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CHAPTER III.—ORGANISATION OF THE SECRETARIAT,

95. We proceed now to examine various matters connected with the
crganisation of the Secretariat.

29. Busincss of Depm--tmcnts,-—"he Tlewellyn Smith Connnittee_devot.
od considernble attention to the allocation of business among the different
departinents of the Government of India and made a series of recommenda.
tions in that connection, of which the most nobiceable result was the
addition of one Member to the Fxecutive Government with the sepawate
portfolio of Industries. Taking matters as they now starid, we doubt if
Jie distribution of business calls for further detailed comment, since the
various subjects seem, on the whole, to be grouped systematically wnd
conveniently. The ouly suggestion for material change which was broughi
to our notice was for the creation of a Department of Ways and Communi-
catlons, embracing all functions relating to transport and Posts and
Talegraphs, which are ab present divided between the Railway and Indns-
tries end Labour Departments. This idea also commended itself to our
predecessors, and it has been accepted in principle by the Government of
Tndia (vide a resolution in the Council of State, dated 18th of March 199%).

Tt would appear from debates in the Legislative Assembly last year that
a remodelling of the Commeree Department was wnofficially advocated,
but no very definite scheme was outlined or has since been elaborated.

- On the face of it, the control of agricultural and veterinary resesels
instibutions at Pusa and Muktesar would seem to fall more appropriafiely
within the purview of the Imperial Council of Agricultural Research than
of the Department of Bducation, Health and Lands, but the point was.
fully discussed in 1931-82, and we accept the conclusion then arvived at
that change was inexpedient.

Otherwige, minor suggestions have been made to us for the transfer of
Commercial BEdueation from the Commerce Deparbment to the Department
of Bducation, Health and Lands, and of Copyright from the Department.
of Industries and Labour to that of Edueation, Heolth and Lands, the
latter reversing a recommendation, which was accepted at the time of the
Llewe!lyn Smith Committee. Neither subject is of major importance, nor’
does uny special issue of principle seem to be involved. ‘

Bub a convinsing reason for avoiding any considersble disturbance now
of the existing system is that with the advent of Federation the question
will have to be reviewed from a different angle. Section 9 of the Aot of
1935 fixes the maximum strength of the future Federal Ministry at ten,
althouph we understand that no particular conclusion is to be inferred
therefrom as to what may be an appropriate figure, but it is likely that
the future number of Ministers will, be greater than that of the present
Members, thus necessitating a rearrangement of portfolios. The statutory
obligaticn to appoint o Law Member will also ceass to be operative. The
political considerations of the time will presumably be the determining
factor, and these it is impossible at this stage to define. But elearly, -
until they are known, it will be convenient to avoid intermediate changes. .
. "80.  Organisation of Departments.—Within & department our
predecessors  envisaged  (paragraph 71) an ideal organisstion in ' the.
nafure of & pyramid of which (above the office proper, as defin-
ed _in paragraph 68), the _-base was an adequate number of
Assisbant  Secretaries, submitting cases through Deputy Becrefaries
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2o oné Secretary ab the top. Under BSecvetaries (vxcept in the
Finance Department—paragraph 77) were to disappear, and the device of
Additional and Joiut Secretaries (except in gases of bemporary emergency)
was definitely condemned as tending to weaken the vontrol of the Seere-
tary and fo impair the unity of the department (paragraph 10).

81. Joint Secreturies—1t wil be seen fromn the details given in
Appendix X that this ideul has not been realised, and iu fuct the Govern-
menb of India (vide their resolution of the 1st Septerber 1920) held at the
time that all departments could not be treated alike. Livery department
wxeept Defence and linance (and in the latter the post of Additional
Secretary is omiy recemtly in abeyance) hus now a Joint Secretary. The
pressure and growth of business have rendered it impossible to pass all
files: to the Mcmber-in-Charge through one Secrebary; also the demands
of the Legislature have required the presence of two representatives in
addition to the Member from every department except liducation, Health
and Tands and Defence. As already remavked (paragraph 6), this latter
factor will cease to be operative under Federation, when officials will no
longer sit in the Legislature, but it is probable that they wil have still
to be in constant attendance on their Ministers and it is diffieult now to
forecast the precise result. We doubt if it would be possible generally to
revert to the old system of one department, one Becretary, though an
increase in the number of Ministers would tend in that direction. How-
ever, even as matters stand, the Secretary is definitely regurded as of
thigher status than the Joint Secretary, and the responsible lead of the
«departmental Secretariat. Tncidentally, too, he draws higher pay. This
position seems to ns to be correct, and we would not atbempt to assimilate
the status of the two officers.

In practice, the various Branches are definitely divided between the
‘Becretary and Joint Secretary, though presumably the Secretary ovdinarily
deals with the most important work. We were told that in exceptional
cases  both officers might see, and that as all cases are returned to the
office through the Secretary, he could (in theory) keep himself acquainted
-with everything which was going on, bub we think it most undesirable that
there should be any system of double noting (in one department there
-geems to be a tendency in thal divection), and the separate responsibilities
-should be recognised and enforced.

Equally, below the Secretary and Joint Secrefary there should
ordinarily be the intervention of one officer only, whether Deputy, Under
or Assistant Secretary. The interposition of two is an unneeessary delay
to business. For the most part this is the present procedure, but any
infringement of it should be checked. If, of course, a case is such as the
Deputy Secretary could dispose of finally, there is no objection to its sub-
‘mission to him by an Under or Assistant Secretary, and in the Defence
Department, in order to facilitate such disposal, all cases go throngh the
Deputy, but ordinarily this would scem to be undesirable,

89. Deputy Secretaries.—We were informed, however, that where
there was a Secretary, Joint Secretary and Deputy Secretary, the position
of the last named was apt to approximate to that of an Under Secretary.
This seems wrong in principle. For the pay of a Deputy Secrotary two
Under Secretaries could be secured, and if the knowledge of a senior
officer (who, intsr alia, can dispose of more cases personally and submit
certain cases direet to the Member) is not needed, then one .of

‘ junior
statug would be an economy.
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83, Under Secreturies.—It will be observed further that  Assistamy,
Becretaries have not replaced Under Secrefuries, who are still to be found
in the Departments of Home, Finance, Iudustries and Lubour, Foreigh
and Political and Defence. We do not think this is to be regretted. An
Under Secretary comes to the post with a different priov experience, and
the appointment affords a most valuable training for the higher secretariaf
duties. It was more than once emphasised before us that the absence.of
this preliminary grounding is a serious handicap to any officer called in to-
the Secretariat direct in a later capacity. A similar reduetion in the num-
ber of Indian Civil Service Under Secretaries is noticeable in the pro-
vinces* where tliey now total eleven only. ‘

The Llewellyn Smith Committee (paragraph 76) urged very strongly
that every Member of Council who desires it should be provided with the
services of an official Private Secretwry drawn from the Indian Civil
Service. They contemplated the selection of an officer of from four to five-
vears' standing who would ordinarily serve in this capacity for two years.
This recomumendation wus accepted at the time, but effect was not themn
given to it largely, we understand, on financial grounds. Recently one
such appointment hng been made of an officer of seven years’ standing.

We agree with the reasons given by owr predecessors justifying this.
course (which we do not repeat), though the appointment is obviously at
the oplion of the individual Mewber concerned, and some, we gather, do not
at present wish for it. But it is probable that future Ministers under
Federation may feel the need of such assistance and, if so, it should be
given. A standing of four fo five years seems to us, however, to be on:
the junior side, while as regards tenure a term of two years is perhaps un-
duly short. A maximum of three years seems preferable.

84. Assistant Secrgtaries.—It will be noticed that the Secretarint Com.
mittee of 1919 laid considerable stress upon the appointments of Assistant.
Secretaries. They hoped thereby to do away with the undoubted dis-
advantages which result from the present system under which “‘almost all
the responsible officers of a department are mere birds of passage, and
practically the whole of the permanent traditions of the department ave-
the exclusive possession of the office establishment™ (paragraph 72). They
contemplated that these posts would be filled partly by direct appoint-
ment from outside and partly by the promotion (by merit) from the. office,.
preferably of men still comparatively young (paragraphs 86, 47 and 48).

Tn fact, the officers appointed for these posts have usually (apart fronr
the Pinance Department, which draws upon the Audit and Accounts
Service) been taken from the ministerial staff. Tt was stated that selee-
tion is observed- (the elaborate procedure in selecting advocated by the
Llewellyn Smith Committee was never adopted), but it was admitted
that it is difficult and provoeative of discontent among the staff to ignove
the claims of the senior men, if reasonably competent. We would, how-
over, stress the absolute necessity of selecting capable and energetic men,

* Madras 2
Bombay . . . 2
Benpal . ' . . f . . . . . 2
United Provinces. . . . . . . . . Nd.
Punjab ' . . . . , B
Bihar and Orissa R 2
Central Provinces . i
Assam . . 1



27

if these posts are in any way to fulfil the expectation in which they wore
advocated.

There is a noticenble difference in the use that has been made of these
officers in different depasrtments. In the Home, Education, Heaith and
Lands, and *Legislative Departments, they have been employed mainly
for the purpose of office supervision and in connection with ministerinl
establishment cases. In the Finance, Commerce and Industries and
Lebour Departments, their primary duty is to note on cases, and this ws
think is their correct function. Otherwise an officer of the Registrar class
should suffice and would cost less. The whole idea of the Assistant Secre-
taryship was to create a permanent officer class, not a superior ministerial
grade. We would not debar the promoted ministerial officer, if properly
chcsen, or lay down that the Assistant Secretary should be dissocinted
from such matters as control of the office personnel and accounts, bub
the aim to be borne in mind is to constitute s secretariat type which by
reason of its prolonged acquaintance with actual departmental business
can not only render assistance in its disposal of a greater value than that
which can be expected from a ministerial officer, but also facilitate u
greater measure of devolution. With the important matter of office
supervision we deal below.

The pay of an Assistant Secretary (Rs. 750—25—900) is adequate to-
attract a man of a good standard of ability, and it was suggested to us
that it would strengthen the Secreturiat if o superior type of officer could
be recruited explicitly for these posts of Assistant Secretary with the ex-
pectation of being appointed to them after a materinily shorter training
as an assistant than is usual in the case of an officer so promoted at
present.  The recommendation would apply only where there is not
already (as in the Indian Audit and Accounts Department) a suitable out-
side field of selection. We should have thought that the Customs and
Income-Tax Departments might similarly have preduced suitable candi-
dates, but they do not seem to have been drawn upon. But otherwise we
doubt the desirability of attempting to recruit specially to anything in the
nature of a Secretariat Service on a par with the Provineial Civil Services.
It is true that in the provinces resort is usefully had to the latter Services,
and in Appendix XI we give details of the prevailing practice and indicate
the general opinion on the results achieved, since provincial experience i
this matter is not without its value in considering the needs of the Gov-
ernment of India, but an officer taken from a Provineial Service hrings
with him a definitely different earlier experience in executive work aud
has probably in it to some extent been entrusted with personal res-
ponsibilities. We make proposals below which should procure a better
type for division I of the Secretariat, and granted this snd so long as
selection is observed in taking men from the ministerial ranks, and they
are not kept too 1ong waiting For promotmn there appears to be no parti-
cular advantage in starting a special service. At the same time, we are
definitely of opinion that appointments to the posts of Assistant Secretary
should not be confined to members of the ministerial service, and we
advocate recourse to the wider field indicated above.

35. Registrars —With the increased appointment  of Assistant Secre-
taries, Registrars have disappeared. In 1919, these numbered ten. In the
Tinance Department, there is a post of Chief Buperintendent, i.c., » senior

* The case of the Legislative Department ig doubtipss‘special.

¢ 2
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superintendent in receipt of a special allowance, who is supposed to dis.
vhorge the duties of o Registrar. We have already said  that, in our
opinion, the proper functions of an Assistant Secretary do not cover the’
duty of detailed office supervision, and the cluss should not be confused
with that of Registrar. The latter was never intended to be more than
the principal ministerial officer whose function it was to superintend the
establishment, ensuring its smooth working and the prompt disposal of
work. We are disposed to think that the importance of this duty has
tended to be underestimuted, and while we do not advorate a revival of
the post of Registrar, we discuss this point further in connection with the
general question of office supervision (paragraph 88 infra),

86. The Minigterial Service.~On the recommendation of the Llewellyn
Smith Committee (Chapter 111}, a system of recruitment of the ministerial
staff through a Staff Selection Doard was substibuted for the previous
independent and rather haphazard inethods of individual departments, and
this continued in force until 1926. Towards the end of that year, the func-
tions of the Stuff Selection Board were transferred to the Public Service
‘Commission, and on their recormmendation the Government of Inddia con-
vened an interdepartmental conference in 1927 to examine the system of
recruitment to the ministerial establishment of the Secretariat and its
Attached Offices. The system recommended by the conference was
adopted with minor modifications and is still in force. Its salient features
are set forth in Appendix XII.

That there is no lack of candidates is shown by the following figures.

Number of candi- Number of vacancies.
dates.
Year. -
. I1&I11 TII I I IIL
Divisiona. | Division. | Division. | Division. | Division,
1933 . . . . . 1,069 420 24 4 54
1934% . » R . .. 398 . ve (a) 143
195 . . . . . 674 252 (b) 4 (®) 6 ()

Applicants come from all over India, though we were fold that those
from Madras, the United Provinces and the Punjab ordiharily prove most
suceessful,  Apparently cendidates are mpeh of the same type and
apparently even for division IIL about one haif are graduates. Indeed it
seems to be not uncommon for some candidates to appenr for all the main
examinations conducted by the Public Service Commission, i.e., Indian.
Civil Service (Delbi), Indian Audit and Accounts and the Ministerial
Bervice (divisions I, 11 and III), and in default of anything better to take
division IIT not with the intention of staying in it but pending bebter
prospects.  There is no viva voce test, which is to be regretted since we
wore told that the physique of many candidates was poor, but the numberﬁ
tn be examined preclude it.

* There was ho examination for dwxsmns T and 1T in 1934,

(@) The list will remain'in fores up to 31st March 1036,

{b) The%list will remain in use till 30th September 1937,

(¢} The list comes into operation with effect from lst April 1936,
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There was general unaniiity thut, although it was poerhaps too early
to express a final view, the present mode of recruitment lins secured a
hetter type than previously and that the men so chosen were on the whole
"shaping well. At the same time, the view was strougly pressed by the
Educational Commmissioner that the best type available is not being
obtained and that for the pay offered in division 1 more competent men
should be procurable. The argument was that the examination described
in Appendix XITI is of so elementary a type that it does not differentiate
gufiiciently between the candidates and that a more severe test is needed
in arder to endure that the best men come to the top. After looking at
some .of the papers, we think that they are open to this eriticisin and that
a higher standard should be set. In order to combine this with the
avoidance of a multiplicity of examinations, we considered whether it
would be possible to link up recruitment for the ministerial service with that
for the Tndian Audit and Accounts which undoubtedly secures candidates
of good calibre, but to this course there are various objections, The num-
bers appearing for the Indian Audit and Accounts examination are already
inconveniently high; anybhing which might tend to add to them by in-
troducing another element ig to be deprecated. Importance is atfached fo
the fact that the examination {or the ministerial service is held at different
centres, thus facilitatine the appearance of candidates from the different
provinces; indeed there is already a demand for more centres. It would
certainly be resented wera the examination for division T to be centralived.
The subjects for the examination for the Indian Audit and  Aceounts
Service, again, are of a needlessly high standard for division T.

On the whole, therefore, we do not favour this solution, and the
alternative is to stiffen up and extend the scope of the existing test. We
recommend that action should be taken on these lines, but the details canx
best be elaborated in consultation with the educational authovities.

It is an accepted principle thut while the difference between divisions
I and II is one of degree, that between them and division 11T s generic.
At the same time the syllabus fov division 11T is on the same lines (though.
the standard required is lower) ax that for the other two. The reactions
on t"r examination for the third division of any change in the examination
for divisions T and IT will require to be examined ab the same time.

~ We were glad to learn that the provision of a leave reserve, as re-
commended by our predecessors, has resulted in the stoppage of the
admission of temporary hands (who tended to establish claims o per-
manency) other than through the recognised channels, and any such
practice should be firmly suppressed,

In this connection the systems of recruitment followed in the different
provinces are not without interest. Recruitment generally is both divect
and by promntinn.  Examinations are he!d in Madras, Bengal, the United
Provinces and Bihar and Orissa, Rlsewhers selection prevuils (in Assam

- after a test). ‘ ‘ o ‘

In Appendix XIII we compare the rates of pay current in the Govern-

ment of Indin and Provincial Secretarints. For superintendents there is a
high maximum in the Punjab, but the rate i3 highest (as might be
~ expected) in the Government 'of Tndia. Bombay, Bengal, the TUnited
Provinces and the Punjab fall more or less in one group, but in Bihar and
Origea, the Central Provinees and Assam the rate of remuneration is dis-
tinctly lower. ‘



