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   MINUTES OF MEETING WITH DEPARTMENTS OF PERSONNEL AND AR&T

Chairman AARC convened a meeting of officials of the Departments of Personnel and AR&T besides ADB consultants on February 2, 2005 to discuss the findings of the functional review of the departments.

Following is the summary of observations and conclusions in the meeting:

1. There was general endorsement of the concept of converting the existing department of Personnel into an integrated focus for human resource management in the entire administration by consolidating the existing departments of Personnel, AR&T and Secretariat Administration as well as the responsibility of General Administration department for district establishment. This would restore the original scheme of the department till the 1970s.

2. All the recommendations made were found acceptable. At the same time, there were practical difficulties in developing a larger perspective besides the task of developing ownership of concerned departments and officers. It was also necessary to strengthen the existing establishment and capacities of the departments of Personnel and AR&T, including the capability of senior officers, to implement the series of critical actions recommended in the functional review.

3. At present the Personnel Department was divided into two branches A and B. A was responsible for the management of IAS and ACS officers, their disciplinary proceedings and placement. B branch discharged the nodal role envisaged by the department relating to service rules, transfer policy and advice on personnel management, while being directly responsible for the PSC and support to SLEC. However, this role was performed in a peripheral fashion due to lack of mandate and capacity. The training role was also confined to the ACS and IAS officers but there was no systematic training plan based on TNA and related to career development and placement of officers of ACS.

4. The SAD deals entirely with secretariat staff. The deployment of officers of different grades, starting with the Secretary, in various departments was skewed due to absence of mandated establishment schedules for existing departments. Some departments suffered from no or inadequate number of senior officers. There appeared to be no rational pattern behind the deployment of officers of the status of Secretary and above in different departments. The ambiguity of deployment created problems in defining the establishment of new departments and in making rational assignment of officers in the secretariat. AR&T may devise the optimal establishment schedule of each department on the basis of objective norms like receipts, number and nature of schemes, expenditure, agencies supervised etc., and then get the schedules approved by respective ministers and the Cabinet following consultations with finance, personnel and concerned departments. These schedules would form the basis for departmental budgets, assignment of staff and the assignment of staff for the revised set of departments following restructuring. 

5. In line with existing policies for staff containment as well as Government’s acceptance of the recommendation of AARC regarding rationalisation of secretariat departments, it was necessary to review fresh proposals for creation of new departments. Such proposals had to be assessed also with reference to the impact on duplication, functional overlap, fragmentation of cadres and parallel delivery mechanisms.

6. While a training plan for secretariat staff is available, training appears to be ritualistic and not linked to promotion. The capability of the Secretariat Training /school needs to be improved with the help of AASC. SAD should prepare a TNA for the secretariat staff, revise the curriculum and arrange for systematic training of all functionaries.  

7. It is true that existing transfer policy recognized the institution of civil service board, the principles of minimum tenures and objective principles for transfer of officials, and the requirement of submission to chief minister for premature transfers. However, there were many departures from the formal guidelines and the civil service board has not met even once. Without well structured system abuse of Rule 4 of the PSC regulations which permitted ad hoc appointment and promotion, cannot be ruled out. 

8. While the promotion guidelines were generally followed, the representative of Personnel department had to be properly trained in the rules and procedures of all departments, so that he or she could ensure conformity of the DPC recommendation with prescribed rules and guidelines. 

9. While it might be difficult to consider giving legal shape to transfer policy as in Maharashtra, it was possible to evolve objective parameters for recruitment, transfer and promotion based on best practices and audit the compliance by personnel audit similar to financial audit, submit the findings to the Chief Minister and give wide publicity to the report. This will ensure accountability of officers for performance and compliance with objective norms. The introduction and enforcement of such systems no doubt called for change in mindset at all levels and the creation of public awareness in favor of such reform.

10. It was difficult to decide early on proposals for amendment to service rule as departments did not send complete proposals along with supporting material. Personnel Department should accept draft service rules for vetting provided the required materials are appended. Departmental inquiries could not sometimes be initiated for want of self-contained proposals and documents from departments. Litigation resulted from poorly conducted departmental inquiries or following faulty procedures. This indicated a casual approach to personnel management matters.  

11. The early establishment of the computerized database for ACS and IAS officers was critical for various elements of HRM including ready retrieval of personnel information, monitoring transfers, proper placement, ensuring regular training, monitoring the recording of ACRs and the utilization of ACR observations for career development. Time-bound submission of all forms can be ensured by denying the payment of salaries if forms are not submitted by respective DDOs before the end of March 2005. 

12. It was necessary to strengthen the department of AR&T and appoint necessary staff for implementing various elements of civil service reform and amendments to secretariat manual. The departments of personnel and AR&T can formulate proposals for engaging consultants and utilizing professional  institutions for implementing a work plan relating to regulatory changes, revision of manuals and fixation of staff norms. This plan could form a part of the ADB budget for capacity building.

13. AR&T had a major role to play in formulating a training plan for all categories of staff with the help of AARC and then monitor the impact of training on the basis of the employee database. The details of the plan could be incorporated in the proposals for utilization of ADB training budget.

14. The Chairman advocated the need to draw up Mission statements for the departments and the agencies such as PSC and AASC under them and follow this with the publication of organizational charts, job charts and the enforcement of citizens’ charters. There should be adequate delegation of powers and mechanisms for swift grievance redress of employees and the public. The proposals for computerization should be sent to the E-governance Mission. The departments may forward the proposals for training budget to the Finance department for consideration under the ADB training budget. Most critically, the departments should draw up a manpower plan for their establishment as well as for the secretariat based on assessment of optimal staff levels.

15. The department of Personnel and AR&T agreed to develop by March 2005 an implementation plan and timeline of actions with details of agency roles, agreed responsibilities, milestones and requirement of resources. Consistent with present capacities and staff, it was possible for the two departments to formulate a set of immediate doable actions such as database, establishment schedules of departments, revision of manuals and rules and the training plan, and then identify the professional help and budget required to implement some of these actions.
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