»’GVHAPTER v |
The administfafive.aet-up of M.8.E.B. in outline
was examined in éhaptef IT and IIT that of Solapur Urban
Division of M.S.E.B. was reviewed. The e..ployees, Officers,
who man the organisation actually give concrete shape to
that particﬁlar organisetion e.g. here the M.S.E,B. All

these together are known as perscnnel,

The personnel is to be egual to the task which is
entrusted to them. They should bé‘competent;tofdiachargp
'theig duties with efrieienoy and integr;ty.; ﬁow;h-dayé
they have to Ifunction in a démocratic sét'up, thby uged a
proper orientation 40 deal with thé consumer and publio at
large, Similarly,‘the managemer.t of the concern, here the
M.S.E.B., has to handle its staff appropriately in the sense
that the Board hes to function 1n'a.domboratic wa,;. - Therefore,
they have give thoir‘emplques necessary freedom and their
rigﬁts are to be protected.  The Boar# has to ﬁoik within
the limits of the governing act and rules and regulations.
The emplcyees have a right to form their own unions which
increase bargainipg power of the employees. The board has
to6 get work done from the employees who are unitéd.and

strong and very alert particularly their rights. Thus

s w e AD HR”“
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Thus personnel administration occupies a central position

as to the efficient functioning ot an organisation.

~ The numbor or employeoslin an c.-ganisation is growing
in number, variety andrskilia. The functions they have to.
discharge are varied, oomplev.and‘requireQ deft Landling,-
At 1east; therefora, some of‘the ombloyoés need to be well
qualified and t.ained., In this way theoimoortance of the

personnel administration cannot be overemphasised.

Broadly, the principal areas of personnel
administration refer to reoruitment, selection and certifi- -
-cation for appointment. Classificastion, detormihﬁtion of
pay scales and other’conditions of service, promotion,
conduct and discipline, training, superannuation arrange-‘ }
-ments and employer—employee relations. Personnel
adm;nistration involvas much more than 'routine salary
administration'. It spreads over.into manpoer. -planning,
image building. motivation and morale, staff development,
performance evaluation, conflict rbsoiution, productivity,‘A
safety standards, work-piece environuent, health facilit;es(?)'
etc. However, this. study would be mainly confined'tofoertain'
basic areas of personnel administration such as recruitment,
melection, training, pay scales and other conditions of -
gexrvice, promotion, auperannuation arrangements and omployer-

employee relations. The theoretical background and contents

3

1. Caiden G.E., Tha'gzhamios of Pub;ic”xag%n;strgtigg
"~ (Guidelines to current Transformations in theory and

practice’ Helt, Rinehart' and Winston, New York 1971 P. 211
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" of these areas cr alternatively known as aspects of the .

personnel administration may be discussed one by one.

‘Recruitment

+ In nopular language, the term'reﬁruitmeht is used
as a synonym of abﬁbintment[ bﬁt this is-erronepus. Tﬁé
technical pharaseslogy of administration interpreter
recruitment as 'attraéting proper and. suitable typé of

candidate for the post to be £1illed,'

The most co..mon and eﬁsiest amethod of recruitment
is to élace an advertisement in suitable“neyspaper or
publicatign about giving bhé‘details ibout the posts to be
filled in,7qua1if1cati?ns expected, pay.scéles'and S0 én.
This method may bring in lars: number of applications but
1% 48 not sure that the candidates may not be suitable for:
the post. .This type of recruitment i3 known as 'passive
recruitment'. The recruiting‘authoritier, in certain
circumstances make mo:e'efforts to contact and at!. uct
suitable candidates for the posts to be filled in. This
type of recruitmeni may be termed as positive or active
recruitment. Now-a-days, in India, generally,rwith bértaini

exceptions, a passive mode of recruitment is employed.

Recruitment may be clussifed in one more way. The

- h
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criterion cﬁuld be whether the oandjﬂate ia~a1ready43erving
in the or 'misation or he ie a pur‘ }v Outsider. 'i‘hia
question arises particularly when posts at igher rungs are g
to be filled in. ' When a ‘candidate is u_.re dy serving‘in

the orggnisation'and he;gpplies for a higher post;ih'the
-same organisation, this type of riorqitmant»ia known as
findirect fecruitment' 'reoruitmcnt’bi promotion' Genorally'v
.posts at a higher levela are filled in by thie nothnd as
the organisation needs experienced and dependable persons
and who have intimate kndwledge of .the ‘working of the
organisatidn; Theposts at the lovest level cannot'be
filled 1n‘by;this process asjit is the lovest leveL, there
1¢ no further lower post. The method adopted in this case
is 'direct *acruitment' It'ﬁéans; persons who are never
served in this organisation in any capacity apply for the :
posts in this crganisation.

A% the middle level posts generally both ﬁhese<
methods are used in a judicious mix..'Both these methois
have_théir own ad%antggea and diaadvahtagqa, The authorities
have to‘bear them in mind and stiike a balance between them,
adfantages and disadvantages of both the methods and choose

a suitab]e nethod for rungs under consideration.

Seiection

The next and a very strategic stege after recruitment
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is selection. -Aftei’appliéatiods from thr candidates have
been_recé*ved, theAnext task ié to scrutinise them and to
" select demerving candidates from th.'m. VFor this purpose
certain criferian is necessary. (enerally, mer1t prino1ple
is adcpted for this purpose, This principle is widely
accepted and has now become a universal principle among all
the progressive states. This principle is of a recent
origin. 1In tha-oase of Govt. servants, it was first intro-
-duced in India in 1854. Lord Macaulay was a epirit behind
it.(l) Later on 1% was introd ‘ced in Britain in 1855 and |
in 1883 in U.S.A.

The merit principle is a very commendable principle
for selection of a right kind of candidates., A oandidate:
purely selected on this basis is an asset to the administra-

~tion and he canx contr.bute a lot to its efficiency.

There are four different devices oi'tééta which are
enployed to ascertain relative merif of the cand;dates and
to rank them in order or merit. They are : (1) written test,
(2) oral examination or 1nterview- (3) demonstration of
performance, and (4) evaluation of education and experience.
The use of these tools depends up~n the nature of posts for
which éandidates are bto.be selected. These foola could be

used singly or in along with one or more devices. This could

1. Sharma M.P., Public Administration, Kitab Mahal,
Allahabsd Edn. V, 1967, P. 294 :
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also be éupﬁorted by one more test i.e, a phygiéal,fiihess
post. Besides these, the psychologistéAhéye evolved
intelligence and paycholbgical teats. These-ara'uéqd as a

component of mainly of the inter tew method.

Promotion

Recruitment, as noted above, is o: twb’typga viz,
direct and irdirect. The indirect t&pe of recruitment is
known as recruitment by promotion. The term 'promote' is
' derived from the Latin word"promovere' which meanslftg move
forward', The dictiona>y giﬁ&s three different meanings of
the term 'to'promote'. The 12levant meaning‘to.ogr purpose'
is 'to advance from a given grade or class as qualif;éd for
one higher. Thus promotion means advancement iﬁ rank and
status which is generally accompaniea by‘a raise in emoluments,

A promo%ion increases responsibilities also,

A service in an organisation may be 6ailed ac a
career service., Persons who join it generaily exvnect to
spend their lifetime in it. This points out that the
‘personnel work their up the organisation ladder with éhe
‘passagé of time. This promotion becomes an inseparable

part of a career service as in M.S.E.B.

Three distinct advantages flow from promatioﬂa.

(1) An orgaanisation can retain the sérvioea of its employees

*
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employees by this device., If perc n'do. ; not get scope to
rise in the'gervice he ma} leave it and opt for a b{tforr
organisation. Promotions thus provide with a stable and
fairly contented starff. (2) If there are chances of thov
promotiions in future able and maritéreoue_peraoné_mayvaccept
service on lower rungs with hopehof getting prbmofion
in due course of time. (3) A weli_%hought out and enforced
§romotion policyimﬁrtur;sfa fealing éf'belongingpesa in
employecs and facilitate continuity in policies and practices
whici gave the way for éstablishmetit of traditions.

Generally in ever& organisation a certain percentage
of posts at different rungs are eérmarked to be filled in
by promotion. But the promosions should be made on the basis
of certain soundvnnd fair principles., If favouritism and |
nepotism become criteria for pgiving promofions, the device
of promotion may make hore harm thgn render tenefits., It
is, therefore, very necessary to have certain good’prinoiples

for giving promotions. !

Principles gf Promotion

~ One of the following principle” are emploved for
giving promotions - '
1. Seniority;
2. Merit; énd‘

3. Seniority-cum-fitness

. { . .
= At times, seniority and merit may be used in

combination aliso.
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Broadly,- the principle of seniority is that the
length of aervice should detezmine the order or pr(oodence
in making promotion. Rules, in deteil, are laid down for
fixing saniority of an emplovee. Genexr.ally there'are.eery
few disputes as to the aeniority as its computation is
objective. Generally, employees, particularly elder
employees, prefer seniority %o mefit'ee‘g basic principle
‘for making promotions. They have juat'to stand in a sort
of disciplined queue, This hakes theq eoqforfable. |

On the other hand, merit principle does ﬁot guarantee
a promotion %0 =2 eenior employee. The mer.t prinoiple is
a sound principié and fheoret*caliy its vilidity canhot be
challenged, It 15 acceptable VO‘QVerbody that the most:
meritorious.of best qualified person #hould be picked up
for promotion. The merit of an employee could be judged
with the help of three methode; viz. (1) written t. 't with
or without interview, (2) decision of the'head_of the
department in his discretion on the basis of his personal
knowledge of the employee and his performance- and
(3) decision of the head of the department on the basis of

service rating, recoras on confidential reports etec.

There is a strong nsed of certain definite fair
principles for makiﬁg promotions. In thc first instance
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almost every. eémployee wouid like to g2t a promotion . as

early as possible. But the hier.rchical system ofva typical
organisation cannot make¢ it possib’» as we go &p on higher
rungs the number posts go on ddcretoing. Thus th:re are
grester number of employees who are eager fo have promotions
than ths numbei'of'posts available for promotionslat the
higher rungs. Thus, demand for,prnmotidhs 6utstrips supply
ol available»posts'for promotiqn. Thus, all‘employ§08~at

the lower rung cannot be-given»promotions even every on¢ of |
them demerves. At lesst some of the ehpldyéés who could |
rot get promotion become unhappy. If no definite fair
principles are employed for deciding upbn giving promotions,
it adds to their injury. Thoy would feel  that injustice

has besn done to them,

The mansgement, even if it.viahws,‘can give promotion
to evsfybody because of the domand—lupplylaftuation éxplained,
bove. This is quite ngtural. 3But tae ﬁanagement byiuéing
certain principles for this purpose mey avoid increase in
disappointment in the minds of personnel. Hence, the need
for tha use 6f certain ﬁall defined principloa on ﬁhioh

promotions are made,

Position Classification

A classification of position is essential from a

number of points of view for any organisation, particularly
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for a big~and public utility organisation like M.S.E.B,
It is useful as a basis for recruitment, direct and indirect,

for selection of personnel and so on.

The ultimate basic unit of n orgaqisafidh>1s*a' |
position or a post. They are grouped fagetﬁer or in othbr
words claeaified oh certain principles such as similar or
broadly identicel qualities. In any big organisation posts
or poaitions are classified into various gr&upa; particularly
in a ocareer based on merit, It helps in 1ay1ng,ﬁown_£hé
rational standaids or norﬁa for aol‘otion of personnel.

It facilitates unirorm‘ty in the method of descriting
different tyres of jobs and establishment of like groupc for
_giving equal status and equal pay. An organisation has to
spend a sizeable portion of total revenue on salarics tb the
employees, the classification of ﬁoaitioua become important -
for the policy mukers andvthe budget framers in the.

organisation.

“here are two main systems of classifications; visg,
(1)Rank classification, (2) Duties olassification. The rank
classification ﬁreveils in India. This classification is
" based on the rank and persOual status of the inoumbent. ‘The-
duties entailed by the poet are not given prominent oonsideratio
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The public personnel in Ihdia is grouped into va:ioua élasses
and serviceg. For exagplo; employees are divided into. ‘
various classes such as Class I, Olaén 11, Class iII and
Class IV, These classes differ in re-ponsibilitiiu of work -
to be born¢ and qua;ifications demanded for thb'po-t bréught_

undsr the class,

Similarly, the Govt. employees are classified
according to services such as (a) All India servioces;
(b) Cehtral Civil Services; (o) State Govt. Services.
'These services are furiler :claasi.fied.x The ¥.3.E.B. also
follows claasification of poeitioh base@ on rankl.(l)

!

The second system of cliassification is based on
duties. It 18 known as position olassification in U.S.A.
This system is used in U.S.A..VOanada, Phillippinoa etc.
Each position represents certain well defined duties and
rvaponsibilities; The terms dﬁties and rosponsibilitieé
have stand for the work assigned to a position anc the.‘
matters fof which an employee is held responsiile or
accountable. As this method of positi.n classifiocation is
not adopted by the H.S.E.B.; a detailed discussion of this

method is not necessary for this . tudy.

Training

l, Vide Chart No. 2.1
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Training

Now-a-days the nature of adzinistrative, technical
and acéounting work are becoming oomploi. | There is a |
pletuora rnles and regulations. ‘An omployoo'hau $0 steer
clear all thes: constraints and work within a particular
framework skilful. Because of‘the démocratic.oet-up in'
which he has to work, reeds a particular suitable orientation
and attitudinal approach on his part. All these factors
points‘out the overwhelming need for training of thé employees.

.Trairing may be formal or informal} Ihfbrmnl tréining
‘is training by doing the work;Aand learning from mintakeo.
It thunr lead to the acquisition of admiuistrative skill
through practice. On the other formal training ﬂ;ﬁs it
incaloulating administrative skill by well defined ocourses
at various stages durihg the service of #h employee., 1v- '
includes formal instruction by lectures and group disbu-sipn,
workshoyps, seminars etc. 'Foimal training may take different
forms such as (i) pre-entry training;' (11) post entr~ |
training; (iii) Orientation training; and (iv) In-service

training. The very names of these categories reveal their

" nature and content.
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The Conients of frainigg

The contents of training is a very importrint point
to receive a éarious'cunsideration. A well devised tfgining
programme shkould be multiQd;mehsional. v ahould‘odntain
adequate knowledge and uﬁderstanding of the work t§ be
handled. The courses should be aimed at:promoting efficiency
of the employée. Second;y 1t'help building up his morale.
It is connected with his outlook and the attitude of the
employee towards his worﬁ., Aﬁtrainiwn shduld attunc the
employee to the central purpos: of the ovgauisatiqu he
serves, His invo1veﬁént in»the wofk inogcaﬁ¢s'by'training;‘
Ec¢ should kﬁow, acts, rules and‘fegulations, practioea?
procedures and so on. He should bte taught intriéacips of
administratioh, general problams feced in dav-to-day
administration, | |

Dura'on of a training may vary according to the
rature of work, contents of training course, the rung at

which the employee is working and so on,

‘ Generally, training is giveh to an employeeki.e.:
after he has joined a particular service., It may be cailed
as post entry training. In case of wire@en,iengipaers and
certain other technicians, tﬁey acquire theirvskiila before
joining'the job. It may be termed as pre-entry training.,
8till they need some trqining as they hiwve to upply'fheae
skills to particular aithations and work in a particular type

of set up and atmosphere,
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Training may be imparted in tvhe department itself.
It may be known as 'departmentai training.' It ¢atera to
the needs of a pgrticular department. On the other hand,
there could be an institute specially provided for iuparting
training foi the empioyeea. This is called 'Central training.'
Both types tréiniﬁg systems may be employed by an organisation.

The training course may be confined to just imparting
skills or it may aud training about bac"ground of the

organisation, information about the arsa, people eto.

Thus, tcday training oocupies an important position
in personnel administration of any’ofganisation. It 4s
particularly true of service and technique oriented organisation

like the M.S.E.B.

Employee-Employer Relations

¥

The emplbyee-em%loyer'réiéfioﬁs ;sva strgtegio'and>
sensitive area in any pérsonnal administration in modern
times. Now 1t is a racbgniaed‘practice th:it the employer
and employee should have regular contacts and they should
try to build up and maintain oérdial atmogphero 1n-!ho
organisation, How far it is successful it depends upon
_ ‘'both the parties, theiriattitudes. prospectives, relative

strengths and so on,
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The employee-employer relations are concerned with
pay scales, allowances, other facilities, security of job,
amenities, honourable tréatment, SUdicioua use of%rules

- and regulations, discipline and 80 on.

The pay Scaies are revised from itime to time. A
aalary, to-dav, has various oomponentl. basic pay, dearness
allowance, cocpensatory 1oca1 allowvance, perks and other
benefits.. Regular inocrements and prapotiono may ; Lve rise to

certein problems and jensions,

Now-a-days} empioyses are wellvorganised into trade
union type or associaticn type oiganisationp. They are |
governed by relevant acts, rules and regulations, They are
give a legitimate piace in mainhﬁining emp’ oyee-—employer
relations and resolving issues ypertaining to them. VAp
organisation like M.S.E.B. needs such orsanisations and
1t has such organisation, ' These at;aineﬁ relations may
lead to go slow tactics, strikes etoa, Ultimately both the
parties have to work >ut solutions to the matter of

differcnces and work together.

§ugerannuation Benefitq

The employees working in any organisation can work
effentively and efficiently only upto a certain age. After
this age the grow too old and need rest. Therefore, they
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have to retire on recaching a particular age, 8ay 58, 60, 62
or 65 fears. In India, generally the nrescribed age of
retirement varies :rom-ss tQ 60. In eertain oases it may go-
up to 62 or 65 years also., In cortain western advanced
co&ntries, the-;ge of ;etirément is fixed at even 70 years.
Thua'general fitness, physioal and.mental, of the employee:
governs the fixing the age of retirement. This age may be

known &s superannuetion age.

Even after retirement, the employee needs money to
maintain himself and his family. He needs certain pecuniary
benefits after his retirement. These benefits may take |
different forms viz. (1) some kind of annuity for the retired
employee for 1life (or in sone cases also for his dependgnte‘
after his death), and (2) a lumpsum payment. to him on the
reti;ement, to the accumulation of which he has contributed.
The first method is knowa as pension and the latter is called
Provident Fund. Any of these m-tholls may be used or even a
mixture of these two'methods.

There are elaborate rules and regulations ¢oﬁorn1ng
rension or provident fund. The former needs mere indiocate

and exhaustive rules and regulations,

In addition to, a pension or provident fund, an
employee may be given gratuity in different forms after

his retirement.
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Thus, these various behtzipe ari helpful to
catering the neede‘of a retired amployee,

In this way various aspects of peraonhsl administra-
~tion could -be discucsed in thcir theoritical frame work
whiéh will serve as a background for s stody of personnel
administration of the M.S.E.B.lin the iight of resronses of |
the employees to the questionnaire circulated to them.
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