General, from whose reply it is clear that it has been misunderstood.
Mr. Badenoch writes :—

¢« (2) The purpose of the statement was to show the volume of
work done in the audit offices, and the figure given there
actually represents the number of officers whose pay and
allowances are audited in the gazetted audit department of
the Audit office, and for whom a personal system of audit is
applied. For instance, postmasters on Rs. 250—350 (whose
number is about 109) are not gazetted officers in the technical
sense, but their pay and allowances are audited in the gazetted
audit department in fthe same manner as if they were
gazetted officers.
¢« (3) It will be evident from.this explanation that the number of
given in the statement referred to, cannot
constitute a proper basis on which to found any conclusions
regarding the ratio of gazetted officers to non-gazetted estab-
lishment of the department. The figure should be compiled
from the budget estimates or from the ‘ List of Officers of
) the Posts and Telegraphs Department.’’

153. As shewn above there were, in December 1924, 551 gazetted

officers in the department ; but it must be noticed that over four hundred

been impressed by the figu

gazetted officers
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of these are officials of comparatively modest status. The figures in

December 1924 were :—

Pay.
181 superjntendents of post offices and railway
mail service oo .. .. Rs. 250—700
38 gazetted postmasters . o 350—650

”
(exclusive of five higher posts of the Presi-
denecy postmasters and postmasters,
Rangoon and Lahore.)

35 officers of the second division, superior
traffic braneh .. .. .. 350—700
(These hold charge of the larger telegraph

olfices and analogous posts.)

94 deputy superintendents, traffic s 300—600
17 assistant engineery .. . 350700
75 deputy assistant engineers ,y 360—600
4 assistant eleetriciang .. .., 350—700
17 deputy assistant electriciang .. ., 350—600

Total .. 421

154. There are thus only (551-—421) 130 superior officers of the kind
ordinarily implied by the term and employed on the higher executive or
administrative duties of the department, a ratio of one superior officer
to about 900 men. This does not appear to the Committee to be high.

IL—Wireless Telegraphy.

155. The construction, maintenance and use of the wireless telegraph
equipment of the country, the responsibility for which had previously
been divided among the ordinary branches of the department, were
placed in charge of a special section in 1920, under the control of a
Director of Wireless whose position was one of direct responsibility to the
Director-General. The subsequent development of the wireless organisa-
tion, which about that time was conccived on a, large scale, though it was
considerable, has been retarded by financial considerations ;-and we find
in the Director-General’s Annual Report for 1923-24 the statement that
expenditure in the wireless branch had been reduced to an absolute mini-
mum. The inland stations have, for the most part, been ‘‘ laid up '’ in

charge of maintenance staff, and, though kept in working order, are not
in use for ordinary business.

156. The Committee have discussed with Commander Nicholson, the
Director of Wireless, the question whether, in this state of arrested develop-
ment, the elaborate organization and staff now maintained should not be
susceptible of reduction. He is emphatic that though many of the wire-
less stations are not in full operation it is necessary to retain the present

staff, which could be reduced only if it were definitely decided entirely to'
abandon the equipment. ' '
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. . . . : s . it
ommittee do not feel justified in opposing this view ; i
a pe:tf'z -toT#feiS manifest that. wireless must be regarded as still in an initial

v

' { ymént, an i1l i i tended 4ds
'stag ment, and thit itd use will inevitably be extended ¢

'fi:lie ggsdgzelgﬁough’different opinions have been expressed to themthag
Lt('i;th‘eg scope for its deyelopment as an auxiliary to, or substitute for, the

land wires for internal traffic. o -
B i i t as a riva
58. It is clear, at least, that wireless must be regarded, no .
of thioc?rdinary teleéraph system or as a separate gntlj_cy, but, as an e_ssentlal
and integral part of the telegraphic communications of 1‘che t?ountgé
Cordial co-operation between the ordinary and the wireless brane

- alréady exists, but we believe that to make it complete it is desirable that

on s i i dopted to unify the

convenient occasion measures should be adop y t
gtr)lnts;)orlﬂeof both under the Chief Engineer. The Committee are satisfied,
however, that the technicalities involved are such as to render necessary
the ,reter,ltion of a specialist subordinate wireless establishment.

IIL.—Press Telegrams.

h below those
159. The rates charged for press telegrams are muec .
levied for private messages. For inland traffic the rates compare thus :—

For
Unit No. .| additional Address.
Class. of words. Charges wofl:l)s.
Rs a. P
Express Press .. 48 1 00 Six -/2/- | Free.
, Private .. 12 1 80 One -f2/- | Charged.
Ordinary Press .. 48 0 80 Six -/1/- Free.
; 2 0 One -f1/- | Charged.
» Private .. 12 01 1/ harged

a private message each of, say, 50 words, including twc
?vgggsafg'r?c?dﬁgs, w%uld cost at Kxpress rates, Rs. 1-2.0 and Rs. 6-4-0 or,
at' Ordinary rates, Rs. 0-9-0 and Rs. 3—210_respect1w_r.e1y.

160. The statistics of inland traffic in Appendix XV of the Posts and
Telegraphs Department Annual Report for the year 1923-24 shew tha
14,586,490 private and 445,320 press messages were transmitted, realir
ing Rs. 1,64,64,908 and Re. 4,62,051. This works out #t Rs. 113, for each
private, and Re. 1.04 for each press, message, but t%l © Bvorage nh%}g
of words ﬂ‘p‘er'tﬁess‘a,ge-i‘sfoff\@i&lil;@:ml:?l?,s,t;l%m?:s in 1 ;Q t@za:sagabme;) g
han in’ of the private teldgrams. Stat; available |
ggﬁfemhé??xtr thét}zisg'of i;hndg:raﬂic but it :_‘g‘gn hardg,b'e éss than th
‘Urfesonding difference in the case of foreign traffic where i ﬂtg
TAppéndix XIV (3)] 2,330,596 private mesiiges cotaprising 19,158 48
words, or say 83 words per message ; a8 against 30,963 press mi &
980,892 words or 31 words per message. o

161. Tt should be noticed also that press telegraph trafic via
treated’ in another respest. 'The fules’.proﬁd&‘"tﬁ@t "*Ymaltiple preg

essages addressed to several places will be chhrifed fo£ as a Sifigle Message
llx)lne:sigcopying' fee of four arnnas per huhdred eMarfeable words plus fou
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annas for the excess is charged for cach destination after the first, whether
all addresses are in the same town or mot.”’ Since delivery in different
towns involves additional telegraph operations and sinee considerable
advantage is taken of this provision, the concession indicated in the words
italicised in the above quotation is a very substantial one.

162. Without arguing too closely from the figures it seems probable
that the press traffie brings in a revenue of only about one-fourth of the
same volume of private correspondence, and ecertain that at such rates
this item of the Posts and Telegraphs Department’s business is an unprofit-
able one.  There thus seems to be here a prima facie opportunity of improv-
;lpg the revenues of the department by raising the charge to a remunerative

gure,

163. The suggestion has been considered more than once in recent
years. The last occasion was in 1923 when the matter was discussed in
the Posts and Telegraphs Department. Attention was then drawn to
the strong opinions expressed in the past in favour of low rates ; on grounds
of public policy. Lovd Curzon was gquoted, as holding that any step to
extend knowledge should be welcomed by every thoughtful man even if it
were to add to the loss already incurred upon press telegrams. Ile had
remarked that he was one of those who hold most strongly to the view that
the Postal and Telegraphic Services exist for the benefit of the publie
and not for the pecuniary gain of the GGovernment. The same view had
been urged by other authorities. On a review of the whole subject it
was considered unadvisable to proceed with the matter and the rates were
left unaltered.

164. The Committee fcel it right to draw attention to the matter as
a possibility of reducing an element of loss in working the department ;
bl}t they anticipate that the view taken by the Director-General in 1923
will be endorsed and that no enhancement of the rates will be approved.
It will of course be observed that in this case, as in other instances cited
in this report, the commercial character of the department must be sub-
ordinated to considerations of the public advantage. ‘

IV.—Repairs and Maintenance of Buildings.

165. All posts and telegraphs buildings are now the property of the
department which has been authorised to make its own arrangements for
their maintenance and repairs. It has been customary in the past to
entrust the construetion and the upkeep of all such buildings to the
provineial Public Works Departments, which debited the Posts and Tele-
graphs Department with the actual cost of work done for it plus certain
fixed percentages on account of supervision and general charges. Of
late, however, these fixed overhead charges have been abandoned and it is
now the practice of the Public Works Departments to distribute the actual
cost of their whole overhead charges over the various items of work
executed, and to debit other departments, for instance, the Posts and
;[‘eletglfaphs, with their share of the actuals so caleulated on the work done
or them.

166. The indireet charges thus levied are in general heavy, and the
question has been raised whether it would not be more eaonm’nical for
the Posts and Telegraphs Department to make other arrangements for
its work. It would appear that for important work, such as new con-
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truction, or tonsiderable extensions to existing buildings, it would be
dvisable for the department to eontinue to take advantage of the expert
ssistance and supervision of the Public Works Department authorities.
\nt it seems unnecessary to trouble them with the arrangements for
rdinary annual repairs, whitewashing, ete. Work of this kind could be
ficiently undertaken and supervised by the departmental telegraph
ngineer establishment who would normally execute it through the.agengy
£ contractors. These engineers are, of course, not specially skilled in
ngineering work of this character, but it is believed that the business
7hich it is here proposed to entrust to them is such as they could con-
eniently undertake.

167. In the budget for the year 1924-25 the provision for repairs to
josts and telegraphs buildings amounted to Rs. 7,37,650, of Whieh
8. 1,54,580, or nearly one quarter, was estimated as the cost of Public
Norks Department establishment, tools and plant. If the procedure sug-
rested above be substituted it should be possible to effect a net saving wh1qh
it a guess may perhaps be put at about Rs. 50,000 per annum under this
tead. .

168. The headquarters administration of the building branch might
ippropriately be placed in charge of the Chief Engineer, rather than, as
it present, in that of one of the postal Deputy Directors-General.

\

V.—Minor Questions.

169. In the course of our enquiry our attention was drawn to a
amumber of questions of minor importance, of which we select the following
18 deserving notice. They are proposals either for increasing revenue or
tor reducing expenditure :—

Postal Branch—

(a) Detention time for V. P. parcels—The ten day time allowance
for the retention of V. P. articles (See section 425, Vol. I,
P. O. Manual, and also paragraph 3 of the ‘‘ Intimation to
Addressee >’ form) leads to consignees using the post office
as a warehouse for their parcels. This throws considerable
unnecessary work and expense on the post office, which has
both to find accommodation, and to re-write up, from day to
day voluminous lists of the articles in hand. It has been
suggested that the reduction of the time limit, say to 48 hours,
or the imposition of a special demurrage charge, would either
reduce the work or increase the revenue.

(b) Insurance Rates—Several witnesses suggest that the charge for
insurance of letters and parcels might be raised. At present
the money order business is competed with sucecessfully by
the insurance facilities, owing to the relatively low rates for
the latter. The discrepancy of the charges may be illustrat-
ed by the fact that a registered letter insured for Rs. 200
costs only 4 annas for insurance plus say 4 annas for postage
and registration, a total of 8 annas ; whereas Rs. 200 remit-
ted by money order would emtail payment of Rs. 2. More-
over letters containing currency notes can be, and often are,
insured for sums below their real value.

L1PTC
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(¢) Post Box and Window delivery charges—The charge of Re. 1
per mensem levied for Post Box facilities at the three presi-
dency towns, and a few other large towns, appears to be low,
‘having regard to the value of the service rendered. In the
case of post box delivery at Rangoon the addressees further
get the benefit of a special sorting of their foreign mail in the
Railway Mail Service, with the result that they obtain specially
quick delivery ; it has been suggested that this would justify
the collection of a special fee in this case. Window delivery

Is not charged for ; it has been proposed that where this

special serviee is rendered it should be paid for as in the
case of post box deliveries.

(d) Post Office Savings Bank.—The smallest sum of money that
can be deposited at any time is four annas ; the total amount
at call which may be deposited in any one year is Rs. 750,
and the total amount which a depositor may have at call at
any time (excluding current interest) is Rs. 5,000 in the
case of an adult or Rs. 1,000 in the case of a minor. These
limits appear to us to be low and might well be raised ; we
think that the minimum deposit, in particular, should be
increased to not less than one rupee. '

(e) Sorting in Railway Mail Service—It is the policy of the
depz_zrtment to reduce as far as possible sorting in travelling
sections, and thereby save expensive haulage and accommods-
tion. Particularly in respect of parcel sorting there may be
room for a development of this policy.

(f) Motor Mail Working.—Some witnesses have suggested that it
would be economical to revert to the use of horge drawn
transport in many cases where motors are now used in local
areas. We cannot recommend this retrograde measure as
a general policy, but there may be special cases in which the
reduetion of motor services would prove desirable and con-
sistent with efficiency.

(9) Bags, accounting, etc.—There is a heavy expenditure on the
bags used for the transport of postal matter. The supervision
of accounting for the disposal of these bags and their repairs
requires constant vigilance. It is suggested that every bag

’?Sl;ould bear inside the neck an indication of the date of its
ue.

(h) Special Post Bags—We were struck at Bombay by the length
of the list of officials whose personal eorrespondence is special-
ly sorted out on receipt of the foreign inward mail. This

* sorting” entails’ additional work end we suggest that the
list be réviewed and that the number of officials who
recelve this special service might be curtailed

\? O
a

(%) Standard Post Office Fiitings—The suggestion has been made
‘that standardisation of post office -Sﬁgtting’s would lead to
economy by preventing unnecessary’ shanges and unecono-
imical expenditure. This measure eo bé completely
.effective only if the post office buildifigs were themselves of
uniform types, which is not the cass It may, however, be
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e to do something in the direction indicated, at least

ossibl
gvith reference to the lar_ger offices.

Telegraph Branch—. ; . v esable soving
j or telegrams—There would be a considerable s
) E?z)%eleof;:n];ebothgon stationery and on staff engaged in copy-
 ing out addresses (a special staff is employed in the large
.telegraph offices) if the envelopes used for telegrams could be
dispensed with. This involves the design of a form of
message draft suitable for use in India, which would permit
of suitable folding in single or multiple sheets so that secrecy
would be preserved, the original addre§§ be visible, and the
message easily opened for perusal. The department has
already this matter under consideration.

, - Railway and Canal telegraph lines—It is under-

® Resﬁf[lggil ];(l)liathhe Départment has under examinapon the ques-
tion of the rentals recoverable for telegraph lines leased to
railway and canal administrations. No definite f:onclusmn

as to the suitability of the existing charges on this account

can be reached until the departmental block account has

been worked out—a piece of work now in progress. We can
therefore only advise that the matter be not lost sight of, gmd

that, when figures of cost are available, the rentals be revised

if necessary.

General— ..

(1) Contingencies, forms and stationery—We obtained no evidence
to suggest that there is any general tendency to extravagance
under these heads. In the case of post offices the expenditure
permissible under the head ‘‘ Contingencies’’ is regulated
by strict rules which err, if at all, somewhat on the side of
parsimony. In the larger establishments there is more likeli-
hood of waste and the matter is one which requires constant
vigilance by superintendents and other controlling staff. It
has been suggested that in large offices, such as the G. P. O,,
Bombay, the contingent charges are so high as to render
desirable the deputation of a special officer W.hO should
examine the details of the expenditure and advise on the
adoption of measures for its reduction. We recommend
that action be taken in this direction.

(m) Special services for high officials.—Special arrangements, in-
volving additional cost, are made for the postal and telegraph
service of high officials, e.g., Governors of provinces, during
their tours. The question has been raised whether special
charges should not be levied in such cases.

(n) Ezcise work in Burma.—A special staff is employed in Rangoon
in, the examination of parcels for contraband articles, such as
opium. It is understood that the department receives no
credit on this account. We suggest that the excise authorities
should pay the eost involved.

(o) Stock Depots——At the instance of the Chief Engineer, Tele-
graphs, steps are being taken to close down the telegraph
stock depot at Madras, the need for which is not such as to
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justify the cost ; and
sideration. In place
postal depots the qpi

o tase of other c{epots f3 under con-
ficre thete are both telegraph and
on should be examined whether some

_ saving of expendifuré might not be secured by eombining

these. This is a;matjer for discussion in the first instance
between the he ds of ithy postal and telegraph circles, as
questions of odnvenience, possible conflict of requirements,
ete., need con’ideration, as well as ﬁgures of cost.

(p) Aligarh WorKihop.—The suggestion has been made that the
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postal workshop at Aligarh might be closed and the work
done thege (manufacture and repair of letter boxes, stamps,
locks and .other miscellaneous equipment) transferred to the
Telegraph ‘Workshops in Calcutta. The Committee have no
definite recommendation to make on this point ; the questio
is one which deserves departmental examination, and should
be settled on its merits.
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 CHAPTBR IX.
Qotelusion,

170, e pHneips] specifls economies which the Committee have zscom.
metided are i—

(a) by merging the railway mail service cireles in

Annually
about
Rs.

those of certain postmasters—general, (para. 58) 31,000

(b) by substituting a cheaper class of railway mail
service sorters (para. 69) . .. 1,70,000

(¢) by revising the ratio of general to station service
telegraphists (para. 110) .. 11,30,000

(d) by substituting clerical for telegraphist staff for
the execution of certain duties (para. 118) .. 1,40,000

(e¢) by undertaking the departmental charge of

ordinary repairs and maintenance of buildings
(para. 167) e . 50,000
21,21,000

171. While this annuai saving, of the order of 20 lakhs of rupees,
alone may turn the balance between profit and loss in the accounts of the
department, much more would be saved by the adoption of the Committee’s
further recommendations, to which, however, no even approximate figures

’ can readily be attached, under such heads as :—

(f) a

revision of the cadre of .superi.ntel_ndents of post offices on the
basis of a review of their territorial charges (para. 47) ;

(g9) the further replacement of departmental telegraph offices by

combined offices (para. 97) ; -

(k) a revision of staff on the basis of a more reasonable standard of

() a

output by telegraphists (para. 121) ;

revision of the conditions which at present make for an
excessive absenteeism, as a result of which the department
bears heavy charges for staff who produce mno results
(Chapter VII). :

,-And there are numerous minor savings to be effected by the adoption
of such of the miscellaneous suggestions, made throughout the report, as
may survive detailed departmental examination.

172.
economi
tions of
changes W

broper to emphasise, however, that the more important
vealised only by slow degrees, since they involve altera-
¢h eannot be introduced by a stroke of the pen, and -
viously must be made with due regard to the legitimate

interests of the existing staff of the department,
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. 173. The Committee derived the greatest advantage from the informa-
tion and advice rendered by the large number of representatives of all
classes in the department whom they consulted, and they desire to thank
these gentlemen for the trouble they took. Their acknowledgments are

due, above all, to the Director-General and his headquarters officers, who. .

have given them all possible assistance.

‘DeLur ;

The i9th February 1925.
T. RYAN.
G. . ROY ¥
J. R. T. BOOTIL

*Subject to my observations in the accompanying supplementary note.

G. P. R.

by
POSTS AND TELEGRAPHS COMMITTEE, 1924-25.

Note by Mr. G. P. Roy.

I regret 1 have not been able to fall in with some of the views and
rwcommendations of my colleagues. The most important point for the
consideration of the Committee is the question of continuing the present
organization or of re-amalgamating the traffic with the engineering branch.
This is a matter of very great importance in the internal administration
of the service, and deserves very careful consideration.

2. Post and Telegraph Organization.—The historical sketch in the
beginning of the Report gives a clear idea of the object of the amalgama-
tion of the Post Office of India with the Indian Telegraph Department.
The chief object was to effeet economy, and to improve the efficiency of
the service. No one for a moment ean guestion the soundness of the idea
¢f amalgamating the post and the telegraph services of a country. But
there is a limit to the practical realization of such an ideal organization.
The local conditions of the country undoubtedly play a very important
part in determining the suitability of any organization. In introducing
new ideas of organization, especially those borrowed from other countries,
their suitability or otherwise, with respect to the loeal conditions, should
recelve very careful consideration. The amalgamation scheme of 1914
was borrowed from certain countries of Europe, but at that time there
were also several countries in Europe which had separate services for the
Posts and the Telegraphs. It is needless to mention that the post and
telegraph organization o{ almost every country is undergoing rapid
changes. Some countries where the two services were previously amalga-
mated are now considering the desirability of separating them ; in other
countries, where they are already separate, the question of amalgamating
them is receiving consideration. It will thus be seen that there can be no
hard and fast rule on the subject of organization. Some countries where
the two services were amalgamated before the war, now possess two differ-
ent branches absolutely separate from each other. but controlled by one
Minister of Communiecations. It may be of interest to note in this con-
pection that in their Report on the Telephone Service in the United King-
dom, the Parliamentary Committee of 1922 strongly recommended the
separation of the Post Office from the Telegraphs and the Telephones.

8. Amalgamation of the Telegraph Department with the Post Office
of India.—The scheme for the amalgamation of the telegraph department
with the post office had been under consideration for a long time, and was
eventually brought into effect in 1914. This scheme promised to effect a,
saving of Rs. 3 or 4 lakhs a year. The fact that a similar arrangement
was in force in other countries considerably facilitated the introduection of
the scheme. But it appears to have been overlooked that the constitution
-and the personnel of the two services which were to be amalgamated, were
entirely different. The telegraph department composed as it was of
engineers and technical staff, was constituted on the lines of the Publie
‘Works department, whereas the post office, consisting of non-engineers and
non-technical staff, was organised on the lines of a geéneral administrative
department. The great war unfortunately synchronized with the intro-
duction of the amalgamated service. The departmernt of posts and tele-
graphs had to rise to the occasion, and rendered all possible assistaneo for

LI1PTC
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f;llf zﬁeamt‘fnance of communication in the different theatres of war. Thus
s par t{nelltf“’as not in a position to feel or serutinize the effects of the
a gar_ne(zl ton, for the first four years after its introduction. Then camé
_t‘e perioc of financial stringency when the department had to cut down
il S qxpens]fg in every branch. This was followed by the period of reaction
dg";ﬁ%ﬂ:" éCh vigorous attempts were made to revive the activities of the
hp H ent in various directions ; and consequently the expenditure ©
the department increased considerably. The amalgamation scheme does
not appear to have succeeded in effecting any reduction of expenditure.

4. Duties of the present Commitiee~The present Committee W8S
appointed with & view to investigating all possible avenues of economy
vtﬁthout any sacrifice of efficiency. I consider that in addition to the
:hannels recommended by my colleagues, there are several others whiC

ey have not touched, but which, in my humble opinion, would not only
offer seope for further economy, but also for the improvement of efficiency-
The dutles'; of this Committee are very well defined, and as far as I can makeé
out, the Committee is precluded from taking into consideration the veste
interests of any branch of the service. It is for Government to consider
the recommendations submitted by the Committee, and to sce how they
fnffe(;ﬁt the vested interests of any particular elass of officials of the depart-

5. Unity of control far each Circle—The Committee has fully con-
sidered t‘he question of establishing unity of command in the .organisation
of the Circles, similar to that in the organization at headquarters. MY
colleagnes have expressed their views to the effect that it is not possible
at present to secure this unity of eontrol, Iere T regret I do not agreé
with them.  Unity of control will undoubtedly rednce the working expenses
of the departm_cnt, and 1 am certainly of opinion that it should be tried,
as T hold that it is quite feagible to do so. DBut at the same time it may
interfere with the vested interests of some of the branches of the service.
At present the department has 11 administrative appointments for the
officers of the telegraph department, 4 for the officers of the old Post Office,
and 5 for those of the Indian Civil Serviee, the total being 20, excluding
th'e appointment of the Director-General of Posts and Telegraphs. It
will be seen that for the administrative control of the different circles,
the glepartn_lent has three classes of officers. Out of the eleven telegraph
administrative appointments, one is allotted to Burma where the same
officer is in charge of the entire arrangement consisting of the post office,
telegraph traffic, and telegraph engineering. Another telegraph officer is
appointed as a.n'ofﬁcx.atmg ostmaster-General in India. In addition to
these two admupstratwe appointments, a telegraph engineer of executive
rank is placed in charge of the Sind and Baluchistan Circle, where the
Jorganization is practically similar to that of Burma. Since :che amalga-
mation, more than 8 telegraph engineers of the administrative grade have

worked as Postmasters-General, and the department has had sufficient

opportunities for serutinizing the administrative work do -
bers of the engineering branch, in the different postaldcilll'glsg tl}e;z:gex:o
%Oubt that the engineer officers have carried out the sdministration of the
08t %ﬁice, as satisfactorily as gny member of the Indian Civil Serviee,
op of t te Post Office. This would prove that it is quite easy for an engineer
o cer to undertake the administration of a postal circls, althqugh ther
a8 considerable doubt on this point at the time of the introduetion o

2

the.-amalgamation. Unity of * contro
should be able to take intelligent int

the various branches under him, vz, . )
engineering. I am in favour of further extending the system new 1n

force in Burma, and in Sind and Baluchistan. .This would obviate the
duplication of administrative machinery in the cireles, and thereby gffect
a reduction in the number of administrative officers, and also a considerable

annual saving without any loss of efficiency.

6. During the last ten years the department has not proceeded in the
with a view to effecting a real amalga-

direction of fusing the two branches 8 Vi _ Iga
mation throughout the service, t.¢., rendering it possible to have the working
of the department carried on by only one set of officers. As stated jn

paragraph 20 of the report, the amalgamation of 1914 was more a re-
distribytion of duties than a fusion of the two services. The main obstacle
in the way of complete fusion is the difference in the training and quali-
fications of the respective officers of the two branches. This can be rectified
by having junior engineers to do both postal and telegraph duties, as divi-
sional superintendents of posts and telegraphs. It is needless for me to
point out that while it is easy for an engineer to undertake postal duties,
it is impossible for a non-technical officer to be in executive charge of any
engineering works. Hence the necessity of recruiting only qualified
engineer officers, in future, for the department of posts and telegraphs,
if unity of control and complete amalgamation be the objective in view.
This would however interfere with the vested interests of some of the

officials of the post office. .

7. Re-union of Telegraph Traffic with Telegraph Engineering.—1If

however, for any special reasons, it is copsidered, undesirable to make any

drastie changes on the lines suggested above, I $$ould.'_§trongly recommend

the re-union, at any rate, of telegraph traffic with télegraph enginegring.
The special feature of the present organisation is the complete separation
between the traffic and the engineering. The' Postmasters-General ard
responsible for the traffic, and the Directors for the engineering of the
telegraph branch. On acecount of this separation, it is very difficult to
ensure proper co-operation, or co-ordination between the two branches,
Wit}l the result that the progress of the telegraph service in India is b@ing
seriously retarded. This retardation is also to a large extent due to, ‘the
want of technical knowledge, and training on the part of officers and staft
of the traffic branch. Modern traffic management is a scientific problem,
demanding a very high degree of technical knowledge. The selection of
suitable apparatus, the investigation of improved appliances to keep the
telegraph service up-to-date, and the general organisation, both indoor and
outdoor, for the disposal of the traffic with the minimum op pative cost,
are essentially the work of engineers. The following extrget from a
technical journal on Communication Engineering, will fhdicate how
engineers are employed in the management of traffic in other ¢ountries :—

1 connotes tﬁat the officer in gherge
erest in, and control the working af,
the post office, telegraph traffie, apd

“ There are traffic engineers, charged with the operation.of the
45,000,000 mile network of wires covering the country, who
must study the conditions under which circnits are used and
how best to adapt them to the varying loads ; find improved
ways of dispatching traffic and measure and imorove the
aceuracy witly whiech it js handled . T
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Owing, how
) ever ot «
of the’departmérfg %l;e‘ Separation referred to above, the engineering branch
organisation. Th S at present hardly anything to d . g
engineering b ¢ railway organisation, with o with the traffi
rin ran i amd v Y
which thegeon:litci};,n:so;n?r( lly' unsuitable for the telegraph system, in
L ldition: vorking are essent; . system,
organisation of a railwav g darc essentially diffe \
Or: Do ()t (.l Idll\\ iy SyStCm 1S more or l)1v y ﬁ.(lrents' ’lhe traﬁc
gi;am_satlon which does not prp-suppos/o an tb‘S] . colmmerclal or business
eering.  On the ofher hs - S¢ any knowledge o i -
Systom s o o ILM(:t?:u. ,. 'l‘l.z,n.d_, the traffic Organisatio%l ojf ;algxe&yraexil
of which a good we ”-]‘»'( scienlific organisation for the stucecessful ) g 1"p
essential 1;1 fact rking knowledge of telegraph Ongirlee;'; o is absolately
e . act teloops e S eri
inter-linked fha(t( ; rf(( lﬁfgrd})h traffic and telegraph enrvincerinng o absollute%y
the ¢ fficicney o botil mlr]llnlm.; be separated from the O?her Witghgfﬁ; i(l)'i;}())lsiilg
. Seehe and mereasing the i ’
is a distinel dual e ) r_ asmg the operative ¢og .
but impair thleuﬁ"ic.(')fm“.l throughout the telegraph setr"viel(}t pfe.a.s(}:lnt ther:
AnDarnr iaetent and economical workine of th » Which canno
121 aratus and the lines belong to the eneine n? Ot the department. The
ageney over which th i Heengimeer, but are work
v ‘hich the enaineer hus rked by another
utmost importance the sHieer has no control what :
tratin \‘.'!vilnh Tll‘nl(l,(/ ﬂld“t there shonld be unity of contr ff\{er. It o of the
o WS e primary business of the ('lopartmcng " the disposal of

_ & The Committee has had ¢
tion of re-uniting the fraffic ad Lull opportunities of discussi 8 -
of the officers h;\'ihiufz()]rm'(f ]_H';m(:h “vlt'h. the “'“Fw'i'li’(?l‘ifl{ést;llrglrtlg‘th(-l 'qu_C;S
no fewer than six I’(;x'hlnl'l | ‘().(.l t‘]“‘ re-unton. It iy int(are,sting tOLI?(:;l“]Ofrlia};
tion of the traffic hranel S[?(_'l:"'(ﬂ"n("r“l have definitely advocated the o ar
Rogers, 108, who h:{s Li1:((1);?'1171‘[11(;(])(%’( ()r[.‘ﬁ‘:“' Amongst these is M:e{)’ﬂrd
COMMERECMENt 0f 1o ot o ARESTON very carel ; o very
seeing ity :‘!(fttu;.]f “1’5;;]':mml.,«,rnmmmn, and who ylmu hfxl(llu"(,)’pf;lo(;? ﬂ.lf- Yer}é
Bombay. 1lo ho d(*ﬁr\lxirt]irl ym. lavge presidency offices like ICal(lzlliltlt]eb I:)d
0 the engineerng (.,[.‘ recommended the transfer of the traff aw"‘rk
and the Traific (‘ontrol] ch. “Even the Deputy Director-General Traf
Aceotniant. ('%e;l(:ml 1}())0 (11 ;'l’re H'I‘f‘ﬂ\'(mr of the transfer ; an(:lric; Traf;filc,
qcn‘fl‘al in charge (;f ithtxsrb(“;l,d..l(!](\gr“phs’ and the Dep’uty A;BGOf.lfl(%an:
gincer, Telegraphs, at the tineraplt Branch,  Mr. Sutherlind, Chief E
retirement, loft o (,f'ﬁ(.-.('] time of leaving this country. prei)amtor ?-
subject of im])rovim:lﬂiifl of';::)f:n ;”XI)I'(-.ssing his, considered views Onythg
note bearing on this point ig feprt)s(rlu(;j(id“}l)cd;g‘:lce' An extract from his
‘ * " . * .
“ The Telegraph D ; . ) )
or;::misnﬁu[n, 'I‘r'?x?fiil(?t.rlle?f’l, when it existed had a very good
unit charge was ”*‘(1(7‘1( “ngineering went hand in hand, the
able size sz'nd {fhﬂr]ec »wﬂul‘)-dlvlswn, Divisions were of a \;'Ol‘k‘
keeping the mae}lliﬁo“'ds an a(].(‘quafo, Directorate capable of
future policy mnd m an efficient state and dealine with
amalgamation of th ‘Cfmurem('“t' To facilitate arrivinghat an
this organisation x,c‘ wo departments of Peits and Telegraphs
Aisons. hotithed. |rosen U Circles were formed and Sub-
Engincering and l(.t ater, Traffie was dissociated  from
departments w attached to tle Post Offiee and 11 y
§ were combined under one Director-Gf(eneralle Ttﬁi(;

arrangement has b i
. 5 Dbeen 3
remarking on it. n force sufficiently long to warrant

““ With experi '
experience as a Postmaster-General in three Circles, as
S, &

Deputy Direotor-
pit Dlrentot; General, Traffic. and as Chief Engineer, I

a separate traffic and an’

3
consider the present system is a failure in respect of the dis-
sociation of Traffic from Engineering and is an expensive and
inefficient arrangement. I do mot advocate the reversion to
two separate Departments under two Directors-General. On
the contrary I think two departments under one Directorate a
better arrangement but I am convineed that Traffic and En-
gineering should be re-united. * ¢ * ¢

“ The disposal of traffic is entirely depend
tion between Traffic and Engineering, 1.6, close co-operation
between the outdoor engineer in charge of the lines, the indoor
engineer in charge of the plant, the Divisional Engineer who
is in charge of both, and the supervising and operating traffic
establishments. None of these have any real connection with
the Post Office and have every connection with each other.
Postmasters-General of the I C. 8. and Post Office cadres
have no knowledge of indoor or outdoor engineering, with
which many Traffie troubles are concerned. The indoor and
outdoor engineers are under one authority but the traffic estab-
lishment is under another. The old organisation was good

: and the efficiency of the service stood high.
¢ Contrast this with present day conditions. The Divisional En-
gineer has an area which he cannot efficiently control, he has
attached officers to whom he can delegate authority but no
responsibility. If traffic delays occur the lines are blamed by
the Traffic staff and the Traffic staff are blamed by the En-
gineering, either outdoor or indoor or both, correspondence
staris between the head of the Office, the Postmaster-General,
the Director of Telegraphs and his Divisional Engineer who
is very probably stationed at the seat of the trouble. The
nett result is mil as everyone blames anyone not in his own
branch. Meanwhile we have a Divisional Engineer on the
spot who, if responsible for both Traffic and Engineering could
effectually settle the matter at the outset. It would be his
responsibility whichever side might be to blame. The Post-
master-General has his Deputy Postmaster-General (Traffic)
who has his several Superintendents of Telegraph Traffic and
all of them tour over the same ground visiting the same offices
as Directors, Divisional Engineers and Attached Officers, these
engineering officers being perfectly capable of doing the work
of both.

4¢ The dissociation of Traffic from Engineering has been a failure,
has not led to economy, and is an inefficient arrangement. I
am quite prepared to be told by every Postmaster-General and
the whole Traffic Branch that I am wrong but there are two
asPe((i:tg,’ of the ease and in representing mine I have no axe to

grind . )
In view of the overwhelming evidence ap of the considered opinion of
experts to the contrary, it is difficult to dee how the retention of the exist-
ing arrangement can be justified merely on general grounds. It is true
that the separation of traffic from engineering was introduced on the
recommendation of a Committee ; but it was never contemplated for a
moment that the system could not be changed or modified in the light of

aetnal experience of its working.

ent on close co-opera-

f
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9. Comparison of the volume of Trafle disposed of by Combined

Offices and by Departmental offices—Reference has been made by MY,

colleagues to the working of the combined offices, especi

] i , especially to the volume
ggrgzgigdg;spgseg of by such offices. It is hardly possibl’; to obtain any
departmentalo :’ﬁ e relatxve_lmportance of combined offices with respect t0
feparteienta f?i ces, by simply comparing the total volumes of their

oﬂi(I:)es ar: :‘ﬁ c. It should be borne in mind that the department.
s ar eld fer zone or sub-zone centres, and they actually have to collect
traffc to %n d1-om the feeder lines. The duties and functions of a depart-
frontal « fce do not appear to have been clearly understood. The chief
e an?i 31 epartmental office is the collect_lon of traffic from the smaller
Tongost Tines of the sountry. The iy of & Foma o T T
t lix ry. e duty of a feeder office, er
l;::li slts sggtymg tfz!im;gnet aPI‘(llm receive tl}lle local traffic to 8211:1 tfll-%n(l)ﬂtlhe

artm ce. ere can therefore be no fai i

of the relative importance of the feeder and th i oot compqnson
taking into account the volume of traffic ‘er:q (fseed xz? n ofecs, by simpy
v ) . i ’ Or "
l(ét(gi t:lt the b((i)okmg offices. As a matter of i%ct, althoughtg%a'?v:;lrggi:g(li
et works 0ut 0 e thew 10 mowsats o S0 s Whosn toe sigual
) ke s messages per office ; wh : i -
é;nfwog%au?rnﬁ tp.erformed by the main or departmen::fa:;f?il;gsmgvneile
op’erat’ions. werea c;irtizds agl,ltmilixy t%lzouto 2(1) 'peg cetif]it. o t'lIl‘e totel signalling
r ; combined offices. The t €
It;-sgﬁ‘ic disposed of by a combined office is, as stated above fet:sl 31?1:8%0
fﬁl sages per day, or 1e§s than one message per hour. When’ the combined
oh ce s:ystem was first introduced in this country, it was found to be the
% gzge“s‘;‘, agency for collecting the traffic from rural areas, and the Post
e, O%;wa{xhage%t of the Telegraph Department. This system of com-
bin ?olle Ltes Ias een gradually extended, and simply because the agents
pow <ol ¢ % argie volume of traffic and revenue for the main system, it
do t ran:fneccssan y follow that the power of controlling the traffic should
be tros (.:_.rerrgo to the agents from the main department.which continues
o perf rg 8 Ec)er cent. of the signalling operations. It should be clearly
pnder: gg a.b_;x_ departmental oﬁﬁce has to exercise, so to say, the col-
Leetive © si(_)nm ility, as regards disposal of traffic, for all the combined
bined ; f%r 1ng§ into it. The mere volume of the traffic handled in com-
bimed ce: 01‘}1:15, therefore, no criterion of their relative importance
pith spte(;h to t1 e departmental O‘Cﬁc.qes. This being so, it is unreasonable
to eor ts ()ﬂiat the control of the entire traffic branch should remain with

he Pos ee, lest the re-amalgamation of traffic with engineering shoul
;glllvepgsfe(:) rtxfx aI;l}lr kind of dual gontrol in the combined offices, which after
Separimons only about 20 }-?r cent. of the signalling operations of the

10. Telegraph work during the Great War—Whi

10 _ he Gr ~——While on th ject of
ic:;m:}xlng the 1tr'aﬁic and the engineering branches, it may b: ::lel:fteiztned
o : at in atl tlhe)eatres; the great war, the two branches worked under
the s]a'me f«m o ﬂ % that of a telegraph engineer. In Mesopotamis
anbd ¢ t‘h];em; frggftin a:“ A atrée dlfst’:ﬂcttolﬂicers, one ié charge of the post nfige,
: _ of the telegraph traffic and enginecri T
?;(::i O£V :l:e tetlpﬁi'apéx operatlllons in Mesopotamia andnign othgﬂ;;'hgat}::
of war, was entirely due to this upification of control. This syatem is
_“};ﬁggﬁea in the Royal Corps of Signals. The army does not suga:i(‘l’: it
necessary, or expedient to split up the service into traMe, asd

1

1

Mowever, that there may be o ted interests.

), (D)

engineering, @ﬁﬁly because the separation is an artificial one which

neither promotes harmony nor conduces to efficiency.
11. Transfer of Traffic to Engineering.—The Revised Estimates for
1924-25 of the department show that the traffic organisation in the offices
he department Rs. 4,15,370 and the

h “Postmasters-General, costs .
o s Rs. 4,74,800. If traffic is re-united

diture for 1,925-26f iE 4 . . ;
i ineering, the Directors 0 ngineering, who at present are 1o
e gil be able to undertake the control of the traffic in addi-

i .« present duties. They will not require the entire staff now
g:gﬁ?eghgg fhe offices of the "Ifostmasters-General.' The proposal for
the reintroduction of the sub-divisional system has been aceepted by Gov-
ernment, and, when effect is given to it, the sub-d:}vmlqnal officer will
control the engineering as well .as the traffic work in his charge. The
:on of offices will be considerably cheaper.

] and the inspection
traffic control and E!'B and directors will control both the branches

imilarly divisional engine : ¢
gﬁﬁ:rsZme service. 1t will then not be necessary to depute highly paid
all combined offices as is done at present. Then again

Son sm .
:fﬁ i)erissggtlléiléeizdﬁc is controlled in an over-centralized form, inasmuch
as the traffic officers are all located at the headquarters of the Postmasters-
Geperal. This obviously cannot be 2 satisfactory organisation. The re-
union of the traffic and the engineering 1S therefore recommended. The
existing Superior Traffic Branch will remain as it is ; the qfﬁcers will be
suitably employed as Personal Assistants to_the Directors of Telegraphs,
and also for general traffic work in large telegraph centres. The scheme
will lead to a reduction in the lower grades of the supervising staff.

_ Re-orgamization of Railwey Mail Service—The Committee is
unanlil2nof: :bgut joining u{) the Railway Mail Service with the Post Office.
This is as it should be. It is however not possible at present to hand

to the Postmasters-General, especially the principal Postmasters-
&vil;:ral the Railway Mail Qervice in addition to the telegraph traffic,
w?thout’absolutely overburdening them. This 18 8 matter ;vh;gh r%qmrelsl
careful consideration. After all, the telegraph traffic is a ore1g;11 rane

far as the Post Office is concerned, whereas the railway mail service
g IT' d branch of the Post Office. 1t would therefore not be’adwsable
te andg N the railway mail gervice to the Postl_nastqr-General s charge,
to ﬁ t%ﬁ transfer of the traffic work to the engineering. It would be a
ver mf1 lte organisation otherwise, which must ultimately interfere with
the ff? i rﬂs Wgrking of both the branches of the Post Office. The most
the. € fleor anisation would be to amalgamate .the railway mal} serviee
raf 1onai ) 1§gt office, and the telegraph traffie .w1th telegraph engineering.
'}‘v}lxti}; vFv:;ﬁIId ensure, as far as the department 18 901{)00;‘;:&83 homogeneous
i i in its two main OT .
organisation, and unity of control in 1 .
) 13. Reorgamisation of the Directorate—1 regret If dlﬁell‘) _frozr:ae
: xoressed by my colleagues on the organisation 0 th'?ch lre:i oraic,
:1[71ews 53dp that the Directorate requires .re-ox.'gamsa.t.lon, wa a ew 1o
eonsicer omy and as well as improving 1t8 efficiency. A grea fg
o otrs econk 'i:}; < ectorate is caused by o\rer-centr_ah:sa’uox::l (c)l g:s
of extra WO o In paragraph 5 0 is note I have recommended the
own °‘f3am§aﬂf . uimber of administrative cbarges by the introduction of
reduction o i 16, by placing all the branches of the sircles under one
head, on the LS8 cpusiderable difficulty in adopting this arrange:
tod i ' have ventured therefore

ment, due to the existence
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to submit an alternative proposal, namely, the re-union of telegraph
traffic with telegraph engineering. Under this scheme the Director-

General of Posts and Telegraphs need only have two senior officers under -

him—a Director-in-Chief of Telegraphs, and a Director-in-Chief of Post
Offices.  The Director-in-Chief, Telegraphs, will have two administrative
officers under him,—one Director of Engineering, and one Director of
Traffic. These two officers will be assisted by five executive officers. On
the postal side the Director-in-Chief will have five Assistant Directors
of the same rank as the present Assistant Directors-General. This will,
of course, necessitate more decentralisation of the work of the Directorate,
by the delegation of greater powers to the circle officers. There are at
present six administrative officers at headquarters, under the Director-
Geperal, but, by the adoption of this scheme, it will be possible to save
two administrative appointments, the average pay of which is nearly
Rs. 4,000 per mensem. Besides effecting this economy, the scheme will
lead to greater expedition of work in the Directorate.

14. Re-organisation and re-distribution of Circles—The eireles may,
under my alternative proposal, be redistributed as indicated below :(—

I

Postal on ( Major To bhe placed undor
Name of Circle. t Telegraphs | or Post Office or

. or combined, ! Minor. ‘ Telegraph officers.
1. Burma . . ‘ Combined | Major : Telegraph.
2. Benga! and Orisua i Postal .. Do. .. : Post Office,
3. Eastern : Telegraphs .. Do. i Telegrarh.
4. Assam .. . 3 Combined ., ‘ Minor - | Do.
5.Behar é Do. .. | Do. . i Do.
6. United Provinces 1 Do. .. | Major . j\ bo.
7. Central Do .| Do .1 Do
8. Punjab and N, W. F... 1 Postal .. Do. . ‘ Post Office.
9. Northern “ Telegraphs .. | Do. .. ?‘ Telegraph.
10. Sind and Baluchistan . . 1 Comhined, .. | Minor . Do.
11. Bombay .. .. | Postal . Major .. !‘ Pest Office.
12. Western .. .. | Telegraphs .. | Do. . i Telegraph.
13. Madras .. | Postal .. | Do. . i Post Office.
14, Southern .. .. | Telegraphs .. | Do. .. | Telegraph.

There are at present thirteen Major Circles and one Minor Cirele. of

the thirteen Major Circles, seven are Postal, five Telegraph and one Com-

bined. But from .the tabular statement given above, it will be seen that
L2PTC
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with the proposed redistribution, there will be four Postal, four Telegraph,
and three Combined Major Circles, in addition to three Combined Minor
Circles which will be placed under Telegraph officers of the executive
grade. This arrangement. will not only lead to greater efficiency through
the unification of control in six circles, but will also effect a saving of two
adntinistrative appointments. Further, if this re-distribution is adopted,
and the re-union of traffic with engineering is sanctioned, there will be no
necessity for retaining the appointment of the Traffic Controller. The
Directors of Telegraphs, or the officers in charge of the combined circles,
will control the traffic in their respeective jurisdictions ; the Director-in-
Chief of Telegraphs, assisted by the Director of Traffie, will control the
traffic arrangements of the department as a whole.

1’3 Fizing proportion of General Service to Station Service Tele-
graphists.—The question of fixing the proportion of general service to
station telegraphists has been under consideration for some years, but no

. satisﬁactory solution has yet been reached. In dealing with this vexed
* question, the efficiency of the operative force should be kept prominently

m view. Any drastic measures for increasing the number of station
service operators, with a lower salary, cannot but diminish the attractions
the service now offers to all classes of recruits both Indian and non-
Indian. Such measures must ultimately lower the efficiency of the ser-
vice. It should be borme in mind that most of our traffic and engineer-
ing subordinate officers have been recruited from general service tele-
graphists, and any reduction in the number of these general service men,
will react on the selection of subordinate officers for the higher grades.
Further, it would be a serious handicap in the internal administration of
the department, if the percentage of station service or non-transferable
staff be increased to 50 per cent. It seems impossible to lay down any
hard and fast proportion and also to foresee how the proportion recom-
mended by the Committee in this respect will affect the working of the
department. In the circumstances I would suggest that for the present,
at any rate, no definite proportion be fixed but that every endeavour
should be made to increase gradually the strength of station service tele-
graphists in the department. This question' should be reviewed every
year with a view to ascertaining the actual requirements of the depart-
ment in respect of mobile and immobile operative staff.

The 19th February 1995.
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to submit an alternative proposal, namely, the re-union of telegraph
traffic with telegraph engineering. Under this scheme the Director-

General of Posts and Telegraphs need only have two senior officers under -

him-—a Director-in-Chief of Telegraphs, and a Direetor-in-C'hief of Post
Offices. The Director-in-Chief, Telegraphs, will have two administrative
officers under him,—one Director of Engineering, and one Director of
Trafic. These two officers will be assisted by five executive officers. On
the postal side the Director-in-Chief will have five Assistant Directors
of the same rank as the present Assistant Directors-General. This will,
of course, necessitate more decentralisation of the work of the Directorate,
by the delegation of greater powers to the circle officers. There are at
present six administrative officers at headquarters, under the Director-
General, but, by the adoption of this scheme, it will be possible to save
two administrative appointments, the average pay of which is nearly
Rs. 4,000 per mensem. Besides effecting this economy, the scheme will
lead to greater expedition of work in the Directorate.

14. Re-organisation and re-distribution of Circles.—The cireles may,
under my alternative proposal, be redistributed as indieated helow —

| Pogtal on l Major 1 To be placed under
Name of Circle. ‘ Tolegraphs | or Post Offico or
- or eomhined, i Minor, ‘ Telegraph officers.
i P —
1. Burma . . l Combined .. | Major . ’ Telegraph.
2. Bengal and Ovissa ; Postal .. Do. .. : Post Office.
3. Eastern . j‘ Telegraphs .. Do, .. | Telegrarh,
4, Asgam . ‘\ Combined ., ‘ Minor .. Do.
5.Behar . . % Do. .. | Do. i Do.
6. United Provinces .. | Do. .. | Major . i Do.
7. Central .. - Do. .. Do, . }; Do.
8. Punjab and N, W. F. .. | Postal .. 1 Do. .. | Post Office.
9. Northern .. .. | Telegraphs .. | Do. - “ Telegraph.
10. Sind and Baluchistan .. | (‘omhined, .. | Minor . | Do.
11. Bombay .. .. | Postal .. l‘ Major . i Pest Office.
12. Western .. .. | Telegraphs .. | Do. . l Telegraph.
13. Madras .. | Postal .. | Do. .. 1 Post Office.
14. Southern .. .. | Telegraphs .. | Do. .. | Telegraph.

i

——

There are at present thirteen Major Circles and one Minor Circle. of

the thirteen Major Circles, seven are Postal, five Telegraph and one Com-

bined. But from.the tabular statement given above, it will be seen that
L2PTC
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Wwith the proposed redistribution, there will be four Postal, four Telegraph,
and three Combined Major Circles, in addition to three Combined Minor
Circles which will be placed under Telegraph officers of the executive
grade. This arrangement. will not only lead to greater efficiency through
the unification of control in six circles, but will also effect a saving of two
adntinistrative appointments. Further, if this re-distribution is adopted,
and the re-union of traffic with engineering is sanctioned, there will be no
necessity for retaining the appointment of the Traffic Controller. The
Directors of Telegraphs, or the officers in charge of the combined circles,
will control the traffic in their respective jurisdictions ; the Director-in-
Chief of Telegraphs, assisted by the Director of Traffic, will control the
traffic arrangements of the department as a whole.

15. Fizing proportion of General Service to Station Service Tele-
graphists—The question of fixing the proportion of general service to
station telegraphists has been under consideration for some years, but no

. satisfactory solution has yet been reached. In dealing with this vexed
" question, the efficiency of the operative force should be kept prominently

m view. Any drastic measures for increasing the number of station
service operators, with a lower salary, cannot but diminish the attractions
the service now offers to all classes of recruits both Indian and non-
Indian. Such measures must ultimately lower the efficiency of the ser-
vice. It should be borne in mind that most of our traffic and engineer-
ing subordinate officers have been recruited from general service tele-
graphists, and any reduction in the number of these general service men,
will react on the selection of subordinate officers for the higher grades.
Further, it would be a serious handicap in the internal administration of
the department, if the percentage of station service or non-transferable
staff be increased to 50 per cent., It seems impossible to lay down any
hard and fast proportion and also to foresee how the proportion recom-
mended by the Committee in this respect will affect the working of the
department. In the circumstances I would suggest that for the present,
at any rate, no definite proportion be fixed but that every endeavour

~should be made to increase gradually the strength of station service tele-

graphists in the department. This question' should be reviewed every
year with a view to ascertaining the actual requirements of the depart-
ment in respect of mobile and immobile operative staff.

@, P. ROY.

The 19th February 1935.
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