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Introduction

The IC Centre for Governance, a civil society organization has been
concerned with issues of governance and has involved itself in collective
thinking on many issues and has worked on advocacy with policy
makers, law makers and opinion makers. In the past few years we have
dealt with the larger issues of governance and have held workshops
and organized lecture series on subject like transparency and
accountability, judicial and electoral reforms, role of civil society in
governance, governance and inclusive growth and lately on the issue
of corruption when we held a seminar followed by a lecture series.
The government functions with three main systems. The political
system, the institutions created for governance and the management
of the institutions. The actual working of the government, which in a
dynamic situation like ours continues to change, making Systems
change and its management an important area of governance.
The Second Administrative Reforms Commission submitted its
report in 2009 and covered the whole range of issues on governance.
While the government is yet to take a view on the report, we in the
Core Group of the IC Centre felt that some of these subjects could be
taken up in a new series of lectures which we called “Administrative
Structures for Good Governance”.
The result of these lectures is this volume which covers the four
lectures we had covering Performance Measurement and Appraisal
Systems, Civil Services Reforms, Health Insurance for all and Disaster
Management.
We are grateful to the Syndicate Bank for sponsoring and the India
International Centre for their collabration in this series of lectures.

Mahesh Kapoor
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PERFORMANCE MEASUREMENT AND
APPRAISAL
First Session - Feb 26, 2011

Bharat Lal
I welcome all of you and am grateful for your attendance. I’m also
thankful to Mr. Singh and Mr. Shanti Narain who have worked together
to make this possible. I take this opportunity to welcome Dr. Prajapati
Trivedi, our chief guest and main speaker, who hardly needs any
introduction. Since the last two years, I have had the opportunity of
working with him from the Department of supply, Ministry of Rural
Development, which has been a great learning experience. We have been
able to improve our systems in the Department. I must admit that with
the introduction of RFD, ad hocism in our Department has been tackled
to a great extent. One of the best outcomes has been that everybody is
now applying their minds in an attempt to come out with the best.
Otherwise, at the middle level, there used to be a rush of raw ideas
earlier. But after the introduction of RFD, we sit together, plan things
and try to take everybody on board.
We have been seeing Mr. Prabhat Kumar for the last fifteen to
twenty years and know the kind of contribution he has made. I have
indeed been privileged to know him and have also benefited from his
cooperation during my stint in the Department of Biotechnology. It is
an honour to have him with us here. We are also privileged to have Mrs.
Vilasini Ramchandran, Special Secretary.
Prabhat Kumar
I thank the distinguished panellists and the audience for sparing
their time. I have known Prajapati Trivedi for long. He is a Secretary in
the Cabinet Secretariat, and before that, he was also the Economic
Advisor to the Government of India. Both of us did our MSc from the
London School of Economics. He later obtained his PhD from the
University of Boston. He then worked with the World Bank as a senior
economist and is presently looking after what I would call the most
critical element in our administration. That is why we have requested
him to deliver the first lecture on administrative structures.
It is interesting to know how this initiative began. For those who
are not conversant with the activities of the IC Centre for Governance,
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I’d like to inform that this is a civil society organization with the
objective of collectively thinking on issues of governance. There is large
group of about four hundred professionals from different professions
who have come together to collectively on this issue. The IC Centre
works on different planes. It works as a think tank, brings out a journal
on governance and also do some work on advocacy with policymakers,
lawmakers and opinion-makers. We have taken up many issues in the
past six years with them. Though most of us are old, we are into activism
too. For instance, on January 30 this year, when congregations of people
in 60 cities were asking for a new Lokpal Bill, we participated in it and
marched from Ramlila Ground to Jantar Mantar. We also do a bit of
training.
The basis of the IC Centre for Governance is ethics. We therefore,
offer programmes on ethical leadership in public governance. Senior
administrators and IAS officers have participated in these programmes.
We are also starting a similar programme for IPs officers.
Till now, we had been concerned only with the larger issues of
governance like transparency and accountability, inclusive growth,
judicial and electoral reforms, and lately, corruption. Recently, the
country’s Home Minister admitted to a governance deficit in the affairs
of the State, to which the Leader of Opposition in the Rajya Sabha added
his opinion, saying that there is a competence deficit apart from a
governance deficit. The core group of the IC Centre for Governance
deliberated on this. We felt that governance has three important
components —one, the political system design, the institutional system
design and management and the basis of legitimization. While
governance, with these three components, is very strongly correlated
with politics, there is only one component that is a little free of political
overtones, which is institutional design management. That is what
administration is about.
The role of administration is to translate the policies of the
government into deliverance of public goods and make arrangements
to deliver the deliverables to citizens. If that be the role of administration,
the big question then is whether in the last sixty years we have been
able to deliver the identifiable public goods to citizens to their
satisfaction. The answer is certainly not a “yes”.
We have a stable political system, a working democracy and a meritbased top bureaucracy. Yet, even with all these, we cannot say that we
have been able to deliver public goods to the satisfaction of the people.
That is why it is a good idea to have an interactive session on
administrative structures for good governance. I request Prajapati
Trivedi to present us his views on this issue.
6

Prajapati Trivedi
As I’m an economist, many may wonder what I’m doing as
Secretary for Performance Management. Before I start, it is appropriate
that I should be transparent in letting you know what I do, and share
our experiences.
As many of you may recall, the 13th report of the Administrative
Reforms Commission was devoted entirely to this issue. This report,
released in April 2009, is called “Organisational Structure of
Government in India”. Basically, it has ten major groups of
recommendations on how to change the administrative structure in
India. I shall very briefly touch upon these.
The report talks about the core principles of reform in the structures
of government. It lays down certain basic principles. It then talks about
rationalizing the functions of government, on which there is a huge
gamut of recommendations. The third recommendation is about
rationalizing the ministries and departments. This is indeed a wonderful
report and after reading it, there won’t be any more need for debate;
it’s time for implementation. It has taken the government five years to
prepare this report and yet we continue to debate this issue. That really
is the tragedy of the country.
The fourth point is about recasting the allocation of business rules.
Business rules haven’t been examined in a long time and therefore need
to be re-examined and recast. There are some wonderful
recommendations in this regard.
The next recommendation is on focus on policy analysis. The
government ought to be focusing more on policy analysis and not on
the smaller details. Policy analysis is among the core functions of the
government.
The sixth and seventh recommendations are about creating effective
executive agencies. This is one of the main recommendations of this
report.
Reorganizing the ministries, strengthening the co-ordination
mechanisms that exist in the government are another major
recommendation. We are not doing enough in this regard. Creating an
effective regulatory framework is another recommendation.
In this respect, I think it is better to focus on one recommendation
of the 13th report of the Moily Committee, as it is not possible to do
justice to all the recommendations of this report. Regarding executive
agencies, this report says: “Only those functions and activities that are
in line with principles enunciated earlier, of good governance, should
be carried out by the departments and ministries. Other functions and
7

activities should be carried out by executive agencies of the departments.
Executive agencies must be autonomous or semi-autonomous and
professionally managed under a mandate. They could be structured as
a department, society or company.”
The 13th report further goes on to say: “the right balance between
autonomy and accountability needs to be struck while designing the
institutional framework of executive agencies. This could be achieved
through well-designed performance agreements, memorandums of
understanding, performance contracts, etc.”
The government has accepted these recommendations and there is
no dilly-dallying. This report has gone through the processes of a
committee on government reforms and a GoM. There is no closed door
and it is a matter of implementation. There is no point in regenerating
ideas. The issue is of now going ahead with implementation.
Let us also look at what others have to say. In a recent book by
Vikram Chand, Public Service Quality in India: Understanding the Reform
Process, one Mr. Das (page 297), who is quite well-known in the
executive agency business, has written an entire chapter on this issue.
Chapter 7 is titled “Effective Delivery of Public Services: The Executive
Agency Model”. This essentially, is a summary of what we need to
know. Mr. Das says that executive agencies are direct subsidiaries of
ministries and function under public law as applicable to ministries, are
given greater autonomy, have a performance contract or performance
agreement. A performance agreement specifies what an agency is
supposed to do and provides for bonus for good performance.
The other book that is a good source for this is Pradeep N.
Khandwala’s book Transforming Government through New Public
Management. Pradeep Khandwala is a former Director of the Indian
Institute of Management (IIM), Ahmadabad, and arguably the foremost
thinker and authority on this subject. In an article on executive agencies,
Prof. Khandwala says: “At a very minimum, each executive agency must
have the following: an MoU-type mechanism for control and
accountability purposes; considerable autonomy; the pay of the head
must be linked to performance and specified standards of services for
clients; have a professional as CEO.” Prof. Khandwala has many more
details, but these are broadly the crux of his ideas.
A few things are clearly emerging. Each of these thinkers advocates
an MoU type of mechanism for control and accountability. They also
agree on the point that the pay of the head must be linked to
performance. There is broad agreement across the board on this. This
is not surprising; in India, the Fourth Pay commission had suggested
in 1987 that there should be a performance-linked incentive scheme. The
8

Fourth and Fifth Pay Commissions had suggested this and so did the
Sixth Pay Commission. We have possibly the best chance that this might
actually happen. Mrs. Ramachandra has attended all the meetings of the
high-powered committee and is well aware of the debate. She is with
us in this fight to implement a performance-related incentive scheme.
She is also passionate about this and is now a Secretary and therefore,
in a position to make this happen.
We have not had much opposition to this. We have held two to three
secretary level meetings on this and there are no major disagreements.
There is in fact, a real expectation that this will happen.
I wish to narrow the focus to talking about these two issues in a bit
of detail, as everybody seems to be emphasizing this. The MoU-type
mechanism, which is called a performance agreement or performance
contract by many authors, is called a “results framework document” by
us. The Prime Minister didn’t like the name “performance agreement”
when it was recommended to him. I shall share this story with you and
also what we are doing to implement the executive agency model. These
are pieces of the puzzle. Everybody wants these to be in place, because
without autonomy and accountability clearly specified, we cannot attain
the executive agency model. I shall also share with you what we are
doing regarding the incentive scheme and where we stand on that.
I’d like to talk about perception about government performance.
Executive agency is not an end in itself; it is a means towards an end,
which is improving performance. The meaning and explanation of
government performance is very important. Only then can we know
whether executive agency can help us in theory; let alone practice. We
may face problems in its implementation, like in most of government
policies, but it is important to know whether even in theory an executive
agency is designed to improve performance of the government. I shall
also talk about international best practices and potions available to us
and why they’ve chosen the Indian experience and the lessons of that
experience.
Furthermore, how do we know that we’re making progress in the
actions recommended? If we answer these three questions, we have got
the essence of the reforms in government. The rest would be a matter
of details. This is based on three very simple, commonsense, logical
questions. Nobody can deny this and by and large, there has been an
enthusiastic reception to these.
All documents have the same format. Section I is about the
Ministry’s vision, mission, objectives and functions. Section II has listed
priorities among key objectives, success indicators and their targets. The
heart of the RFD is in Section II. Section III has trend values of last year’s
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date, this year’s target and future projections, so that targets can be
judged in the context of a five-year trend and not a simple one-year
target. The fourth section specifies the various acronyms we use in
government which nobody seems to understand. This section is about
description and definition of success indicators and proposed
measurement methodologies.
The fifth section is an attempt to fix the problem of lack of coordination in the government. Here, we ask the department making the
commitment what it needs from other departments to ensure that it
succeeds. This has to be done early enough, so the availability of
resources across the spectrum can be checked. Thus, this ex ante coordination is also included. I shall also touch upon some other aspects
of the ex ante co-ordination.
This works according to a very simple process. RFDs are prepared
at the beginning of the year, by March 31, as they are operational from
April 1 onwards. We don’t do heavy-handed monitoring. In fact, instead
of a monthly or quarterly review, we do only a mid-term review in
October, which is to see whether there have been any force majeure,
divine interventions or exogenous factors to affect the performance. One
has the opportunity to approach the Cabinet Secretary with these issues.
Even in the matter of increasing targets, we found in the six-monthly
review that some ministries have redone their targets by 300 per cent.
We question as to what kind of management this was. There is a
descending order of performance prepared. We hope that in the future
civil services, the Prime Minister of India will announce the top ten
Cabinet Secretaries. That will be a revolutionary step.
The process is also simple. The minister approves the RFD. In a
Westminster type of democracy, there is no other way of ascertaining
the will of the people other than through elections. Ministers are elected
in a parliamentary democracy in this manner and then they have to
decide the priorities of the department. Secretaries are involved in the
finer technicalities, but ultimately, it is the minister who has to approve.
Once a proposal is approved by the minister, it is sent to the Cabinet
Secretariat to be examined, to the Performance management Division
to see whether it is consistent with the Planning Commission and the
various flagship programmes.
But the most important reason why we’ve succeeded in getting such
two huge documents out is the existence of the ad hoc task force. As I
mentioned earlier, this is an independent task force consisting of former
secretaries to the Government of India and distinguished academicians
from IIM Ahmadabad and other domain experts, which looks at these
issues and talks to the secretaries before things are finalized.
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It is this ad hoc task force, which has really maintained the stability
of the system. They are serious people who look at it and give sound
advice. There is little attempt to pull a fast one, as most secretaries know
everything inside out. The Committee on government performance
consists of the Cabinet Secretary, Secretary – Expenditure, Secretary –
Finance, Secretary – Planning Commission, all the nodal Secretaries are
all put on the wall.
In the performance of government agencies, we look at: Ex-post
performance versus ex-ante performance, managerial versus agency
performance and partial versus comprehensive performance. Ex-ante
performance is management by objectives, while ex-post can be on any
basis.
Managerial versus agency: if one were to control the price of coal,
and ask Coal India to increase the production, it would incur losses.
Therefore, one has to draw a difference between managerial efficiency
and comprehensive agency objectives.
Putting all these together, this is the taxonomy that emerges. If you
ask me, one of my favourite books is Banishing Bureaucracy by David
Osborne and Peter Plastrik, which deals with strategies for reinventing
government. He has also contributed an article to our performance
newsletter called Performance Matters. If there were a Nobel Prize in
Performance management, David Osborne would get it. David Osborne
is also involved with a movement called “Reinventing Government”.
When Bill Clinton took over as the President of the US, he set up a
national performance review, under which every single department in
the US was reviewed. The report was prepared by the then US Vice
President Al Gore, in the form of an excellent book called Commonsense
Government. The US government was then in deep trouble
administratively, but did this exercise much ahead of us. Though a free
market economy, it is imperative to manage the boundaries of
governance well.
As for the solution, we look at a Performance Improvement System.
We cannot have performance evaluation without proper information,
as evaluation without information will lead to poor results. Therefore,
we have a Performance Information System and also a Performance
Evaluation System, because it is necessary to evaluate the information.
But these systems by themselves would not work, so we also have a
Performance Incentive System. Human beings need incentives to work.
For sustainable performance improvement, we need all three. We should
also focus on the criteria of evaluation and who should do the
evaluation. Let us assume that there are fifteen criteria. This is no minor
point, but a fatal flaw in the evaluation system and therefore, in the
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accountability system of the government. Whether completing twelve
out of fifteen things is good or bad would depend on whether the
remaining three were key things that should have been done but were
left out. As all these criteria are important, we have asked every
department to put a weight to what they do. This forces the secretaries
to think about what is most important and what is least important. It
also helps us to evaluate whether the important things were
accomplished instead of the smaller and unimportant ones.
This is big shift. We have had performance budgets and outcome
budgets and today we are assembled here only because of these
processes. Had we not had those outcome budgets, we would not be
here.
Another fatal flaw is that we tend to have single-point targets.
Evaluation is still very subjective and this subjectivity is the bane of the
government’s functioning and the cause of most problems. As long as
ministers hold the subjective power, no matter how good the secretaries’
performance is, they can still be victimised. Therefore, secretaries may
be tempted to ignore performance and concentrate on keeping their
ministerial bosses happy, if that is what counts. Hopefully, the changes
we seek will protect the secretaries.
We also ask secretaries to specify what is excellent and what is poor
in their opinion. In fact, we have gone in for self-evaluation and have
only checked whether they evaluated themselves or not. No commission
or outside agency was set up for this purpose.
So, an achievement of fifteen targets out of say, twenty or so is
somewhere in between. Adding up the variables, this would come close
to 84 per cent, a little short of 100 per cent. This could be called the
“missing bottom line”. Whereas the private sector has a clear bottom
line, it is this missing bottom line that prevents many good things from
happening in the government. The public sector does have a bottom line,
but we focus on results rather than profits. This has been encapsulated
in the list we have prepared and which the cabinet secretary presented
to the Prime Minister.
This is the formula for incentive that we have worked out. If the
departments did everything they promised and implemented everything
that was supposed to be implemented, then they would achieve 15 per
cent of the cost savings. The reason for putting cost savings is that the
Pay Commission has said that in the initial years, the incentives should
be given out of cost savings. There is a huge slack in the government
which needs to be squeezed out. This incentive scheme is completely
budget-neutral; in fact, it is budget-enhancing. Out of every rupee saved,
15 paise would be given as incentive and 85 paise would be kept with
the government.
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Apart from incentives for secretaries, there must also be a incentive
for the head of the organization. We are therefore, proposing an
incentive scheme for this as well. Once these two schemes are in place,
we will start examining out of the 760 responsibility centres and 62
departments, which can be declared as executive agencies immediately.
For all practical purposes, they will have other attributes of an executive
agency and we only have to change the name. They will have a
performance accountability system, an incentive system and we will
further insulate them and give them more autonomy, but they have to
earn their autonomy. It is not an automatic right. They have to first
perform, establish that they are a good performer and that the autonomy
so given will not be misused and they can be trusted. I think that we
will be the world champion in executive agencies because Britain created
close to 200 executive agencies, but when we do so, we will create
something like 700 executive agencies.
I wish to share a small story with the audience. This story comes
from Harvard. A professor asked his students how they would measure
the height of a building using a barometer. Taking the reading at the
top and at the bottom, one can derive the height of the building. But an
enterprising student wrote that he would tie the barometer to a string
and lower it from the top of the building. When it touched the ground,
he would again pull up the string and measure its length to arrive at
the height of the building, a perfectly legitimate way of measuring. The
professor, who was not in the least amused, failed the student and asked
the latter to meet him in his office. He was annoyed that after four
months of teaching, this was the outcome. He promised that he would
let the student graduate if he gave the proper answer. The answer the
student gave this time was that he’d go to the top of the building, throw
the barometer down and when it broke, measure the time taken by the
sun for breaking the glass, as he knew the velocity of the sun. That was
how he’d figure the height of the building! This was supposedly another
legitimate way, but the professor was getting madder now. He wanted
to know if there was any other method. The student was quick to reply
that he would place the barometer on the ground, measure the shadow
of the barometer and the shadow of the building and from the ratio of
the shadow of the barometer to its height, he’d measure the height of
the building. The professor was fuming mad by now, but the student,
who was no dummy, asked the professor why the former didn’t ask a
simple question: what is the best way of measuring the height of the
building? The professor put the very question to the student once again:
what is the best way of measuring the height of the building using a
barometer? The student replied that the best way would be to give the
barometer as a gift to the owner of the building and ask him the height
of the building!
13

Vilasini Ramachandran
We’d like to throw the floor open for discussion. I do think that we
have a wealth of experience on the other side of the floor too.
Q: I must complement you on your very lucid presentation. When
the budgets were passed earlier, targets were determined. Today, you
are forcing the secretaries to sit in the driver’s seat. Earlier, secretaries
probably did not look at the budget. I’m sure there are a lot of schemes
they’ve never heard about. I believe this scheme you are introducing
may be followed more for reasons of survival rather than as an incentive.
I want to mention two things. In the tangible programmes like
power, growth or railways, it may perhaps work, but our greatest failure
is in the non-tangible programmes, in the social sector. That is where
the aam aadmi is. Even in the tangible areas, the slippages of time and
cost are identical. The reasons given are identical, but in your own
programme, where are you going to take corrective measures? I think
monitoring for six months is too late. Corrective measures have to be
taken at very early stages. The signals will tell us that something is
wrong.
Q: I’m a retired serviceman. I have two observations. In a recent
article, I read that 38 per cent of the total budget goes towards
government expenditure, while you have to look at how to bring it
down to at least 25 per cent, so that more money is available for
development expenditure. Today, if 38 per cent of the budget as debt
expenditure and 42 per cent for debt servicing and other expenditure
on subsidies, what is left for any real development?
Q:I am Mahesh Kapoor from the IC Centre for Governance. You
mentioned about the criteria fixed and weighted by the secretaries. I
want to know whether this changes with the secretaries or is permanent.
Prajapati Trivedi
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There are commitments and change in secretaries in between is an
issue. This is a commitment of the entire department, and that is the
beauty of it. Our current system is so personalised that the quality of
the secretaries in the departments can go up and down. These initiatives
will even things out. If a current active secretary leaves, there will be
an impact of say 5 to 10 per cent, but not to the extent of 60 or 70 per
cent. There should be some impact of leadership, but not to a
tremendous extent. We found that the key to the success of GRT was
not because it was dictated. In fact, not everything the Cabinet Secretary
or even the Prime Minister says happens. We had a recent workshop
wherein we called all the responsibility centres and trained them in one
workshop. People from the central government who had gathered in

one room to discuss performance were thrilled. In this workshop, a total
of 2,100 people have been trained in two years’ time. Before that, we
had done 24 intensive workshops and these were the people who really
brought about changes in their secretaries’ way of working. Secretaries
themselves couldn’t conduct these workshops but the joint secretaries
and directors approached their secretaries and convinced them that this
idea sounded reasonable. The secretaries then gave the go-ahead to these
training workshops. So that is how it spread. It isn’t as if secretaries were
motivated, but it was their subordinates who left them with no choice.
Many subordinates complain to us that the secretary is not moving, as
the subordinates are worried about losing points, and want us to remind
their secretaries. So this is a collective effort and I think it will become
more widespread when we introduce the incentive scheme, because it
will then begin to hurt their pockets. The secretary would then be the
leader, but not the one playing all the roles. I think this is part of the
design. When we have a system, it does take on a personalized element.
The other question was about expenditure. It is true that about 38
per cent of the budget is spent on government expenditure. That is why
the first few rounds of this incentive scheme will be linked to reducing
this expenditure of the government. Many may remember that there was
an Expenditure Reforms Commission set up precisely for this reason.
The Commission made some wonderful recommendations but they
were not implemented. We believe that once the incentive is there, they
will start cutting expenditures.
Vilasini Ramachandran
I just wish to add that the performance incentive should come from
the savings of the concerned departments. It is not coming as an
additional element. This is to make sure that they concentrate on
bringing down the costs of their work. Incentives for the respective
hierarchies within the ministries will come from their own savings.
Prajapati Trivedi
Our success will depend on the reduction of this 38 per cent
expenditure on government in a few years time. The point is well taken,
but I can tell you that we are focused on this.
Another issue is of performance management in states. You will be
happy to know that two states are quite ahead in this respect. One is
Maharashtra, whose present Chief Minister Prithviraj Chauhan started
the scheme here and knows RFT well. It is therefore likely to go even
further in Maharashtra. Punjab too is far ahead. The state has asked us
to help them. In fact, I was amazed and had to ask the Chief Secretaries
in both states whether they were sure they wanted to move ahead so
fast. All my life I have been pushing people to move and now I myself
15

had to ask them whether they were sure they could deliver what they
intended to. Of course, we have to treat the states as equals. It is their
money that is involved.
In the last Chief Secretaries’ conference, the Cabinet Secretary
requested all Chief Secretaries to look at the central RFTs and try and
match them with the respective RFTs in the states, for this to be really
effective. So the first part is for the states to adopt it, rather than forcing
it on them. This is a demand-driven scheme. We have more demand
than we can respond to right now. We had also made a presentation to
all members of parliament and are now working closely with the
Planning Commission. Planning and implementation are two separate
things and we are working on that.
I believe that excessive monitoring is counterproductive. In any
organization, if you monitor too much, you end up demoralizing
everybody. On the other hand, monitoring without assigning
accountability, it is an academic exercise and is useless. There has to be
a consequence. Mere words at meetings and then smiles all around after
the storm in a tough meeting has blown over will do no good. In RFT,
there are consequences. First, there are reputational consequences. I have
heard of instances where ministers want to do a particular thing, but
secretaries inform them that their RFT commitments would be affected
and they would have to explain to a third party, after which the thing
is shelved. RFT therefore, reduces the space a bit as there are
consequences. Somewhere down the line, when post-retirement
appointments are made, people will look at the performance of
secretaries and raise questions over questionable appointments. That
hopefully, will change the working culture, though it is going to be a
long-term process and will not happen overnight.
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HEALTH INSURANCE FOR ALL
Second Session - May 12, 2011

J S Oberoi
Good evening ladies and gentlemen. On behalf of India International
Centre and IC Centre for Governance, I extend a very hearty welcome
to you. I request Mr. R S Pandey, Mr. Anil Swarup and Mr. Prabhat
Kumar to kindly take their seats on the dais. Today is our second lecture
in our seventh series of lectures on Administrative Structures for Good
Governance. The first lecture in the series was delivered by Dr. Prajapati
Trivedi. We are very fortunate to have Mr. Anil Swarup to talk to us
on a very important subject. The topic that he is going to cover today
is Health Insurance for All. It is very pertinent to all of us because we
all have problems of health insurance not only for ourselves but also
for the people around us, our drivers, domestic help and the weaker
sections of the society in our neighbourhood. I am sure all of you will
greatly benefit from his talk and we will make use of the facilities that
the government has now provided for health insurance.
We are thankful to Syndicate Bank for sponsoring this lecture series.
We will possibly have three more lectures in the series; one is on the
25th of May, 2011 on Administrative Reforms and the speaker is Smt.
Vineeta Rai, Member Secretary, 2 nd Administrative Reforms
Commission.
We have three prominent stalwarts from the Civil Service on the
dais today. All the three are well known for their administrative skills
and more so for their innovative action that they took during their
service and they continue to do so I would now request Shri Prabhat
Kumar to introduce the chairperson and the speaker of the evening.
Thank you very much.
Prabhat Kumar
Good evening ladies and gentlemen, as you know, the keyword in
the public discourse today is corruption. Everybody everywhere is
talking about corruption; the four-day charade at Jantar Mantar and
elsewhere in the country has strengthened the public sentiment against
corruption in high places. Then we started thinking in terms of a new
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institution; a powerful institution to deal with corruption in
government, corruption in administration. The international
networking website called awaaz.org has already posted more than
seven lakh letters addressed to the prime minister urging him to enact
this Jan Lokpal Act as early as possible. But the question is whether
this powerful institution if created will be able to deal with the
harassment of the common man in his transactions with government
agencies. The question is whether the additional transactional costs due
to unscrupulous conduct of functionaries will be eliminated. The
question is whether the grievance of the citizen in getting his legitimate
claim from the government will be solved by this commission. I for one
think that one single institution at the macro level, however, strong and
however, powerful it may be will not be able to solve the problems of
the common man. I think we need multiple solutions. I think we need
to look at our institutions, perhaps reform them, strengthen them and
make them more accountable to people.
A concept that is being talked about, a concept which is being
considered by the central government and state governments today is
how to guarantee public services to the citizens; how to ensure
whatever public services are there should reach the target beneficiary.
A very weak beginning was made more than ten years ago in the shape
of citizen’s charter. We had asked every department to prepare a
citizen’s charter; services that the citizens can claim from them. But I
say it was a very weak beginning because there was no method to
ensure that the services promised would be delivered. There was no
mechanism for fixing responsibility and accountability on the
delinquent officials.
In 2009, the central government, the Ministry of Law drafted a bill
and the bill was called The Public Services (Protection and Regulation)
Bill, 2009. The objective of the bill was to commit the government
functionaries to public services like education, health, rural
development etc. and it was stated in the bill that the need for such a
legislation was mentioned by the President in her address to the
parliament in June 2009. It was a good piece of legislation. We, in the
IC Centre for Governance, examined it and we found that though the
objective was very good but the drafting was clumsy because the bill
concentrated on creating official structures, official agencies at all levels
from the district to the central level. We sent our suggestions to the
government and since the last two years, the bill has not seen the light
of the day. But in these two years, there are some state governments
who have enacted laws on this subject guaranteeing public services and
there are some state governments who are in the process of doing so.
Madhya Pradesh and Bihar have already passed these Acts and other
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states like Goa, Uttar Pradesh, J&K and Delhi are in various stages of
preparing this enactment. I think it will be a revolutionary step if these
Acts are implemented. I hope that in the next ten years or so, all the
grievances of people relating to public services would have been
addressed by these Acts.
But apart from this, in administration, there is a continuing
argument about the state exiting from certain areas; that the state
should exit from some areas of public services which can be delivered
more efficiently by non-government actors; not only more efficiently
but with less cumbersome procedures. There have been some good
examples of public-private partnership. In this context, surprisingly, the
Ministry of Labour, has devised a scheme; a scheme for seamless
medical care for the people below the poverty line. This scheme is the
Rashtriya Swasthya Bima Yojana (RSBY). We have today with us Mr.
Anil Swarup, who is the Director General for Labour Welfare in the
Ministry of Labour and Employment to tell us about the genesis, the
preparation and the implementation of this scheme. As he will tell us,
the scheme has many unique features. I think these features could be
used for delivery of other public services like education, public
distribution system etc. I thank him for his presence here today.
And to chair this session, we have Shri R S Pandey, Former
Secretary, Petroleum and Natural Gas and currently, the Government
of India’s Interlocutor on Naga problems. Mr. Pandey is known for a
scheme which he called Communization of Public Services in
Nagaland. He was a pioneer in transferring the delivery of services
from the state to the community. And after many years, this scheme is
still quoted as the precursor of similar efforts being made by the state
governments. We are grateful to him for sparing his time.
As Mr. Oberoi pointed out, this series will set more effective
administrative structures for good governance. Dr. Prajapati Trivedi
told us about how to measure the performance of government. In the
third and fourth interaction of the series, we are going to talk about
the reform of civil services and the legislations of various states
regarding guaranteeing public services. Apart from today’s
presentation, both these presentations on civil services reforms as well
as guaranteeing of public services would be very interesting. With these
few words, I would handover further proceedings to the chair. Thank
you.
R S Pandey
I request Anil to make his presentation.
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Anil Swarup
It is indeed a privilege to be here on a number of counts but I will
recount two of them. Number one is to be making a presentation before
those that have inspired me during my career and continue to inspire
me. To be asked to make a presentation before them is a daunting task
but I feel privileged to be here. And the second one is a bit minor; I
tried to get a membership of IIC but could not get it. It is good that I
am here making a presentation. At least in some way, I am associated
with the IIC. Thank you very much for inviting me. I will have the
presentation in two parts; one is a small film which was telecast by the
BBC and then I will make my presentation. But before we go to the film,
just to give you a bit of a background on how Labour got involved in
this health insurance scheme.
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When I joined the ministry, for about three or four months, nothing
happened. I was trying to understand why nothing happens in the
Ministry of Labour. One fine morning, I tried to analyse and found that
we are all in labour and by definition; we cannot deliver because if you
deliver, you will be out of labour. We were perpetually in pain; I have
put in four and half years but still in pain, about to deliver and get out.
That’s where it is. And why did it come to the Ministry of Labour? In
a meeting presided over by the then Finance Minister; a group of
ministers constituted to carry out the directive of the prime minister
that health insurance scheme should be evolved for the poorest of the
poor in the country. I was incidentally present in that meeting because
the minister could not go and the secretary was a not available. I was
sitting in one of the chairs behind and the discussions were going on.
And obviously, the first choice was the Ministry of Health and they
were asked to prepare a scheme. They threw up their hands and said
it was too tough. Health insurance was too bad and not going anywhere
in the world. Why should we get into it? The chapter was closed and
then the finance minister turned around to the Department of
Insurance. They had a very interesting observation to make. They said
they were running a scheme called the Universal Health Insurance
which was going nowhere. They also said that they were not going to
do anything. I won’t take the name of the officer; there was a senior
officer sitting there; she looked around and spotted me sitting in one
corner and said Anil would do it and the decision was taken. I went
back home and did not know what had hit me because I stood up with
folded hands before them saying that I had no experience on health or
insurance; how will I do it? And Ministry of Labour also did not have
any experience. They said that the decision had been taken and I was
asked to think about it and to do it. That is how some of the decisions
are taken. I go back home and spent five sleepless nights not knowing

what to do. I did not know about health insurance; I was not insured.
Government insures us in its own way but there is no health insurance.
I did not understand what health insurance was. What do you do on
the sixth night? I tried to jot down 300 questions trying to understand
what health insurance is and then we set up a small task force and there
were experts in that who helped me formulate what later on came to
be known as Rashtriya Swasthya Bima Yojana.
(Screening of the short film and then a Power Point Presentation)
I will take you through this journey called the RSBY. The structure
of the presentation is as follows:
What was the context; some of which I have already mentioned.
Why health insurance because this is also an important aspect of
providing healthcare because there is a whole school of thought which
says healthcare should not be handled through insurance. There should
be direct funding by the government of public healthcare system; the
issue is still to be settled.
What is this scheme very briefly? I will spend some time on how
this scheme is different from any other thing that has happened in
government.
Briefly, what has happened so far?
How is this scheme perceived by various people – the media, the
international community?
I will spend some time on the potential of the smart card. I am so
glad that in the opening remarks, a lot was said about delivering
services. To my mind, I have often said that when the British left this
country, they took justice with them and left behind laws and outlaws.
We are so obsessed with laws; for every problem, you want the law.
The problem is not in the law but in its implementation. This scheme,
fortunately, is not backed by a law and it provided the necessary
flexibility as you will see for us to evolve and we are still evolving. Had
that been a law, we would have been in trouble. Every time, we would
have had to go back to the parliament. It is not to say that laws are not
required. But the whole notion of finding a law to find a solution in
the country is something I have not been able to understand. What we
were looking at was 94 per cent of the labour force is in the unorganized
sector. This is the most unappealing part of our existence because
everyone talks about EPF, ESIC etc.; it is being represented but this is
something where nothing was happening. It was in this context that
about four years ago, the government started thinking in terms of
coming up with a law so to say but they did lot more beyond law.
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This is the nature of health insurance when it started. It has changed
dramatically now. Look at the coverage; most of the rich people are
covered; the poorest are not.
Why health insurance? Repeated researches have revealed that one
of the reasons for impoverishment is hospitalization. Look at the
percentage of people that get indebted on account of IP care. This is
not one source; there are a number of sources where this is clearly
established. My take was, a poor man goes to the hospital and either
he dies in the hospital or when he comes out, he has sold off everything.
He is under so much of debt that it is almost impossible for him to get
out. This is where the scheme was slightly different than other schemes.
When we started evolving this scheme, we looked very closely at the
consumer; the beneficiary. In most of the government schemes, pardon
my saying so, we have a brainwave, we evolve a scheme and then try
and push it down the throat. Here, we did not do it. We said, we will
look at the beneficiary and there were three characteristics. Initially,
the scheme was extended to only below poverty line families; now, of
course, it has gone beyond it. We looked at them and said whether we
are able to cater to their requirement. They were poor and hence the
scheme had to be cashless. The guy did not have money and from
where does he get the upfront money and that came from the insurance
company. So this scheme has to be cashless. This was not that big a
problem because there were a number of cashless health insurance
schemes in the field.
The second one was very important; illiteracy. This guy cannot be
asked to fill documents after documents which are a part of most of
the health insurance schemes. The scheme, therefore, had to be
paperless. Even on date, except for RSBY, there are no other paperless
health insurance schemes anywhere in the world. This was the biggest
challenge. We overcame this challenge because technology became
available. As I go along and as I go on to the other slides, the key factor
that we learn right through, is technology. Today, we have technology
to deliver things on the ground in a transparent manner as mentioned
by Mr. Prabhat Kumar; I think we can. Probably I will try and
demonstrate as we go along that is eminently doable and eminently
possible. We don’t really require a law.
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The third one is very important in the context of our country. A
lot of people migrate from one state to another from Bihar to Punjab,
Haryana; from Orissa to elsewhere, now there is no scheme in the
country where the benefits that are available to a beneficiary can be
availed in other part of the country. I will give you two examples. PDS;
he cannot go to another ration shop; forget the others. For going to
another district, he has to seek permission from one collector and

register himself there. It is so cumbersome process that he will give up.
Similarly, the NREGA; a man going from Bihar to Punjab cannot get
himself registered in Punjab and get work. No scheme has that but the
problem was sickness does not know where you are. If you become sick,
you require that facility. This was another challenge.
These were the three basic characteristics; there were others but
these were the three primary characteristics which we tried to cater to.
This is briefly what the scheme is. There was a huge debate whether
it should be Rs.30000, Rs. 50000, Rs 100000 or Rs 150000. There was no
rationale for Rs30000 frankly speaking. We said we have to have some
cut off line and it turned out to be okay. There was already so to say a
failed health insurance scheme with a ceiling of Rs30,000 and so we
thought if we go to the finance ministry and say, there is already a
ceiling of Rs30,000 which exists and hence would not question us on
that. The amount was fairly okay.
There again was a debate on the BPL family units. Everyone said
why you have only 5. I said you can have a cricket team; you can have
11 but the premium will be more. We had to draw a line somewhere
and so we drew a line at 5. We had no basic logic but we said we will
keep it at 5 because the universal health insurance scheme had also 5;
we did not have any problem on that front. The next point is important.
Most of the health insurance schemes do not have pre-existing
disease covered. Here, we had to have it because practically, it would
have been impossible to go to every village and measure the sickness
or the nature of the beneficiary. There was no option but it turned out
to be the masterstroke. Because then you don’t give the discretion to
the insurance company or the hospital that this disease pre-existed or
not. Anything that is there even on date is covered. Probably, it had a
bit of a cost to it but then that was it.
The point that whether outdoor patients should be covered or not
was debated at length and we felt that there is a terminology called the
moral hazard in the insurance policy; I know that now. Three years ago,
I didn’t where the misuse and abuse of the scheme would be much more
in OPD than IPD. At least, in IPD, you can physically go and verify
whether the person is in the hospital but in OPD, he takes the medicines
and goes away. How do you verify that? We did not want to start with
OPD. I would like to inform you now we are experimenting with the
OPD now that IPD has stabilized.
These are the benefits:
Cashless coverage for hospitalization with virtually no exception;
everything is covered. On our website, we have about 1000 procedures.
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We have costed 1000 procedures; but every procedure is included. For
those 1000 common procedures which cover 97 per cent of the ailments,
the cost is fixed. We fix the cost for every ailment; so the hospital cannot
charge more. They have to sign on the dotted line. Initially, there was
a lot of resistance from the hospitals who said it did not meet their costs,
we convinced them and now they are falling over each other to become
a part of RSBY; the reason is very simple and they have understood
the economics of it. It is a marginal cost to them; 60 per cent occupancy;
for other 40 per cent, is the only additional variable cost that they have
to incur. We give them money. We have more than 8000 hospitals
empanelled today and many more are joining us.
Then, there is a provision for one-day pre-hospitalization and fivedays post hospitalization care. There is a token amount of
transportation allowance; this again, where Rs100 came from, our core
group sat and said that we will start from Rs100 and see what comes
out because people say sometimes it is more and sometimes, it is less.
But in a scheme of this nature, we had to freeze something. We said
we will go ahead with Rs 100 and we will experience it.
We did a lot many things in the scheme and thought we will study
them and change them. We did change quite a few things.
About the funding, except for the northeastern and Jammu and
Kashmir,the funding is 75 per cent by the Government of India and 25
per cent by the state governments. There are a number of state
governments which are providing additional benefits. As I go along, I
will try and touch upon some of them because some states have found
so much value in this scheme that they think this is the answer for a
lot of their problems. I will mention them as I go along.
For the first time I think the beneficiaries have been asked to pay
Rs 30 and for this, almost everyone opposed it. They said you
bureaucrats sit in air-conditioned rooms and how do you think they
will pay Rs30? And we stuck to it and said, we will ask for Rs30. This
probably is one of the USP of the scheme and how did I explain to the
powers that be. I told them that the previous health insurance schemes
had failed because people were insured but they were not informed that
they were insured. You take Rs30 out of their pocket; they will never
forget that they have something for it. They will remember it. Secondly,
you pay anything gratis, you don’t value it. You take some money, you
value it. Most importantly, when they pay Rs30, they demand services;
it is not free and it is working. It is working beautifully.
Administrative costs - this scheme has zero administrative costs
because this Rs30 which is collected as registration fee is sufficient to
run the scheme in the entire country. In fact, the state governments are
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sitting on surplus funds. It is good enough for them to run the scheme;
not a single penny is raised by the central government to run the
scheme. It is inbuilt as part of the revenue model. The cost of smart card
is borne by the central government; the reason is because we visualize
that this smart card would be used for a variety of other purposes. We
wanted the ownership of the smart card with the central government.
The smart card is actually issued by the insurance company, possessed
by the beneficiary but owned by the central government and hopefully,
my dream is that this smart card is used for a variety of other purposes.
Now, this is how it happens. The state nodal agency prepares the
below poverty line data in a given format. This has been a nightmare.
I think I have a slide on that which I will show you. One of the biggest
problems in this scheme is the BPL data but nonetheless, we did with
whatever we had. This data is then put in a format and then sent to
the Government of India and this is then placed on a website after
running through a software which sifts out internal inconsistencies in
the data. Then what happens is the state nodal agency advertises
through a tendering process, selects insurance companies. The selected
insurance company empanels the hospitals. They set up district kiosk
and call centres.
Then there is a parallel system of security and let me spend a couple
of minutes on this. This is one of the most secured schemes in the world.
Of the 23 million smart cards that have been issued, not a single smart
card has been issued to a wrong person. We say that because of the
security system. How does it work? When the entire team goes to the
field and all smart cards are actually issued in the villages. There is a
government Lokpal or a Patwari or a Gram Vikas Adhikari sitting there.
He is issued a security smart card by us and his thumb impression is
in this smart card. He sees and verifies that the person standing in front
of the laptop is the one whose name is appearing on the laptop and
then he puts in his smart card and he puts in his thumb impression;
the keys from his card flow to the card of the beneficiary without which
the card is useless and then only this card can be used. We can also
track down as to who has verified it. He can’t say he has not verified
it. Then the data from the card of the beneficiary flows to the card of
the field officer and then this data is used for payment to the insurance
companies. Insurance companies are not paid on the basis of the
numbers they say but on the basis of the data downloaded from the
officer’s card. There is no human intervention per se; it is all electronic
data interchange that happens there. Then, as I said, enrolment takes
place. This data is then downloaded and the payment is made to the
insurance company. The data is submitted to the state nodal agency and
payment to the insurer.
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Then there are awareness campaigns, and then utilization of
services in the healthcare which is followed by the claims process of
the insurance company. Everything is happening on the electronic
platform; there is no paper moving here. Data from the hospital flows
daily electronically to the server of the insurance company, so they
actually evaluate what is happening in each hospital on a daily basis.
And quite a few of them are doing it. Someone outside was very
correctly mentioning that there have been frauds in the scheme but we
have managed to nail the hospitals on the next day. We have so far deempanelled 106 hospitals; they don’t know what hit them. They don’t
realize in health insurance, next day someone will drop in see whether
the guy is sitting there because the analysis that happens in the
insurance companies are through various filters. Suppose, the hospital
has ten bedroom capacity, how are twelve persons admitted. There are
five cases of headache coming in; there is no specialty sitting in that
hospital yet they have claim for that and all that happens electronically
and daily.
This is the typical smart card that is used there. It has a very unique
code; the photograph comes there and in the chip, you have the
biometric thumb impressions of all the five family members. The
photograph of the head of the family comes here.
These are the eleven sets of software; I won’t bore you with the
technology. I myself do not know much about it.
There are three sets of software. On the top, you have the security
software which is called the key management software and these are
used at that time of enrolment. I told you there is an officer sitting there.
At the time of hospitalization, at the hospital, the hospital personnel is
issued a smart card by us. And only through that card he can deduct
the amount of Rs30000 from this smart card. That is also electronically
tracked. And the third security system is at a district kiosk where if
some changes are to be made in the card, that can be made through
that card. This is one set of software.
The other set is no. 2 and 11 which is data management software
and in between you have all the process related software. These were
the initial challenges. We travelled tirelessly through various states. We
were virtually thrown out in some of the states and in one of the states,
I was told that I was coming all the way from Delhi to the IT capital to
tell what IT could do. I asked them to give me half an hour to make a
presentation and if they still did not like it, I would walk away.
Someone condescend to allow me to give half an hour and I made my
presentation and walked out. In another state, it is very interesting, the
Chief Secretary wrote to me, do you think that the people below the
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poverty line can use this gismos. I still have that letter with me. Then
I went and tried to convince the Chief Secretary all over again. I was
lucky that the Secretary to the Chief Minister happened to know me
and asked me to come and meet the Chief Minister. I am just citing one
example but it has happened in a number of states. He got me five
minutes and the Chief Minster sat with me one hour at the end of which
he said that they would have this scheme in the entire state. He called
everybody and a decision was taken.
Why I am mentioning this is, in most of our schemes, there have
to be three things for it to be sustainable. It has to be politically
acceptable, socially desirable and financially sustainable. Now if you
look at most of the schemes, something is missing from there.
Fortunately, this scheme seems to be doing well because all the three
are there. The Chief Minister of Punjab came over to Delhi to meet me
because he had heard through somebody about the scheme and asked
me to meet him in Punjab Bhawan immediately. I went there and his
Resident Commissioner was also present and I made a Power Point
presentation before them. He asked me how much I wanted from the
state and I said I would need about 60 crores. He called up his finance
secretary and said that the amount which he had asked him to reserve
in the morning would go to RSBY. I came back to my office and did
the calculation all over again and we actually required only 6 crores
and the Chief Minister was prepared to give me 60 crores. These are
all the good things; I am not mentioning the bad things.
In one of the states, the previous insurance company had got 23
crores centrally, advertised, publicized; there was a huge function and
cheque handed over to the insurance company and thereafter nothing
happened. The insurance company walked over to the bank because
the guys did not know they were covered. When we went to the state,
they said that the previous insurance company had walked away. I told
them that there was nothing wrong with the insurance company; they
are business people, they would do it. Did we look into the scheme and
find out whether it was a workable proposition or not or was it just
publicity? Why I am saying that is because we jump on to publicity. I
remember the day of 12th September, 2007 when we were asked by the
Prime Minister’s office to issue smart card on October 2nd and we said
no because we were not prepared. We would not launch it unless we
were prepared.
There is another scheme in which 500 smart cards were issued and
no smart card was issued thereafter. The point is there was a lot of
publicity for the scheme and I was castigated and I was asked to see
the scheme being publicized. Some tough decisions were taken and
there were many more tough decisions; I still want to serve in the
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government; I don’t want to be thrown out. The others probably will
find a way in the book which I am planning to write.
Improving enrolment in convergent ratios; increasing
hospitalization continues to be a challenge. In a subsequent slide, I will
tell you what is going wrong with the scheme and how we are trying
to address it.
Availability of hardware and software; as I said, when we started
this scheme, there was no public-sponsored smart card scheme
functioning in India. They were all pilots being run and as I have now
come to say these pilots don’t fly. The reason is very simple; in a pilot
project, we put in everything and they can’t be replicated because that
everything cannot be put elsewhere. In fact, I mentioned this to the
World Bank also when they invited me to Washington. I was called over
to make a presentation and I asked them this question as to whether
they had made any evaluation as to how many of their pilots have been
scaled? They did not have any idea. I asked them to do that because in
a pilot project, you push in everything. Then there was an interesting
follow up presentation. The Rockefeller Foundation and some of the
other foundation invited me to make a presentation and after the
presentation like this one, they asked me why being a bureaucrat I was
so much passionate about the scheme. Bureaucrats are supposed to be
staid and spoke softly, did not raise voice, did not trouble anybody but
to them I seemed to be angry, passionate. They asked me what was
wrong with me and why did I do it. I asked them a counter question.
Why did they give billions of dollars to poor countries and what they
got out of it? They told me they got lots of good wishes. That was their
job. I said was better off than them because I did not spend a single
penny from my pocket but all the good wishes are flowing back to me.
What could be a better motivation? I asked them to visit an RSBY
hospital to realize what I was saying. There have been instances where
a 100-yr old woman somehow came to know that I was associated with
this and called me and said that now her days were numbered, she was
in pain but she was being taken care off well and after her death, she
would definitely tell God that my scheme was quite good. What else
do you want in life? To me, that was the best thing. There are many
such instances; there was a man just holding my hand and flashing the
smart card and mumbling something in Malayalam telling me he would
have been dead but for the scheme. There many instances that continues
to inspire you.
The last bit; that is the trick I think in everything that we do in the
country. Whether we are able to evolve win-win situation for
everybody? It is not a zero sum game. If it becomes a zero sum game,
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it is a problem. Then you need a danda to keep winning yourself so
that someone loses. You have to have a win-win situation.
The head of the family is Kanhaiya; all the dependents are
Kanhaiyas. All are males and all have their age as 20 and look at the
relationship, mind you people from U.P. and Bihar, all the five members
are saalis to the head of the family. This is the data on which we are
working. Why was it so? In all the schemes of the Government of India
and the state governments, all the data is numbers and not individuals.
These guys will never appear before you and so the PDS card will have
exactly this data and all the galla will keep going to the shop on the
basis of this. In RSBY, the guy has to come, the lady has to come, and
the children have to come and they have to give their thumb
impressions. There can’t be any fudging; you record them. And it has
been proved; there is an officer sitting there giving electronic proof of
the head of the family. This is what we have; this is what we started
with. Fortunately, this data is improving because when it goes to the
field; there is a lot of shouting. How we have that information? We have
facility to improve some of it, if not all of it. In some of the states, they
have done fabulous work. They have used this scheme to upgrade the
database which has helped them otherwise.
There were huge tasks that we did. We actually standardised
because it had to be a Pan India scheme. We did not want and the
biggest health insurance company, United Health sent a five member
delegation to understand the scheme and when they came and met me,
I told them that we did not have much to offer because we were
learning. They said they wanted to understand how we managed to
create a single platform countrywide because US faces this problem.
Each state has its own electronic platform. They don’t talk to each other.
I told them that I had an advantage of having a clean slate, nothing
happened. We evolved those guidelines, mandated it and said that
whoever wanted this money had to follow these guidelines. They did
it. We managed to hold this and we had huge number of IT related
issues. When I went to meet the then Secretary, Information and
Technology, he asked me if I had gone mad. These smart cards would
not work and why I had got myself into all this nonsense. I told him
that the Ministry should believe in doing something new because IT
meant something new. You can’t continue to do what you are doing.
He said it won’t happen. I went off. I had my own equation with the
then DG, NIC and I borrowed a couple of guys and sat with them. They
educated me on how technology could be used. I still don’t know much
about technology but those guys did it.
As it happens in most of the schemes, I do most of the talking; a
lot many people walking the scheme are sitting here. This was the most
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difficult part and we spent the maximum amount of time on this. Why?
This scheme was extremely complex. We were convinced that unless
and until the people owned this scheme; unless each of the stakeholders
did not hold the scheme, the scheme will not work. We spent hours
and days together talking to them, understanding their problems,
telling our problems. Now each one of these stakeholder is a part of
this scheme. You talk to anybody; they will lay their lives down or the
scheme. They say that are winning in the scheme. Since everyone is
winning in the scheme, the scheme is happening. But it was a very, very
tough task. I remember the first meeting that I had with the insurance
companies; I don’t blame them. Half of them were yawning; they said
this scheme was nonsense and I was making them spend entire money
on the hardware and everything and did not really know whether the
scheme would work. It did not carry conviction but gradually, it caught
on and they realized what we were saying.
Let me spend some time on how RSBY is different. To my mind, I
think it is the first ever such large scale effort to reach out to the poor
using an IT platform. Actually, these smart cards are printed in the
villages an handed over on the spot and this was a very tough call to
take because there was no other way to ensure that smart cards are
handed over to the beneficiaries. So far your and my credit card or debit
cards which indeed are not smart cards; but whatever they are, are
printed centrally and posted to you because we have our addresses and
they come to you. What happens to the other cards sent by the
government? In fact, when Nandan came to meet me, I had a long chat
with him and I told him that that was the biggest problem that he was
going to face. How was he going to deliver the number to these guys?
And he is finding it difficult now. I told him jokingly that no one would
question him on technology but my dear friend, operations was a
different issue altogether. You will run into that. 40 per cent of the data
that is coming through UID central system is not usable. That is
operations for you. You can have the best of technology but the problem
is in operation. In this scheme, more than technology, we spent so much
time on operations and that is probably why, a bit of it is happening.
The second point to my mind is the USP of the scheme. Perhaps, it
is for the first time that we are really empowering the below poverty
line and by empowerment, I mean by choice. He has a choice to visit
any public or private hospital anywhere in the country. He decides.
Which other scheme in the government gives him a choice? In PDS, the
shop is closed for some reason; the guy has nowhere to go. Until we
give him the choice and that is the challenge in most of the schemes.
There is a subsequent slide which I will present as to how PDS can be
given through a choice or education can be delivered through a choice.
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It is eminently doable and it can be done provided the government
decides to do it. This is probably the first ever business model for a
social sector scheme. When I went to the Planning commission and said
that there are no targets in this scheme, they stood up and asked how
I could have a scheme without targets. I am even having an ongoing
battle with Mr. Trivedi also because he has his RFP or RFD whatever
it is and he said, I have to have targets. I said I did not have targets. I
said I did not need targets because each stakeholder will do what he
ought to do because it is in his business interest to do what he had to
do. The insurance company is paid the premium on the basis of the
number of smart cards that it issues. How could it be a target for me?
They would issue as many as possible and my target would be to
become a facilitator to see many cards are issued. But insurance
company would issue as many as possible so we can’t have a target
for them. Similarly for hospitals; why should hospitals chase away
anybody coming with Rs30000? There cannot be targets for hospitals.
We do have targets but in different context; they are process related
targets. We believe that if we put the processes right, then end will be
achieved and all our time is spent not on targets but on so called targets
for streamlining the processes.
Then we have a key management system to make the scheme work;
something which I talked about. It is the security system that we have.
It is a very, very complex backend software but front-end is simple. The
guy has a card, walks into a hospital, gets his thumb impression
checked, he is admitted, treated and goes out. He does not have to pay;
he does not do anything. He does not have to sign anywhere. It is very
simple for him but backend is crazy. Then it is paperless and validity
of the smartcard is throughout the country.
This is the typical kit that goes to the village; the red colour think
is a smartcard printer. Initially, all were being imported and used to
be priced at Rs1.75 lakhs but today, these printers are being
manufactured in India and are costing Rs45000. The cost of the delivery
of the smart card has come down; similarly, other costs have also come
down.
The first recipient of the smart card does not look very happy here.
He is quite dazed that he got a smart card.
This is another slide. This is where it started; in a very small way
in Haryana and Punjab but this is where it is. A couple of days back,
the MP government also took a cabinet decision to implement this
scheme and so did Rajasthan and Jammu and Kashmir. They would
be the late entrants in the scheme. Andhra Pradesh has its own scheme,
so they are not running this scheme. Tamil Nadu has a scheme but only
33

in two districts. But let us see what happens after elections; probably,
they will.
Let me explain a few other things. We have issued more than 23
million smartcards; more than 90 million people are enrolled.
Approximately 1.7 million have visited the hospitals and got the
services. More than 8000 hospitals are empanelled. The scheme is
happening in 25 states. There are 11 insurance companies; four in the
public sector and 7 in the private sector. There are others in line.
Let us look at the initial trends and impacts. The premium trends
are very interesting. Worldwide, it is very different from this. The
premiums are actually coming down which amazes us because in the
first year, the awareness levels are low and the utilization is low. The
insurance companies have that. In the third year, the utilization, as you
see, is fairly going up but it takes time for it to come. The second reason
why premium is coming down is costs of delivery of smartcards have
come down. It is getting factored here and is coning down. The third
reason is certain administrative costs that had been occurred in the first
year are not being incurred now because of setting up of district kiosks
and all that. It is coming down. The government had fixed a ceiling of
Rs 750. Except in one case, in Kerala, we have not hit that.
This is the burn out ratio; burn out ratio is actually the money you
give to the insurance company and the expenses they incur in terms of
paying to the hospital, service tax and smartcard cost. If you look at it,
in the first year, the burn out ratio was 78 per cent which means about
22 per cent was left to the insurance companies. We believe that they
spend about 15 per cent administrative costs, so they get about 6 to 7
per cent margin with them which keeps them happy. The second year
is disturbing. The utilization in the hospital is going up and the burn
out ratio is going up. My hunch is that in the third year, the premium
will go up because the utilization will go up but nothing alarming so
far.
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This is extremely amazing. We had never imagined this will
happen. I don’t know whether any of you noticed a news item in the
Economic Times today. There is a full-fledged news item on how RSBY
is spawning private sector hospitals in back of the beyond; in naxal
areas. This is the first ever scheme to have actually penetrated in those
areas; in Garhwa district of Jharkhand, the enrolment in the first year
was 80 per cent. Two of our teams were abducted; they were kept in
captivity for two days. They understood the scheme and asked to do
their work properly or else they would be gunned down. There were
hospitals coming up in those areas, hospitals expanding in those areas.
It was amazing. We had never thought that this would happen because
people used to ask me this question that I was coming out with this

scheme; what about hospitals, there are no health infrastructure. Why
was I putting money in their hands, where would they go? I said they
would go where they have to go. Their handicap of not having money
is being taken care of by the scheme and nothing beyond. If we are able
to do that, it is good enough because if he is dying, he will go
somewhere. Wherever he is going, he did not have money earlier, but
now he has the money. What has happened in the scheme is new
healthcare infrastructure is coming up and gradually, it is getting
documented. The first such instance came to be about a year and a half
ago when a doctor came to me and said that he was setting up a 500bedded hospital in Fazilnagar, Distt. Kushinagar. I asked him if he had
gone mad. He said, sir, you are putting up to 5 crores per annum as
premium in that district. If we don’t put up a hospital, the guys will
go to Gorakhpur. Bingo; here was a business model. They find
businesses. We as government servants have been pushing doctors in
rural areas but they don’t go there. There is infrastructure but the doctor
is not there. Here, he is creating it and the doctors will jolly well be
there because they are incentivised. Under this scheme, very
interestingly, the money that comes from the insurance company, 25
per cent can be given to even government doctors in that public
hospital. Look at the revolution it is bringing about in states like Kerala
where if you look at the hospital, the infrastructure has improved. They
have opened up RSBY wards and the criticism of the scheme in some
of the states is that because of this scheme, people are only looking after
the poor people. What was this going on? When others go, they are
not looked after them.
Public sector hospitals competing to improve the performance.
Penetration in extremists activities area; it is marginal as of now but
it is happening.
Marked improvement in utilization; I have a slide which I will show
you. While numbers of women in the data are less the actual utilization
with women is much more. It is all pent up. And I tried to find out why
it was happening. I travel a lot. They told me a very interesting thing.
In a poor family; I think it is true in a rich family also, first, the money
is spent on the head of the family, then on the children and if there is
anything left, then on the women. The lady of the house suffers. All
that pent up demand has now emerged as a consequence of this free
card that they have.
States are funding premiums for certain categories above poverty
line. In Kerala, central government is funding for only 11 lakh BPL
families. This year, they will be enrolling 34 lakhs; rest of the money is
coming from the state government. And so is it being considered in
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number of other states. The other states are going beyond Rs30000; the
ceiling is Rs30000. Himachal Pradesh has gone for coverage of Rs1.75
lakhs and the additional premium amount is being paid by the state
government. These are just two examples; there are many more
examples.
Independent groups paying the entire premium to write the RSBY.
I was in Bangalore yesterday and the entire Manipal Group has MFI
also with a membership of 4 lakhs. They sent us a letter which will be
considered by the approval committee. They want to pay the entire
premium for those 4 lakh members and ride this platform. I asked them
why. They said that ours was a transparent platform and so they will
be able to see what is happening. In their case, they had to build the
platform. Now this is the difference between the American and the
Indian system. In America, the insurance is private, the hospitals are
private, people are private and so everyone is on his own and everyone
is building on his own. In India, what has happened is we have created
this corpus of 90 million people, the administrative costs have been
incurred; others can ride on it with the same cost on it. Manipal is
presently paying Rs1600 per family for a cover of Rs.30000 for
hospitalization. Under this scheme, they will have to maybe pay Rs.
525 or Rs. 550 because the other costs are met by the common cost. By
simple logic, as more and more people come in, everyone benefits, the
premium come down as the numbers go up.
There are other benefits also. Disease profiling in each districts;
every time, there had to be a survey on what is happening. Here,
virtually on a daily basis, I don’t know what is happening in which
hospital. Look at the data that is coming in. Every fortnight, there is
some international institution coming to me asking for data because
they do not know if they can get this type of data anywhere.
The impact of RSBY; in fact, these are all data related. Access to
hospital has improved by one percentage point in this short time. The
normal access is 1.7 per cent; in RSBY, it is 2.7 per cent.
This is the male, female enrolment; here again, since the enrolment
part is determined by data which is skewed in favour of males, in actual
female hospitalization, the numbers have gone up which I earlier
mentioned.
The next slide is clear. These are the hospitalization in terms of the
number of people going to the hospitals compared to the enrolment.
Look at the female hospitalization. In the second year, the female
hospitalization is 4.12; look at the average of 2.7 which I showed you
in the previous slide. Look at the number of women; my hunch is that
this number will gradually come down once the pent up demand is
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down. In some of the districts which we are closely looking at, this is
already happening. Pent up demand comes up in the second year; in
the first year, they are not aware and in the third year, pent up demand
comes down but it is too early for me to say anything.
This is one example of a hospital in Kerala where public sector
hospital got a crore of rupees in seven months from the insurance
company. The doctors are thrilled; 25 lakhs distributed and the balance
of 75 lakhs put in the infrastructure for the hospital. I don’t have the
photograph or I would have shown you pre-RSBY and post RSBY. This
is actually demand side management of healthcare where the
beneficiary is deciding where he has to go and money comes in and
the infrastructure goes up. The other is the supply side where you keep
pumping in the money in the hospitals hoping that they will serve the
people something which Sir said, how do we evolve instrumentalities
through which service gets delivered. Put the power in the heart of the
man and he will decide where he has to go. It will happen. And I will
explain it to you how it can happen.
Evaluations; this again is one of the very few schemes where we
started evaluating in the first year. We wanted to know where we are
going wrong and they told us where we are going wrong. But
fortunately, the initial results are amazing. We don’t believe this is true.
Look at the beneficiary response. 91 per cent of the beneficiaries in
Kerala felt good about the scheme. That is the satisfaction rating; I don’t
think there are very many government schemes which have this. We
asked other government schemewalas also to get a survey done on
beneficiary satisfaction and not their own inside survey. And it is not
only in one state; this is in Delhi. Delhi is not one of the better doing
states but nonetheless, we got the World Bank and GIZ to do it. 92 per
cent of the beneficiaries said they would recommend it to others. This
is Haryana and Gujarat. There are problems there. When I say 91 per
cent, there is a 9 per cent dip in the hospitals. They are not supposed
to and this is a cause of concern for us. But what is encouraging is 83
per cent of the beneficiaries still feel satisfied. Our aim is why not cent
per cent.
These are our survey results in Gujarat. Now the most interesting
bit is going to come from surveys in Chattisgarh, Jharkhand where the
scheme is doing extremely well. That is where we are looking at the
impact on women in naxal areas; it will take time but it is happening.
That is the most exciting feature because again government scheme to
penetrate in areas hitherto unattended. And the media; they have been
extremely kind. But it is only when yog becomes yoga, it gets
recognized in the country of its origin. RSBY was never recognised in
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India; everywhere I had to personally go and literally beg for
everything. Again, I told Nandan jokingly on day, you bat an eyelid
and get 1800 crores, I have to go and touch the feet of so many people
to get things for me. It got recognised. That is how the World Bank sat
up and saw. The Wall Street Journal sent a team to India and they
wanted to know about it; they had somehow heard about this. They
came and spoke to me; I told them that they were speaking to the wrong
person; I would always say the scheme was great. I asked them to go
to the field and find out for themselves. And then they published this
report and the world sat up and started noticing. That is how I got
invited to Washington and to these foundations and then gradually, as
it happened to Mother Teresa also, the moment it gets international
recognition, the scheme gets recognition in India. Gurcharan Das, Times
of India has become a big fan of this scheme; keeps talking very highly
of the same. Then others also started coming up.
This slide talks about the smartcards; one of the ideas that will
change the world. It calls it Trick card. The Hindu which is normally
pretty critical of government schemes was very kind. India Today has
also been very kind. The Hindustan Times came up with a full page;
you would have seen in BBC also.
This is what the international agencies have to say. World Bank
actually feels that this is the instrument through which health insurance
will happen. They find it as one of the most promising efforts and a
model good design and now they are taking us all over the place. When
the Bill Gates Foundation team came to us, we told them to go to the
field and find out for themselves and that we would not be telling them
anything. They went there and came back pretty impressed. This
scheme has been picked up as one of the top eighteen schemes in the
world for social protection by UNDP, ILO; again, an international
recognition coming thick and fast.
This is one slide where I would like to spend 2-3 minutes. To me,
this is the slide for the future. Let us look at Public Distribution System
and I will take a minute to explain to you; it won’t be more than that.
We are doing a much more complex operation through the smartcard
where you put in an entitlement of Rs30000. Imagine a scenario where
I put in an entitlement of 10kgs of rice, 5 kgs of sugar or whatever and
put in the chip and allow him to go to any branded shop to get his galla.
He pays Rs 3 to the shopkeeper and the shopkeeper through a back to
back arrangement with the government gets the rest. I guarantee and
I picked up data from IIM, Ahmedabad; thanks to Professor Sebastian
Morris who gave me the data, the country saves 20000 crores per
annum. It can happen through this simple operation. It takes time for
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the central government to take a decision but states like Orissa are after
me. We have allowed this card to be used for PDS as a card. This will
require some discussion but this can happen and should happen and I
think it will happen.
Financial inclusion entitlements; this can operate as a bank account.
Everything is there; it can be a very transparent operation. Fertilizer
subsidy; we have been having discussions with the department. Right
now, we don’t know what is going where and how much is going to
whom. It is a very simple system of backend aggregation if you put
the data there. Educational entitlements; a study has revealed that we
spend Rs8000 per child on education. I guarantee if you allow him
Rs2000 in this chip and allow him to go to any empanelled school; that
is where you can control quality. Independent agencies can control
quality and then we can empanel them like we have empanelled
hospitals. Just allow him to do that; simple to operate and very effective.
What I am already doing as a part of the health insurance network
where we are handling 1000 procedures, here I am talking of single or
two or five procedures and it is eminently doable and I am quite sure
that it will happen in India.
However, everything is not hunky-dory. I think there are four basic
problems in this scheme and I would like to share the same with you.
The foremost problem is our inability to reach out to the beneficiaries
to the extent that we would want to. The beneficiary is thrilled with
the smartcard because he has got his identity. I remember the day when
I had got my first credit card. I felt I had a right with a photograph
and everything else. Imagine the scenario for a poor man; he gets this
card with a tricolour and Ashoka emblem there. He is damn thrilled;
he doesn’t know what it is worth. That is where we have engaged and
we are very happy that UNICEF, UNDP, WHO, everyone is now
partnering with us. We have assigned areas to them; we are working
with them to reach out to these people.
The second challenge is capacity building. I should not be saying
this but for this entire scheme, not a single additional post was
sanctioned in the ministry. I am supposed to be doing something else.
I am Director General, Labour Welfare and when I take this proposal
to the powers that be, they tell me the scheme is doing so well, why I
wanted more staff. I have to first make the scheme collapse and then
go to the government asking for something. There again, I jokingly told
Nandan that you walked one step and got ten people; you walked the
second step faster, got hundred people. Look at this; not a single
additional staff. That is where I failed. I wanted to set up an institution
to run the scheme and it was killed. I hope the scheme does not killed
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because you have to have institutions. I told everyone around that I
wanted to become redundant to the scheme. Every individual should
become redundant to the scheme and it can happen only if you create
institutions. Institutions as we build were of experts, of people who
knew this and they would run the scheme because the basic parameters
were there because that is where it stands.
The third problem with the scheme is quality. We have been very
proud of the numbers we say but what about the quality of the services
in the hospital. What about the quality of the smartcard? We, therefore,
set up groups and they are working. Fortunately, people ask me how
the scheme was happening then. I have a ———Cricket Club; I have
people, Dr. Nishant Jain is sitting here, then people from GIZ, World
Bank, UNICEF; all joining hands because they find value in this scheme.
I should not be saying it but most of it is outside the government. They
are helping me move the scheme. I hope they continue to do that
because as I said in the beginning, my delivery time is nearing. I have
put in four and a half years; now I have to deliver and move out of
labour.
The fourth problem with the scheme is that there are frauds
happening in the scheme and people are smart. We have to be smarter.
There is a cat and mouse game going on. But what has surpassed the
technology? As I said, this data flows every day from the hospital to
the insurance company and if the insurance company is smart, they
have to be smarter because they are paying the money to the hospitals.
They can catch the hospital the next day and we have actually
empanelled 106 hospitals already and many of them are under
observation. Technology helps us do this. I am not explaining how it
is due to paucity of time.
This is what it is. We have not arrived as yet but I must confess, it
has been an extremely enjoyable journey. There have been moments of
exhilarations and moments of exasperations but it has been a great
journey. Thank you very much.
R S Pandey
Ladies and gentlemen, the passion and the enthusiasm with which
Mr Anil Swarup created this programme and developed this platform,
with no less passion he presented it, we are all exhilarated by this
insightful presentation and what a lovely scheme it is. 23 million
beneficiaries in a span of few years paying little from their own pockets;
the state government and the central government chipping in about
Rs500 premium making them entitled to receive Rs30,000 a year and
making at least making some part of their healthcare needs met is
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something which is astounding particularly in our situation where we
have a very large number of people. One of the challenges which the
government system in this country faces which many countries of our
size and significance are not confronted with this is because 74 per cent
of our population lives on less than $2 a day and there lies the challenge
of inclusiveness. We talk day in and day out of inclusiveness but health
and education are two sectors where a large number of our people are
left to themselves which is not a secret. In this context, a scheme like
this which has been conceived, which has delivered and which has lot
of promise, which is also expanding but I don’t know how long it will
really take it universalise this. While complimenting Mr. Anil Swarup
and his team for conceptualizing this and also delivering this. There
are a few issues which we cannot be oblivious of which he himself
mentioned.
One of the issues is that in a sector like healthcare delivery, where
everyone has a healthcare requirement and he mentioned about the
burn-out ratio. And when utilization becomes universal, I do not know
where the premium will really stand. That takes us to the requirement
of making our public health delivery institutions function. 70 per cent
of our healthcare in this country is provided by private sector and as I
said, 74 per cent of our population lives on less that
$2 a day. In that context, insurance has a role but why is it that our
public healthcare institutions are not functioning and not delivering.
We have sub-health centres, PHEs, CHCs which cover the entire
country. We have the National Rural Health Mission. We also spend a
lot of money publicly on healthcare services but why is it that the
doctors are not available, why is it that the medicines are not available?
Why is that the hospital building, equipments are just not functioning?
Go to a rural area; I have seen myself in Nagaland, there are X-Ray
machines which are not operational. Even for small things, the
sanctioning power rests much above. The basic equipments are just not
working. There we found another remedy; the communization. We
handed over this to the community; the community contributed their
little bit and one can go and see; they are all functioning. Even without
insurance, the healthcare needs are met to some extent. I think there
are a lot many issues which we have to confront when we talk about
healthcare delivery systems.
Education; here, I have some disagreement with Mr. Swarup. You
give money to the poor people; imagine a village and you give some
Rs800 to him which is his educational entitlement. Can he really go out
of the village and buy education in the private sector schools? I don’t
think it is feasible. It is also a question of feasibility. It is not only a
question of transferring money. Cash transfers are being talked about
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in many contexts including PDS, education and may other such delivery
aspects. But merely delivering cash weaken delivery services. In Latin
American countries, is some countries, such experiments have been
done but they have not really succeeded in many places. I think there
is no escape from improving the delivery of the institutions which the
government has set up for delivering such services. Having said this, I
must again compliment Mr. Anil Swarup and I am sure people are
waiting to ask him some questions. I request the audience to ask him
questions and hope that he would satisfy you with the answers.
Q and A Session
Q: Like you mentioned with this scheme, hospitals are opening up
in various places, likewise with this scheme, when it is extended to
education, good schools can be started everywhere.
A: Anil Swarup: Absolutely. I want to answer this question. Let me
add to it because it is a very pertinent point. Let me explain this. The
idea is not to put money in the hands of these people. There is a
difference between money and entitlement. Entitlement can and will
be used only for the purpose for which it is given. The whole debate
has to be whether we move in from supply-driven management which
you have done for the past sixty years or just try a demand side
management. I would like to share with you that I have been travelling
in rural areas. There are indeed a large number of private schools
coming up in rural areas uncontrolled, unregulated but the poor man
would possibly want to put his boy in that private school and not in
pathshala. It is an amazing thing that is happening. How do you do
it? I put the entitlement there; put an independent regulator who sees
the quality. Don’t drive him there; give him an option. I can assure you
that if hospitals can get opened up in rural areas, schools will come thick
and fast if you can have the quality controlled. The debate will continue;
I am not saying this is an answer. But my point is to request to look at
an alternative. We have for the past 60 years, looked at a particular way
of doing things, this is an option that should not be ignored. It should
be tried and if it works; what didn’t work in Latin America is not what
I am saying. There was actual cash transfer and I am against it. I am
talking in terms of transferring of entitlements and not cash transfers
because cash transfers will be used for liquor no matter what you try
but entitlements cannot.
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Q: I will just make, if you allow me, to make my remarks. If you
could have convinced him when he was the oil secretary to link up
kerosene with a smartcard; the amount of money that you could have
saved or he would have saved would have probably funded the entire
health scheme and everything else. Why could not you convince him?

A: Anil Swarup: I have a paper and I will share it with the audience
through mail if possible. I don’t think anyone requires being convinced
on this. It is a question of going deep into understanding the whole
scenario and then you get convinced that whether it is workable. He is
absolutely correct. One is talking; you say that you have a great concept
and will talk about it but one has to make it work. I have the conviction
to talk about it today a bit because something has worked in the field.
I don’t know whether the kerosene will work or not. It will be
presumptuous of me to say that it will work. My hunch is that it will
but my understanding is that it will but I may be totally wrong. I don’t
want that just because RSBY is working a bit, there are huge problems
there and so stop everything and do this. What I am saying is slightly
different. Let us innovate; think out of the box. We have tried in one
way during the past 60 years, RSBY demonstrates out of the box
thinking in government. It is very difficult in government. But at least
let us start. This forum is a right forum to engineer some out of the
box thinking. It may be totally wrong but let us think out of the box.
We have gone about it in a traditional way; let us change its track now.
Q: I want to say something. Your concept is very good and I really
appreciate it and hope it really works. But I have two fears. Rs30000 is
for a family of five; what I want to say is in Delhi, the government
hospitals do not work because the money is siphoned off. The private
hospitals are highly commercial. Even for a small headache, they would
fleece you by asking you to get various tests done. My fear is that if
you put these private hospitals in the villages, this amount of Rs30000
will get over in a jiffy and what do you do thereafter?
A: Anil Swarup: I am so glad that you have raised this issue. First,
the evidence is to the contrary. As I said, 1.7 million people went to
the hospital and the money has not gone out in a jiffy. Why? There is
a reason because we thought about it before we structured the scheme.
Every procedure is costed by us. We decide how much one would get
for caesarian, for a fracture; everything is pre-decided. The hospitals
cannot charge a penny more than that. There is no staff required. As I
said, I do not have additional staff. It would not have been possible five
years ago because we did not have the technology. Today, we have the
technology to do it. It is actually happening in the field. It is not that I
am telling you this. There are other problems; there are frauds
happening. Instead of procedure X, they charge for procedure Y; that
is a different issue. But then, everything is defined and you can catch
him if anything goes wrong. But it is eminently doable.
Q: Please introduce this in Delhi also.
A: Anil Swarup: It has been introduced. Unfortunately, Delhi does
not set a very good example for this scheme. I should not be mentioning
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about all this because it leads to certain other connotations. It is not
working in some states. But Delhi is not a good example in many other
cases also an in this case also. I would suggest if you find time, travel
to states like Jharkhand; that is the state where things do not happen
but it is actually happening there. I am going to Ranchi again on the
18th because I keep travelling. I get my inspiration. My inspiration comes
from the people in the field. I do the talking and they do the walking.
And look at the passion with which they are working. And that is how
I get inspired and come back and do something else.
Q: I think BPL has been one of the target groups of this scheme and
you have rightly said that major beneficiaries are in the unorganized
sector. If we look personally at the unorganized labour in the country,
there are a very large number of illegal entrants from neighbouring
countries especially Bangladesh. I want to know whether this scheme
gives the benefits to those people also or how else can they become
beneficiaries of the scheme?
A: Anil Swarup: This scheme does not give benefit to them for the
simple reason that there is an official sitting there identifying him. If
he is ill informed or there is wrong information, that is a different
matter. Otherwise, it won’t happen. But let me tell you, because of this
scheme, people ask me questions whether this can happen or that can
happen. We have a very limited mandate and we will be very happy if
we can do that. This scheme does not either professed to solve all health
related problems or problems of the country; it does not. I would be
very happy if I am able to accomplish the limited task that I have to
do. By God’s grace, if I can do that, I will be very happy.
Q: Why is it difficult to implement this scheme in Delhi?
A: Anil Swarup: Let me use a phrase and pardon me. It is a very
unsexy scheme actually. Okay, it is a scheme for the poor but you can’t
build a big hospital, to it be inaugurated; a big news which appears in
the newspapers. Believe me, we have not spent a single penny on
advertising. Pardon me again for saying so, I didn’t want to waste my
time in inauguration, launches; my time gets spent. You have got to
call a VIP, prepare speeches and all that. When do you work? And the
question that if it is meant for poor, why is it not being publicized, I
said I will publicize it to the guy for whom it is meant. Once it happens,
people will get to know and they are coming to know. But we did not
launch the scheme because I was personally against all these launches.
Q: First of all, congratulations to the IC Centre for arranging these
lectures. I have been a Provident Fund Commissioner and an ILO
consultant. I find the basic parameter will differ from the ILO instructed
standards. What I see is that you are trying to create another scheme
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when we have half a dozen other schemes going on. In the beginning,
it is like a new bride. Why couldn’t we rectify the earlier schemes? Take
the case of government hospitals. When I was young, I remember the
government hospitals gave treatment thoroughly perfect. Instead of
putting all these money there, we could have put the money in the
government hospitals and they can give you the service. Indirectly, you
are going to give that money to the privatized hospitals surely you will
find in good time. There are many disputes as Prabhat Kumarji said
corruption which will come in. If you don’t have an organization, if you
do not have a proper set up, you will find difficulties. I don’t know if
you have any comment. Why is that this money instead of being put
in anew scheme has not dovetailed into government hospitals? It will
give better service to citizens.
A: Anil Swarup: I am extremely thankful to you for these
observations but I have a small comment to offer. Who is the target?
Who am I trying to benefit? Government hospitals? No, poor man. Let
him decide what is good for him. Why should I decide that I should
pump into government hospitals and assume that the poor man is
benefiting.
Q: The poor man goes there.
A: Anil Swarup: What I am trying to say is I got these evaluations
for you which I have not done. These are all independent evaluations.
The poor man feels satisfied; that is it. The bottom line is the poor man
and not the government. I am not against government hospitals. Mind
you, government hospitals are benefiting under this scheme but only
if they perform. This is a performance-based benefit for them. 50 per
cent of the money in Kerala is going to government hospitals because
they are performing. It is not so in some other states. In some other
states, it is 25 per cent. It is purely performance-based. It is not
discriminating against government hospitals. It is really telling them
that instead of giving money without asking any questions, they would
have to perform in order to get the money. That is the only model but
I agree with you. I don’t want to grow old doing the same thing all
over again. Maybe, that is why the new bride has come for me.
Q: You said something about institutions to replace the individual.
Would you like to say little more about it?
A: Anil Swarup: I am a great believer in creation of institutions.
Individuals have to give initial drive. To sustain a momentum, you have
to have an institution. My idea was to create an independent society
with experts sitting in there to run the scheme. But unfortunately, it
got shot down at various levels. What do I do? I create different set of
institutions. We have created institutions in the form of certain
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committees; I hate to use the name of committees but most of them
have non-governmental people in that, experts in that. Somehow, I
have pulled in some people. I have a full paper on institutions within
RSBY. Of course, the institution that I wanted could not come through.
This is still a challenge; I still have 4-5 months and I am still trying. I
haven’t given up as yet. Maybe, someone will agree with me and there
could be some institution coming in. But now the best institution that
has evolved is institutions that have developed in the states. I could
not do that at the centre but all states have an independent society
running the scheme. And I can guarantee that if tomorrow, the central
government stops the scheme, there will be at least six states running
the scheme with their own funds. That is what the institution building
is all about. I have been a total failure in my inability to convince the
powers that be to build an institution at the centre.
Q: I would like to congratulate you Mr. Swarup for the wonderful
job you have done; particularly, you have demonstrated that if you are
passionate about what you are doing, you can really do wonders in
spite of all the constraints which the government system has which I
think all of us might have faced. Bu it brings me to another question
that you have been successful because of your passion, because of your
commitment. But as you said, the time of your delivery is coming. What
will happen thereafter? That is a big question because I have seen it
happening with me in the past also. I took some initiatives because of
my passion and commitment but after I left, it again went to docks.
That is a very pertinent question on which I think this August gathering
would like to have an answer. Can you find a solution to it? I have
heard a lot about insurance scheme run by Dr. Devi Shetty for the poor
people. How is this different from that?
A: Anil Swarup: Let me answer the second question first. I think
that will get subsumed in RSBY over a period of time because the
question is of scale. Look at the numbers that has been talked about in
that scheme. We are talking of 90 million already; they have not
touched one million. It is a different ball game altogether.
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The first question is very important. It is not that new institutions
have been built. There are two ways of looking at it. Have we gained
sufficient momentum for it to continue without an individual? I think
the scheme has all that momentum. As I mentioned, five to six states
will continue the scheme even if the central government does not even
fund 75 per cent. They are adding benefits for the beneficiaries; they
are expanding the domain. The scheme has one to a number of other
categories at the state level and there is momentum there.
Unfortunately, the central institution could not be built but the states
have built institutions and they will sustain the scheme. They are sitting

on funds now. It is just happening; you have to go the state, speak to
the people and you will realize what I saying.
Q: But such wonderful ideas should expand; they should not
become narrow. After you leave, —
A: Anil Swarup: It will expand; I will tell you how it will expand.
It will expand because the concept is coming to be appreciated
everywhere. I may go but the concept of extending the smart card
technology for the PDS; the government cannot afford to keep losing
20000 crores every year. They are already looking here, there and
everywhere. There are a number of pilots that have been done on
variety of technologies. They are looking for other things. Imagine, I
can fund the entire health insurance scheme without charging a single
penny from the government if the PDS idealism is got from the saving
itself and save a bit. The target group is the same. Look at the irony of
it. One good decision that has happened very recently is that RSBY is
now going to be extended to NREGA beneficiaries. Look at all the
hanky-panky that is happening in NREGA will get a transparent
visibility in RSBY because every account will get recorded in the chip
and at the backend virtually on a real time basis and you have a system
now. Five year ago, this technology did not exist. Today, you have a
pause machine, you can carry it to the field, plug in the smart card,
put in the data, connect it with a mobile phone and the data goes back
to the central server and you can actually do it. Now when it gets
demonstrated, probably I did mention this, that the true test of the
scheme was not the scheme itself. Whether I am prepared to pay money
from my pocket to ride the scheme. Today, if around a million people
are ready to ride down and do it, I think this scheme is right because
they are prepared to pay the entire premium which means they find
value in the scheme for them to pay money from their own pocket. All
this will ride but another good thing that has happened accidentally
though is that we have not patented all the software because had I
patented it; to give it to somebody else, I would have to take permission
from ten people. Today, I tell people whoever wants the software can
take it and do it so long as it is good for everybody. It has gone to
Bangladesh and other countries. They will use it before the government
wakes up and asks me why I have not patented it. Maybe, I will explain
it later on. The perfect scenario would be for the society to run it. I keep
going back to Nandan because I keep quoting him and telling look what
you did and I have to beg, borrow everywhere for everything. You
discovered you had a target of hundred million to be done by 31st March
2011. You need four million. You merely surrendered the money that
you got. If I was to do that, the auditors will kill me, the government
will kill me as to why did I ask for that money. That is the difference.
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I should not be saying it but there are a large number of Nandan
Nilekanis sitting in the government. I would suggest that the
government should start recognizing those Nandan Nilekanis. Nandan
Nilekani is a dear friend, a great chap doing a great job. But why are
we chasing these Nandan Nilekanis from the government out of the
government? We are indeed. If I get an opportunity, I will walk out of
the government because it is frustrating to work here. Everywhere
people pull you down; they see that you don’t do it. Today, the biggest
challenge of the scheme is its success; the problem that I face. Now that
you have raised this issue, two schemes were launched on the same
day; the 2 nd October 2007. I was jokingly telling the Planning
Commission why didn’t they evaluate the schemes of the finance
ministry, Aam Aadmi Bima Yojana; look at the the National pension
Scheme. Where is it going? It is the scheme of the Ministry of Finance.
Why don’t we debate it? Someone has to question it. Everybody
questions RSBY and I am making a presentation; of course, no more
now; there is a bit of an understanding. The problem is that a group
like this, it can sit down and see to move forward. If there is something
to be done, let us jointly do it. If you could help people around, it would
be great. Such schemes can sustain; a group like this can help.
Q: I have a suggestion. The SAARC countries would be having the
same problem which we face. As a measure of good deed by this
country, why not pass it to others.
A: Anil Swarup: It is already going to all the SAARC countries. I
have visited Bangladesh twice in the past three months. They have
decided to implement the scheme; we are helping them. Pakistan; I have
met them in Bangkok, Maldives and Dubai because we cannot meet
them here. They are doing this scheme. Maldives Finance Minister flew
to India because they have a peculiar scheme that anybody coming to
India is reimbursed by the government. They want insurance and they
are doing it. Nepal probably will go in July; they have also decided; all
the SAARC countries on board. Even Sri Lanka which is touted to be
one of the best has sent a team and they now want a scheme like this.
We are tiring to help them. It is happening in SAARC countries.
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Q: I am from the IT field, besides other things, I am working on
healthcare informatics, EMRs and all that stuff. You have created a mass
market with a market mechanism; hats off especially with all these
problems you have had. But I think even if you had the budget of
Nandan Nilekani you would not have done it. It would not have
worked. You did it because you did not have a choice but to innovate.
Do you think EMRs etc. can take off?
A: Anil Swarup: Yes, it will. I have already had a discussion with
some people on this. The problem that we have there is the doctors have

a particular attitude. To get the data going in, you have the software.
I know the software; chip management. In this scheme, I still can barely
operate this laptop. It is not that; it is human beings. It is the operations,
to chase the attitudes. Someone was asking me how the scheme was
working. I have got an amazing team. I wish I could take this team
anywhere. He is sitting here; the next day was his marriage. One day
before marriage, he was in Delhi instead of Patna attending a workshop.
He had to be chased to go and get married. In Bihar, if the groom goes
a day before the marriage, what the impact would be. People from
World Bank, GIZ; they have forgotten that they eat, sleep and drink.
Now what has happened is we got our families into it because there
was no other away. They would chase us out. The spouses also attend
the workshops. They also understand it because they have to be a part
of it. I don’t think RSBY could have happened without that top of
environment because it is too complex. When I look back, for the past
three years, if I was to do it again, now I understand why health
ministry said no to it. Given a choice, I would have also said it is too
complex to handle.
R S Pandey
Friends, we had a wonderful presentation and a wonderful Q&A
interaction with Mr. Anil Swarup giving an idea, experimenting it,
scaling it up and indeed the taste of pudding lies in the eating. A large
number of poor people having been empowered in a manner which
earlier they were totally deprived of is a matter which should give all
of us satisfaction. But then how to really scale it up? And the promise
of technology this programme has revealed and Mr. Swarup has
mentioned lies not only in the sector in which he has harnessed it but
in a large number of other sectors. Somebody mentioned about kerosene
oil and diversion and the smartcards, I think 40 per cent of the kerosene
oil which is distributed by the central government to the states goes
on for adulterating petroleum and diesel. That technology certainly has
a promise to deliver. Nandan Nilekani when he began his work, first
of all, he spotted the petroleum sector because of this. It is getting slow.
There is a lot of work to do and the technology has a promise. I will
also take a cue from what he said; it is all a question of incentivising
the innovations. There are a large number of innovations that have
happened in this country not only in the government sector but also
in the private sector. Every year, central government itself is awarding
a large number of innovations under prime minister’s schemes,
international schemes, and a good number of NGOs are also
recognizing innovations. Where are we in terms of scaling it up? Within
the government in particular, incentivising the people who have fought
against the odds, people say it is the total environment which is
inhibited.
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Even in this inhibiting environment, there are people who have
succeeded. Mr. Anil Swarup is one of them. Despite all the problems
that we have all been a part of, he has brought about something which
has shown light. How about creating an environment in which such
innovators are incentivised?
Mr. Prabhat Kumar talked about corruption. Are we
disincentivising corruption? Are we incentivising innovation? I think
that is another part of scaling up good ideas and improving governance
which one has to rethink of. I must compliment IC Centre for
Governance for such a relevant topic ‘Administrative Structures for
Governance’ particularly for today and we have had some lectures on
that. Some more are in the offing. Governance is a very, very wide
word. It refers to the way the organizations including elections are run
and when we really look at the macro picture of our nation, we all talk
about very negative things which are all very tangible and real and you
must grapple with all this but one good thing that has happened in our
context is the economic growth. If that economic growth had not
happened, the kind of negative things which we are witnessing day in
and day out, we would have fallen apart. That is something of a plus
point and that also has contributed because government up may of the
control systems which it was controlling because of privatisation. But
the scale of violence, lack of inclusiveness particularly in health and
education and looking after the poor people whom we have in large
numbers, and corruption which has really permeated everywhere and
then we talk about the control systems and the control systems are even
mentioned in the constitution, the election commission, the judiciary,
the civil services, the army.
Now we are talking of the Lokpal Bill, the Jan Lokpal Bill, making
the CBI, CVC autonomous institutions and empowering them. Bringing
about all these control systems; look at the Supreme Court. Today, we
fortunately have only proactive Supreme Court but again the same
people who are spearheading the campaign against corruption; they
file a PIL in the Supreme Court saying that so many justices of the
Supreme Court have been corrupt. What happens if the Jan Lokpal who
is elected, selected through that autonomous will himself does dally?
What happens if the civil servants do not deliver? The Civil Service has
got the protection, the best of minds, only few perform and the rest are
front seaters. I think to bring about a situation in which the deliverers,
the good jobs that are being done are incentivised, there lies the promise
for this country and for better governance. I must once again
compliment Mr. Anil Swarup and wish him all the good work and all
of you to have come here. Thank you very much.
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Shyamal Ghosh
Anil, I am sure many of us will be tempted to surrender our CGHS
cards and switch to the BPL cards. It was a wonderful presentation; you
have highlighted some of the mantras which are going around of
inclusive growth, of private-public partnership but the three important
ingredients which came out from your presentation are you require
political support and sustenance, passion, process to use technology. I
retired ten years ago, you would not have come to me when I was in
IT. I do remember in 1997 when people were just talking about
convergence, we had taken out a paper from the department to bring
up the implications of convergence and one of the comments that came
was the probably the Department of IT was trying to take the
Government of India through convergence because IT is so intrusive,
all pervasive and you can use it in every sphere of life. The key word
is to use it correctly, effectively, understand what it is all about and the
objective of making the delivery system much more effective. Your
passion is certainly going to sustain it and institutions will come on their
own as long as you have built the concept in a proper way. Many of
us have tried these initiatives; I must compliment you on your success.
Mr. Pandey is an old colleague from the northeast which very few
of us understand. His concept of communitization has found
tremendous attention in that region. I had suggested at one point of
time that each one of us should spend a few years in the northeast to
understand that region because that is totally a different cup of tea. I
must thank you for presiding over today’s programme.
I would also like to thank Mr. Prabhat Kumar for setting up this
institution of the IC Centre for Governance. All of us are free to give
our ideas and contributions but he is the driving force year and thank
you for all the support that you have given for building it up.
I must thank all of you for having come here, participated in this
interactive session. I am a bit of a prodigal son coming back. I have been
away setting up another institution in the area of IT in Data Security
Council of India which fortunately, has got going. One finds that post
retirement, it is easier to set up institutions and I would welcome all
of you to do that so that India becomes a more vibrant society. I thank
each and every one of you.
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ADMINISTRATIVE REFORMS
Third Session - May 25, 2011

J S Oberoi
This is the third lecture on Administrative Structures for Good
Governance. The speaker this afternoon is the person who has dealt
with administrative reforms right from the beginning till the end, Mrs.
Vineeta Rai, Former Secretary in Administrative Reforms Commission
and we request her to talk generally on the recommendations of the
Commission and specifically on Civil Services Reforms. I request her to
kindly take a seat on the dais along with Mr. Prabhat Kumar and Mr.
Kaw. We are thankful to the Syndicate Bank for sponsoring this series
and also to Indian International Centre who are co-sponsoring it along
with IC Centre for Governance. I now request Mr. Prabhat Kumar to
make his introductory remarks and introduce the dignitaries on the dais.
Prabhat Kumar
Good evening ladies and gentlemen. The subject that we will be
discussing today is administrative reforms. In this series, as mentioned
by Mr. Oberoi, we have had two interactions till now and both of them
addressed some issues in governance, issues in administration. Firstly,
we dealt with how to measure the performance of governance and in
the second interaction, we showcased an example of how a public service
can be delivered in a better way. Today, we will be discussing
administrative reforms in general. There have been a number of
organized examinations of the state of public administration in the
country in the past. We had the First Administrative Reforms
Commission, we had the Commission on the Review of the Constitution
and we had a number of committees like Surendra Nath Committee,
Yugandhar Committee and Hota Committee and each Commission and
Committee gave its own solutions to the malaise in administration and
the malaise in administration is generally characterized by four things –
inefficiency, disconnect with people, subservience to political motives
and corruption. A number of efforts were made to improve the situation
but I think the most comprehensive examination of administration was
done by the Second Administrative Reforms Commission which was
constituted by the Government of India in February 2004.
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Today, we have with us Smt. Vineeta Rai, Member Secretary of the
Commission to talk about the recommendations of the Second ARC.
Smt. Rai is a very distinguished civilian, very able colleague. I remember
she was my successor in the Ministry of Home Affairs thirty years ago.
Under her able leadership, the Commission has given its report in twelve
volumes. No aspect of administration is left untouched. I have gone
through most of these volumes and I find them well researched, well
argued and well documented. I think it is an essential refrence for any
serious student of public governance in the country; my compliments
to her for doing a job well and producing a very good report. But the
fact remains that the government is still to consider and act upon the
recommendations of this commission despite a lapse of two years. The
final report was given in 2009; starting from 2005 to 2009. In my view, I
will just present three assumptions for your consideration so far as the
administrative reforms are concerned. I think restructuring of
administration is a very complex issue; no simple solutions will do. What
it needs is a multidimensional intervention because simplified solutions
may lead to aberrations. It may lead to aberrations in the accountability
regimes of the system. As we all know, governance has three main
constituents – a basis of legitimization of the government, design of
political system and design of institutional system and management. In
so far as the basis of legitimization is concerned, I find that it is not a
very serious issue in our case but I think the other two needs some
attention. Administration is basically concerned with organizational
management. It translates government policies into deliverables and then
delivers these deliverables to the people. My first assumption is that
administration is a subset of governance. The political system is equally
important. I remember Somnath Chatterjee, the then Speaker of Lok
Sabha speaking in a national convention. He said that good governance
cannot be conceived without good politics. My short point is that you
cannot expect the subset that is the administration to push the larger set
of which it is a part.
My second assumption is the basic test of the quality of
administration is to what extent public services are delivered to the
people to their satisfaction; not to the satisfaction of the people in the
government but their satisfaction and therein lies the importance of
institutions. Institutions, they say, are critical determinants in the welfare
and development of people. Of course, there are large areas of
satisfaction but it is universally felt we have not been able to develop an
efficient, responsive and honest system. The superior bureaucracy has
its own share of culpability. I think we must look at the wider perspective
of the failure of a system.
And the third assumption is that when we look at administrative
reforms, one of the most important requirements is the emphasis on
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administrative reforms from the demand side. This is my experience
and maybe your experience too but those in government think that they
are the guardians of the people; they are the best judge of the needs of
the people. What are the aspirations, priorities and concerns of the people
as felt by the people are of no consequence so far as policy making is
concerned.
I place these three assumptions for your consideration. In the light
of these three assumptions, whether the recommendations of the Second
Administrative Reforms Commission meet the wishes of the people. I
will stop here with the hope that the government considers your report
in a time-bound manner in consultation with the civil society. Thank
you very much.
Smt. Vineeta Rai
I am extremely grateful to you and your organization for inviting
me to participate in this series of lectures which is of enormous
importance. I was a little apprehensive; I was not the best of the speakers
at any given time and to speak before such an illustrious, exalted
audience, I am really nervous. Please do bear with me.
Mr. Prabhat Kumar has already talked of the issue of reforms in the
government and administration being of critical importance, whenever
we read, whether it is in the paper or media or whatever, the word ‘good
governance’ is used all the time and this is an acknowledgment of the
fact that it is perhaps the single most important factor to promote
development, eradicate poverty, improve the quality of the lives of the
citizens and to achieve all the things that he has said as citizen-centric
administration; an administration which is really of service to the people.
Administrative Reforms Commission was constituted in September 2005
and we completed our work by May 2009; it took us time to establish
ourselves and so on. We gave 15 separate reports but there was a leitmotif
in these reports; governance and what it implies being the underlying
factor. As advised by you, today I will concentrate on civil service reforms
because in any system, the quality of public servants is very, very
important for its outcome. Before that, if I could spend a little time giving
the background, the approach that we had to it; that will really transcend
what were the areas of concern for us and what were the challenges
against the backdrop of which we recommended these reforms. We
essentially identified four broad areas of administration where we felt
the governance really needs to be strengthened. The state has a nonnegotiable role in these areas. I would briefly highlight these because
they also form a large content of our fifteen reports. We feel these are
first in the area of public order – justice and rule of law where we felt
the state needs to do much more to ensure access to speedier and more
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efficient justice, protect the rights of the citizens and maintain public
order. These in any case are the bedrocks of any civilized society and
the very blatant deficiency in this area needs to be plugged. One is
through police reforms which are already ongoing, through better
citizens’ participation in governance, transparency and an integrated
approach to public law and order and maintenance.
The second is and I will be very brief on this because otherwise it
will become too tedious. The second area is human development through
access to good quality, education and healthcare and to make every
citizen productive and fulfilled. Of course, more resources always need
to be directed to this area. One of our failures of planning is that we
have not been able to match the resources with the rhetoric but even
more importantly and Mr. Prabhat Kumar stated this quite correctly is
that we need to redesign our delivery mechanisms in an innovative
manner for optimum results to make sure that what we have planned
reaches the people.
The third area is infrastructure and sustainable natural resources
development. I think all the economic aspects are well recognized; the
governance challenges are not adequately addressed. For instance, if I
can give some examples to clarify what I am trying to say; effective land
administration is crucial to capital formation in agriculture and
conservation. Urban management involves much more than resource
allocation for infrastructure and poses formidable challenge in
governance. Power distribution, management through local people’s
involvement and ownership in a consumer-friendly way is as much of a
governance issue if not more, than merely an economic or tariff problem.
These are issues that we have highlighted in our reports rather than to
get into how the resources should be released etc.
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Finally, the fourth area is actually an emerging area and that is of
social security. It is comparatively new in terms of how much now
government is investing in it and these include guarantee of employment,
education, food, security, healthcare and the manifestation of these are
huge mega programmes and projects that are being contemplated or
implemented and initial surveys and social audit indicate that as long
as deficiencies in planning and perhaps even some of the
conceptualizations and certainly the delivery of these programmes which
in the first place is not uniform but where a great deal of introspection
and thinking needs to be done to see how best the optimum results can
be achieved. These are challenges by themselves but they have to be
addressed in the context of serious resource constraints. That is an issue
that we cannot lose sight of and we also know that laws alone cannot
address these issues as was mentioned nor can revenues enhanced tax
rates in a centralised administration resolve the issue. For example, we

have to reduce unproductive subsidies and generally get better outcomes
for every rupee utilized. We are always told that this is politically not
acceptable and public will be upset. I think it will be acceptable to people
through good governance and if we can establish a transparent link
between the taxes paid and services rendered, I think these sorts of hard
decisions would be much easier to take.
Pervasive corruption is another very disturbing element of our
governance and the perception today when you talk to someone is that
every politician is corrupt and that every political party is corrupt and
the government servants are corrupt needs to be seriously addressed.
Restructuring the systems; again this was mentioned by Mr. Prabhat
Kumar, whether political, bureaucratic or judicial is, therefore, of
paramount importance. We have looked at the executive part of it in
our report because as per the mandate given to us; we did not have the
mandate to look into political and judicial reforms or even police reforms,
and of course, we have made suggestions somewhat in a vacuum that
wherever possible, we have at least tried to highlight the reforms needed
in these sectors. It has been done peripherally and not in as much depth
as we should have. The situation is also further aggravated with the
enormous asymmetry of power in our society. I see it in my present job
as a Member of National Consumer Redressal Commission; it was meant
for consumers. You have a poor consumer and you have a major
manufacturer with a battery of lawyers and you realize what an
asymmetry actually exists. Only about 8 per cent of our work force is
employed in the organized sector with a secured monthly wage and
enormous attendant privileges comparatively and over 70 per cent of
these are employed in government at various levels. This position gives
even the lowliest of the public servants, if I can use that word, at least a
feeling of enormous power over citizens. And citizens, maybe, because
of poverty or illiteracy or because of excessive centralization of power;
there is actually a culture of exaggerated difference to authority or maybe
also be because of our hierarchical tradition. Any serious efforts to make
our governance apparatus an instrument of service to the people has to
address these issues. As I mentioned earlier, we have tried to see
exhaustively how best these challenges can be addressed and what are
the reforms required. The reports as I said are separate but interlinked
and interconnected and the emphasis on all these reports is on
accountability at all levels of administration, minimizing unfettered
discretion in decision-making, emphasis on the principle of subsidiarity
which essentially means do not assign a task to a higher unit which can
be done by a lower unit; which also implies delegation and devolution
of powers.
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This was really the backdrop against which we did this. The First
ARC was set up many decades ago and, of course, since then several
committees have been set up and we have taken many of their
recommendations; they are of enormous relevance but a holistic thing
had never been done. On the other hand, there have a whole lot of
changes in government; in the RTI and even the 73rd and 74th amendment
to the Acts of the local self governments which enhance the content of
democracy. All these have set in motion, a whole series of issues which
changes the way the government works; expectations of citizens from
government.
I think we have taken into account all these considerations in our
report. They are available on our website and today, as advised, I would
like to concentrate on some of the key recommendations that we have
made in respect of the civil services reform. They still play a major and
crosscutting role in most of the reforms that we have done and unless
we look at the reforms in that sector, I think a lot of other things that we
do may not yield the best results. I need not emphasise the contribution
of civil services in our entire evolution since independence and even
before. There are many living examples today among you who have
made such major contributions. I would again like to say something
with which you would agree but again the general perception is that
while the bureaucracy and the civil services in all sectors performed
extremely well in times of crisis but in the day-to-day, they appear to be
wooden, inflexible, lack of compassion in the ability to look at something
from a citizen’s point of view. There is a little anecdote which I heard.
There was a king who looked out and saw a poor fellow outside his
door and in the process of doing that, he hit his head. It was a minor
injury. He was very angry and said, ‘Who is this fellow who caused this
injury? Off with his head, kill him. He asked, do you have anything to
say before you go? You saw me first thing in the morning and you only
had as minor injury and I saw you first thing in the morning and I am
dead’. That is exaggerating it but the ability to view the problem with
that compassion. We are probably very bright and intelligent but there
are so many young people whom I see today who lack that compassion.
I think we in our generation had it more if I can indulge in a bit of a selfpraise. We felt that effective horizontal delegation with a clear sense of
accountability at every level needed to be at the heart of administrative
reforms.
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If I can just begin from the recruitment process because ab initio
selection of people of civil service is of importance. We have a meritbased system which is very good but I think we need to have a re-look
at it. In fact, there is a lot of unanimity of many committees that have
been on it whether it is the committee under Mr. P C Hota or Mr.

Surendra Nath, the Alagh Committee; they all said that while the age of
recruitment may remain 21, we must lower the existing maximum age.
Actually, as you are aware, it is now 27 for the general category, 29 for
OBCs and 35 for SC/STs. In 1960s, for general candidates, the average
age of entry was 24 in the late 1960 and 1970s; it is now 27. I think even
these three years are quite critical. Government has unanimously rejected
this recommendation essentially on the grounds that it works against
the interests of the weaker sections and people from rural areas. In fact,
if I could just briefly recap, what we have suggested is that the present
age of 27 should be 25 for general category, 28 for OBCs and 29 for SC/
ST candidates and the physically challenged. Incidentally, we put these
figures also to increase its acceptability to government because Alagh
Committee had done a survey sometime back which was validated by
the UPSC that actually, 80 per cent of the general category candidates
get in by the third attempt; almost 80 per cent of the OBC candidates get
in by the fifth attempt and even the SC/ST candidates get in by the 6th
attempt. In the general category, about 20 per cent of the general category
candidates passed in the first attempt but in the second and third attempt,
30 per cent of the general candidates get in.
It is about 80 per cent and we thought that would help government
to take a decision. We also felt that, in fact, this late age actually acts as
a double jeopardy for people from weaker sections who appear later
because they actually retire before they reach senior positions in
government. We could not quite understand what reasoning was there
and if you look at the statistics which we have documented, the number
of civil servants from these categories are actually less now than some
years ago. That is not a good trend. Apart from that, generally also we
felt that it is much easier for people at a younger age to imbibe the
intrinsic traditional values of a civil service and also internalize them.
These were the changes which we had recommended but I understand
that the government is not in favour of lowering the age. They may
consequently reduce the number of chances. Let us see how that works.
We also recommended changes in the curriculum and structure of
the civil services’ exam to make it more relevant to the modern civil
services as well as to reduce the time taken in the conduct of these exams.
We have suggested, both at the preliminary stage and main exam, for
example, doing away totally with optional papers. At present, the civil
services optional paper consist of a huge variety of unrelated and often
esoteric subjects that are not relevant for the public services and are not
even comparable for the purposes of marking. It is very difficult to
standardize; UPSC has a process but ultimately, there is no level playing
field there. There are innate difficulties in doing so. Further, retesting
the candidates in their own field of study through optional papers is
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also of doubtful utility. And, in fact, I am sure many of you know this,
due to tactical reasons, many candidates do not opt for their own field
of study which puts even a bigger question mark on the utility of these
optional papers. For example, two-thirds of civil service aspirants select
as their optional subject the following – geography, Indian history,
political science, sociology and public administration and the remaining
18 subjects make up for the other one-third. I think that also encourages
rote and your quality of mind is good and hence you retain it. It is a sort
of a hit and miss. It is not a daily test of your knowledge acquired over
the years.
Comment: I believe you get very good marks in Pali.
Vineeta Rai
That is probably true the one-third that also does include Pali but
the majority are these. We have recommended for the preliminary exam
that there should be one general studies and one other paper which we
felt should be an aptitude test which could test; you cannot test noncognitive skills in this kind of an objective paper but cognitive skills.
Things like logical thinking, reasoning, comprehension rather than an
optional paper in these 23 subjects. We even suggested that for the main
exam to do away with all those four optional papers and just keep two
compulsory papers which a young person aspiring for any of the civil
services knows whether it is constitution of culture or history or economic
development or scientific but it should be a conventional type paper.
The essay paper should be there and the language qualifying should be
there. The others need not be there at all. It is a drastic suggestion but
we thought that it needs consideration. We said that the committee
should look into the curricula and see if it is feasible but give it a serious
thinking.
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We also recommended that this huge one year process taken in the
exam is very tedious and lot of people get very deterred by it. IIMs also
have a very large number of candidates and they complete the process
in three months. We actually had discussions with the members of the
UPSC who felt that this period could be made shorter. I thought all these
things together may actually end up only being an improvement in the
present system of examination but it might then encourage more and
more people who today do not want to appear for civil services thinking
that it is too chancy to actually appear for it. This was one suggestion
which we thought we would see through but apparently it has run into
some problems except that I must say the government has accepted the
suggestion for the preliminary exam and from this year, there is an
aptitude test. There are logical reasoning, analytical ability, decisionmaking, problem-solving, comprehension, Basic English Class X, Basic

Numeracy and data interpretation. Let us see how this goes. This is one
recommendation that got accepted.
Another important recommendation that we made is really to see
how we can institutionalize what is often said, to have the right person
for the right job. This has become a cliché but it is actually sine qua non
for good governance. It is, easier said than done because it requires
reforms in a number of processes, institutions and also to make sure
that it is all transparent and free from extraneous consideration. The
similar holds good in respect of postings, transfers, placements, career
progression of a civil servant in a fair and equitable manner. There is a
very strong feeling; we talk of service associations.
There is need for reforms here. Past experience has shown that
whatever governments may declare, there is a great deal of adhocism
and whimsicalities in all these areas. In fact, I sometimes joke if all this
rational thinking had been there, I should have ended up in the health
ministry and not in finance. If I can say so, the situation has got even
worse now. There was a time when posting of secretaries were
considered in the cabinet secretariat and the PM took the decision. Now
ministers just choose their own secretaries and again sometimes on not
acceptable considerations. The other day, I read in The Economic Times
that the PM said that this nexus between corrupt politicians and
bureaucrats should be broken. One clear way of doing it is the way you
do the postings of officers. I am sorry to say that Mr. Raja took his own
secretary who, I am sure, probably was not corrupt but obviously, Mr.
Raja got away with a lot of things because he had a comfort level with
him. I don’t really want to be judgmental on this but just to give it as an
example. I think there is much more of an order and method.
One good secretary at the top can actually, I still feel, do some curbs
and checks for sure on anything which can then become a scam. We
actually suggested to minimize this if not actually eliminate it. We
proposed an authority outside government called the Civil Services
Authority which like the UPSC would have a recommendary role to be
entrusted with all these tasks, that is, domain assignments, postings,
transfers, empanelment etc. I will come to that because it is somewhat a
new suggestion. It is really very new because it had been recommended
in the past and even the draft Civil Services Bill which the Government
of India is contemplating envisages establishment of such an authority
to aid and advice the central government in all matters “concerning
organizational control, operation and management of public service and
public servants”.
The Hota committee had also recommended establishment of such
authorities in the centre and the state. He said it more in the context of
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transfers and postings which have been especially in the states. What
he had essentially recommended is a five-member statutory body; the
statutory sustenance would come from another Civil Services Law which
is proposed to be enacted; to be headed by an eminent person with
experience in public affairs and to be appointed by the Prime Minister
in consultation with the Leader of Opposition in Lok Sabha. In fact, we
had made a general recommendation that for all postings statutorily
important, there should be a Bipartisan consultation whether election
commissioners and others. The Member Secretary of this board would
have the rank of the Secretary to the Government of India and would be
a serving officer. This authority would be entrusted with matters as I
had mentioned like assignment of domains, recommending names of
officers for postings of JS level and above, fixing tenures, identifying
posts for limited lateral entry and then also submit annual reports to
parliament about their work.
To operationalise this issue of putting the right person in the right
job, we had recommended assignment of domain to officers on
completion of 13 years of service. This again is not a new concept; the
Surendra Nath committee has given very strong recommendations on
this and the First ARC, in fact, had also made very strong
recommendations. It said that prior to assignment of domains around
the thirteenth and fourteenth year of service; there should be a test for
civil servants. This essentially applies to the IAS which is the most general
of such services but also to see how it can be done for other services
because even within the police, there are different fields; there is law
and order, investigation, intelligence and so on. Today, the assignment
of domains, we feel, has actually become even more necessary because
larger intricate issues which the civil servants generally have to handle
whether it is taxation, healthcare or urban management or across many
of the central services. Domain competency essentially relates to
sufficient background and subject-matter knowledge gained by an officer
through work experience, academic study and training. The First ARC
had recommended eight broad domains; we have suggested 13 but this
is illustrative and government can decide looking at how best it can be
done.
Now the processes envisaged for assignment of domains is as
follows:
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The civil service authorities should invite applications from all
officers working in the government who have completed 13 years of
service for assigning domains to them. We felt that 13 or 14 years is a
good period because most officers at this stage would be getting into
the non-functional selection grade and they would still have 3 or 4 years
exposure to a domain before they become a JS.

Officers would need to apply for their domain assignment giving
their academic background, research accomplishments if any, significant
achievements throughout their career relevant to the domain applied
for. On that basis, they would be assessed, interviewed and their claims
for assignment for special domains evaluated. In fact, each officer could
be given one of three domains; this is another thing we asked for the
government to explore. There will always be some domains which will
not attract applicants. In that case, the authority would assign the domain
to the officers with relevant background. Government would then
actually confirm this and keep a record of it. As the logical step in the
assignment of domains and posting of officers, to match the postings
and assignment of domains, we have also suggested changes in the
placement of officers both at middle management as well as JS level and
above. What we have suggested for Deputy Secretaries and above is
that instead of filling up these vacancies throughout the year, notify
them well before the beginning of the financial year, and circulate the
jobs with their profile to all the concerned cadre controlling authorities.
Let people again apply for this and make all the selection in the beginning
of the year. What happens often is that you have a vacancy in the industry
and you may not have an officer who has that domain or that interest. I
think it is doable to start that process.
We had talked to DOPT and EO’s office and they felt that a little
more work needed to be done but with computerization and with data
being on the file, this is something that is doable. Another major change
that we had made was in the context of selection and placement of officers
at the level of SAG and beyond. We had actually suggested that the
present empanelment process which while quite vigorous is also opaque
and adhoc and would require a change. In fact, we could even do away
with it. Very often, it is not the best test and the presumption that, if you
are not good for the centre, you are good for the state. I think all these
aberrations come in. We had looked at what other countries did and
found that many countries who had carried out extensive civil services
reforms have actually created a Senior Executive Services where
appointments are open, mobile and competitive from among the officers
within the services as well as from outside. For SAG, these posts were
advertised and committee made selections based on the interview taking
into account the CV, performance etc. In India, we already have
something which we think is very akin to SES which is the All India
Services and the Central Services. The Commission thought that the
selection from officers from out of these services would ensure that best
persons would occupy the top positions of the Government of India,
that is, JS and above. There should be no monopoly of any one service
for such policy level posts including heads of organizations and an
element of competition would be introduced by which all suitable officers
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from various services could be considered for these posts subject, of
course, to the eligibility and qualifying years of service for appointment
of such posts.
The process of short listing would be considered by the Civil Services
Authority on the basis of the information received from the government
which would notify the vacancies, the domain required and the Civil
Service Authority would scrutinize the applications. The selection
process would involve personal interview, past performance and domain
knowledge of an officer. The Civil Service Authority will then send a
panel of names preferably three from which the government would make
a selection. In so far as the lateral entry is concerned, you will be surprised
that how many young civil service officers across the country are very
keen that this should be a lateral entry and they should also be permitted
to go outside. We thought a great deal about it and we thought looking
at the culture and ethos in which our public services has developed, the
regional diversity in the country and the strong link that is there between
work in the field, whatever services is there to the highest policy making
levels, that would be lost if we did major lateral entry. What we have
recommended is that at HAG level, for the posts where it is felt that
outside talent and expertise would be available, these would be
identified, notified and advertised and not done in an adhoc way and
people from outside as well as from within the civil services could apply.
We said this could later be actually reviewed because there were many
members of our own commission who were very keen that lateral entries
right at the JS level especially for the IAS.
We have made recommendation on the issue of frequent postings
and transfers. Actually, this is a problem which is much more chronic in
the states and a survey that was done of IAS-based tenure between 1978
and 2006, it was noted that only 6 to 8 per cent of the officers were able
to complete three years of their posts and over 60 per cent of them were
transferred. This is to put it mildly, demoralizing and also because this
is often done for whimsical reasons and it is also not in the interest of
good governance because an officer does not have a chance to settle
down to work and gain experience etc. The Hota Committee has made
excellent recommendations in this connection; we are in agreement.
Essentially, the committee had said that the civil services establishment
in the states would, in consultation with the government, fix the tenure
and if any officer is transferred before that tenure, he could appeal to
that authority and if the authority did not agree with the CM, they will
send a report to the Governor. The CM would reconsider but if the CM
still says that he should go, it is sovereign right to do that but the reasons
for that would have to be spelt out and a report on this would then be
placed before the legislature so that it does not become whimsical and
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unnecessarily vindictive. When you start having to give reasons, then
you are subject to scrutiny including from civil servants.
The other issue on which we had made recommendations is
regarding performance management and appraisal. Every service
organization we met had reservations about the present system of
performance appraisal as being opaque and subjective and the heart
burning was even more because this really forms the basis for career
progression. It is quite a rigorous system and it is not that it is totally
bad but the government itself is trying to improve the system by making
it more selective and also having a transparent process. Despite all these
changes, we felt that the present system still has limitations. It does not
for example, recognize the difference in performance parameters
applicable to civil services working in completely different departments.
There is an element of subjectivity when it comes to assigning numeric
rate grades. It emphasizes performance appraisal report as a key element.
It does not adequately size the potential of the officer. There are too
many levels for rating. It emphasizes career development but does not
link it with performance improvements.
We, therefore, recommended performance appraisal form need to
be identified and made job-specific. Essentially, we said it should have
three sections – a generic sector that meets the requirements of a
particular service to which the officer belongs. We said that in addition
to this, there should be another section based on the goals and
requirements of the department in which he or she is working and the
final section which captures the specific requirements and targets relating
to the post that the officer is holding. We also have recommended, in
addition, introduction of a performance management system which
would essentially link individual contributions to the strategic objectives
of the organization to which he or she belongs. Annual performance
agreements have also been prescribed between departmental ministers
and secretaries for providing verifiable details of the work to be done
and this is based on the following principles. These are catch words.
What gets measured gets done;
If you don’t measure results, you can’t tell success from failure;
If you can’t see success, you can’t reward it;
If you can’t reward success, you are probably rewarding failure;
If you can’t recognize failure, you can’t correct it; and
If you can’t demonstrate results, you can’t win public support.
Ultimately, it comes to citizens in a long winded way. The results
framework document that has been introduced by the DOPT is quite
akin to the performance management system that we had envisaged
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but I think there is a need to integrate the two – the performance appraisal
of an officer with the performance management in due course. We also
looked a great deal on the accountability. Accountability is something
that has been discussed in all the reports or rather the lack of it in a
number of occasions. In all democratic countries including ours, civil
servants are accountable both to the political, executive, legislative and
to the citizens. We have many accountability mechanisms in our country.
We have an independent judiciary, constitution and statutory bodies
like the CAG, CVC. Analysts categorize these as horizontal accountability
mechanisms. There are also the vertical ones like the media, society,
citizens and today, RTIs, Citizens Charter, social audits and very vigilant
media. This is really a very strong accountability mechanism. Then within
the department, there are internal mechanisms – grievance redressal,
performance appraisal and so on. But despite this, there is a perception
which probably is a reality these are not always very effective in ensuring
accountability and various reasons have been attributed to it. One is
that the job profile provides life long security to government servants
leading to a distorted incentive structure whereas government servants
rarely get punished for poor performance or for sins of omission; for
sins of commission maybe but for not doing anything, I think there is
very little punishment. And this manifests itself very often in terms of
indifference and disregard of citizens concerned. We have recommended
a change in the present system of disciplinary proceedings. For major
penalties, there are actually 30 stages involved with endless consultations
at various levels and have now become modeled on court proceedings.
What we have suggested is that without compromising on the principles
of natural justice, many of these, for example, first stage consultation
with CVC etc. and various others like the oral hearing, the opportunities
given, they could actually be reduced but without sacrificing any officer
for any whimsical reason.
We had also suggested in our report on the organizational structure
of Government of India, certain measures which would increase
accountability and efficiency. I thought I should briefly mention these
because with the present systemic rigidities and endless complexities
and over centralization, this has really led to a system of realistic and
plausible alibis for non performance. It has become so complex that even
the most competent and the most sincere civil servant gets daunted by
them. We have specifically suggested to increase accountability and also
in the interest of good governance, separation of policy making and
implementation through setting up of Executive Agencies. This will
envisage that the ministries would concentrate on their work on policy
issues including analysis and planning, budgeting, parliamentary work,
appointment of people, appointment of key personnel, coordination,
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evaluation, man monitoring etc. Implementation of these would be done
by the attached and subordinate offices etc. If I can give an example, in
the Ministry of Urban Development, we have Directorate of Estate; in
spite of that, all the files routinely go to the Secretary, Urban
Development who spends more time than he should on allotment of C1
and C2 houses and the representations etc. When I was Revenue
Secretary, so many issues on postings and transfers came to me. I did
not know the Additional Commissioners and Commissioners. There is
a board headed by a special secretary. What we thought that the countries
all over who had done the reforms on a Webarian type of bureaucracy
like ours had actually hived off these subordinate and attached offices
into Executive Agencies giving them functional authority and operational
autonomy and flexibility but making them responsible and accountable
for what they do. You lay down the policy, let them implement it and if
they do something wrong, it is much easier to identify the accountability.
Today, the lines get so blurred that ultimately you do not know
where what went wrong. This process of agencification has really been
the corner stone as I mentioned of public reforms in many countries. It
was found that this led to clarity and focus on task, a culture of public
delivery, empowerment of frontline staff and much greater
accountability and openness. In fact, it should not be such a difficult
system. It cannot be done across ministries but where it is possible, it
must be done. Actually, it is there on paper that the implementation is
to be done by them. But even then files move up and down in a seamless
way. We feel that sooner or later, this organization would be in the
interest of good governance.
The other is the organization of the government is characterized by
hierarchical and pyramidical structures into a large number of levels.
This is again a salient feature of a Webarian bureaucracy. In countries
which have done major reforms, we found that they have actually been
long working with flatter structures rather than vertical silos and in an
interdisciplinary way. We need to restructure the designs of ministries
to make them less hierarchical and create flatter structures with teambased orientation. This will need change in our manuals, rules of business
and so on but I think this should be attempted. Certainly, there is a case
for doing away with the number of levels in due course because there is
very little value added on many of the levels. It is alright in a free set up
but when you involve with policy, I think three or four levels should
suffice. These would need to be worked out but we gave this as a
principle.
We also had recommended as an accountability promoting measure,
the need to have a comprehensive in-depth assessment of an officer’s
performance at two important milestones in his careers. One is at
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fourteen years; this would be his first review carried out primarily for
the purpose of apprising that public servant about his strengths and
shortcomings for his or her future advancement. This should also be
used for assessing the training needs and this would be done by the
Civil Services Authority in consultation with government. The second
review would be at twenty years would mainly serve to assess the fitness
of the officer for his or her further continuance in the government. These
performance evaluations could be conducted by a number of committees.
If one single authority cannot do it, separate committees could be
involved in this process but it should be a very intensive assessment
and after the second review, depending on the outcome of it and also if
possible to get feedback from citizens, if that can be devised. This
personal interview with the officer will also be there and after hearing
him and assessing taking into account his assessment, the services of
officers found unfit after the second review should actually be
discontinued. They should just be asked to go. This recommendation is
not as radical as it sounds; elements of such a system exist, I think, in
the Armed Forces. Then we have Section 56J of the Fundamental Rule
also provides for a fitness bar in respect of civilian government
employees. This is rarely used but it has withstood judicial scrutiny.
Now there is much more liberalization in the eligibility of pension. This
would also dovetail well with the above suggestion of the commission.
It is not that you are throwing out someone as penniless. We hope that
these reviews along with the changes in the disciplinary proceedings
and the changes in the structure of government would make the entire
system much more responsible and accountable.
Comment: Do you have anything about performance-related pay?
Vineeta Rai: No, we have not. We have not said that. We have left
the question open saying that the whole lot of other reforms would have
to be done but at some stage, this should be considered. The Sixth Pay
Commission had stated this; we left it at that. We acknowledged what
they had said but we did not carry it forward. We felt that you really
need to do all these reforms before you link it to incentives and
performance management pay. Because when you have a system which
itself is not really credible, at least establish a system and see how it
works.
Comment: You mentioned about the agreement between the minister
and the secretary.
Vineeta Rai: Yes, but that would be more for assessing his
performance. What happens is the priority of the minister, secretary
and the department should actually tally. It was more in terms of his
individual contribution with that of the department where he works.
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For example, when we talk to people in NHAI, everyone there gets
outstanding because there are probably outstanding officers but nothing
is built; no roads get done. But when the minister wants this, we have
done a survey on that; it is not possible and there are other considerations.
A lot of those issues would be done. We had a lot of discussions on it
and I personally was very keen that we should move what the Sixth Pay
Commission has set forward but the general thinking was that unless
we set all this right, we can’t do that one step. But this is debatable and
perhaps some light could be shed today. As a principle, I think it is
excellent and should be done. We can reward good work and
performance with all this incentive. This was the main reason why we
did not do that. We made some suggestions under Civil Service Conduct
Rules and said this should be replaced by a Code of Ethics because today,
the Conduct Rules essentially is don’t do this, don’t do that and so on.
We felt that there should be something more positive on the lines of
what has been done in many other countries and we had said that this
could be at three levels – at the apex level, there should be a clear and
concise statement of values which would reflect public expectations from
a civil servant with reference to political impartiality, maintenance of
the highest ethical standards and accountability for actions and at the
second level, broad principles which should govern the behaviour of
the civil servants may be outlined and this would constitute the Code of
Ethics and at the third level, there should be a specific Code of Conduct
stipulating in precise and unambiguous manner a list of acceptable and
unacceptable behaviour and actions. We had said that this should be
incorporated in the Civil Services Law. We also endorsed the need to
have a comprehensive Civil Services Law.
There were many other recommendations that we had made; for
example, on capacity building and a host of other issues but because of
constraints of time, I have spelt out some of these. The only question I
was asked when I first came and met colleagues is what happened to
these and a host of other reforms. As I said, on Civil Services reforms,
we were not as bold or radical as we were in respect of some of the
others but we do not even know the fate of these. I do know the
mechanism that the Government of India has set up to examine these.
The nodal ministry is the Department of Administrative Reforms and
there is a committee of secretaries under the cabinet secretary. When
each recommendation gets circulated, each one brings the
recommendation to the cabinet secretary and then they try and do a
consensus. Where there is a consensus, they say they are all agreeable
but where there is no consensus and on most of them, there is no
consensus because everyone has their own turf to protest. It then goes
to the GoM. When it goes to the GoM and when I was working, I used to
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get frantic phone calls from the adviser to the GoM. Mr. Pranab
Mukherjee heads all the GoMs. There has been such a proliferation of
GoMs and the reason for this is the way we have bifurcated the ministries
is just incredible. This is the only coordinating mechanism. Today,
transport is looked after by endless ministries; there is Urban Transport
by Urban Development, something else by others and almost all
ministries are involved in it. To make matters worse, Urban Development
has been bifurcated into two; JNNURM; this artificial division into two
and with two ministers, I don’t know whether they talk to each other or
not but they both have independent charges, independent secretaries
with independent charges. I think the GoM has become a forum for
coordination. That is not the level to do it. Where do they have the time?
But I think Mr. Pranab Mukherjee has been holding these meetings and
there is a terrible groan saying why have you made so many
recommendations, where do we begin and where do we end.
What essentially happens and of course, I was privy only to some in
the beginning because the Chairman of our Commission became the
Law Minister and he was a part of the GoM and he just asked me to
assist him a little bit and we found that he has accepted it all. Something
which needs consultation with state was accepted; half of them were
said that this would be dealt with by some other ministry or another
department. They accepted all of the local government reforms but the
mechanisms to do it because it is with the states and actually was never
spelt out. Many of them remain accepted actually on paper. In our
approach paper, we wrote that the alacrity with which the government
constitutes commissions of enquiry and committees is only matched by
its inaction on them. This sort of tokenism is actually very disheartening.
You put in laborious work; you may or may not agree with everything
but at least either reject it finally or move it forward. I think that problem
still very much exists.
The other problem that we faced in the Commission is, I wish we
had fewer terms of reference; they were very dispersed on far too many
subjects. What really happened then is that people do get deterred by so
many recommendations and even if we try to minimize them, there are
five out of ten to proliferate. We had made some recommendations on
police reforms and we tried to harmonize it; the Soli Sorabjee Committee,
the Home Ministry and the Supreme Court but when that came before
government, they said that they were not supposed to do that. You
cannot do reforms in some sort of a vacuum. You can’t look at the political
aspect of it or the judicial aspect of it. In our report on ethics and
governance, we have looked at the judicial part of it. For example, we
have suggested judicial accountability structure; bipartisan. But again
those reforms are not being touched on the grounds that they were really
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not in a mandate which is also correct. It is really very difficult but even
if you disregard those, I think there are still enough reforms that we
have recommended where some serious mechanisms should be set up
to give a finality to it or to draw a debate; draw much more consultations.
We invariably consulted civil society. Whenever we went to the states,
we advertised and lot of people came and we had lot of suggestions but
at the end of it, I am myself not very sure where exactly we stand with
this.
Comment: Has anything specific been accepted?
Vineeta Rai: Our entire report on terrorism has been accepted which
was not in our mandate but we were asked to; we did that as a part of
Public Order and we got good consultants; That got accepted almost in
toto after 26/11. The aptitude test has got accepted. But I don’t know of
anything else that has actually got accepted. I am not aware.
Thank you.
M K Kaw Now the subject is now open for discussion.
Q and A Session
Q: What is your view on the ACR issue? I am a lawyer and I have
dealt with many issues on ACR; I feel that ACR makes an officer a servant
to the boss and not to the duty. If he keeps the boss happy, then he can
get the promotion. If he keeps the boss happy and does not do his duty,
even then he can get the promotion. On the other hand, if does not keep
his boss happy and he does his duty perfectly, he will not get the
promotion. I nowhere found this system of ACR except in India, Pakistan
and Bangladesh.
Vineeta Rai: Actually, I touched on it. What I had said was that every
service organization we met had serious reservations about it. It is not
one boss; it is two or three levels and there is a self assessment. It is not
absolutely passive that way but we felt that there is a need to change the
system and therefore, we had pointed out the inherent problems and
said it should ultimately be dovetailed into a larger system of
performance management system which is based on a consultative
process where there is an agreement between the minister and the
secretary and then lower down on what is to be achieved and then to
make it known. There should be no secrecy about it. In fact, even now
there is no secrecy about it; an officer can access his ACR. I had mentioned
in my presentation that we had suggested a whole new format for it
and one secretary level officer through a lateral entry has been appointed
in the Cabinet Secretariat, Prajapati Trivedi to look at this aspect of civil
services reforms.
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M K Kaw: Actually in other countries, performance-related pay is a
very big contributor to the administrative system. In many countries
which have amended their systems and gone on with disagreement
between the minister and the secretary, like Australia, New Zealand
and to some extent UK, they have said that at the beginning of the year,
the objectives that will be achieved at the end of the year are negotiated
between the minister and the secretary. But then it also involves the
secretary being given the power to appoint any joint secretary he wishes
and ultimately, the contract is between the secretary and the joint
secretary and so on down the line. Everybody has a right to hire and fire
and to enter into an agreement. The whole thing becomes a system of
interpenetrating agreements and at the end of the year, in UK, I am told
now that the secretary to the government at the end of the year can be
told by the Higher Services Commission that he would get double the
salary or one and a half times the salary or get the same salary as last
year or to go home. All the options are open to the Higher Services
Commission. When you link ACR to the money that you are going to
get, then it becomes a different ballgame.
The system of ACR is absolutely not there. It is not that one officer
can write the fate of another.
Vineeta Rai: One officer can’t. There is a review and an acceptance.
That system is a bit outdated. We had accepted that but in the
performance incentive, that incentive phase we have not recommended
at this stage.
Q: My question relates to the assignment of domain. You have not
dealt with this at length. I have strong views on this and so to spring a
surprise, you give defence ministry, some secretary, health ministry a
secretary and to information and technology, they must have a strong
feel of that subject and they should be associated with that. If you don’t
have a defence secretary, he should be an IMA and should be associated
with that training; I am talking about the training part of it. You must
groom him to be a defence secretary or groom him to be a secretary,
information and technology. That is why the spectrum scams are
happening. Whatever training is being given is not sufficient. It should
be subject-based and they should be groomed and they should be
associated with those institutes.
Vineeta Rai: You have to link domain with training. As I said, capacity
building is something we have recommended.
Q: It should not be a casual training. They should be associated with
their institutes and should spend long time there. My second question
is you have talked about corruption in bureaucracy. You mentioned it
and given due importance to it. My point is all that promises which are
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made; I gave this point to the law minister also when he was the
Chairman of the Reforms Committee that when you retire, you should
not accept any job. This lure which attracts you and the minister keeps
asking that I want this secretary or this person; the placement has to be
judicial and IAS people should not accept jobs after retirement or
extension. This is the biggest attraction and causes nexus between the
minister and secretaries.
M K Kaw: This is very true. In the Fifth Central Pay Commission,
we had recommended that the provision for extension in the rule should
be abolished. You will be glad to know that this was one of the major
recommendations of ours which was accepted by the government and
the provision for extension in the rule is no longer there. But a cabinet
secretary who wanted extension said that an exception may be made to
cabinet secretaries. They made an exception to the cabinet secretary and
then somebody said what is wrong with defence secretary or external
affairs secretary and so they extended this. Now, everybody is getting
extension.
Vineeta Rai: That is why I said we should minimize this unfettered
discretion and work according to a system.
Q: You have talked mainly about the central secretariat. You have
not touched upon the district administration.
Q: That is where an officer’s character is formed and that is where
his attitudes come in and basically his vigour and his ability to get things
done. I think that requires to be seen very closely and his future career
decided on that.
Vineeta Rai: We have a report on district and state administration.
In fact, it is very difficult in 35-40 minutes to cover an aspects. I could
have done a more generic talk; I thought I will concentrate on civil
services. In a way that it self is very important and now that government
is talking so much about reforms in civil services.
Q: What are the main recommendations?
Vineeta Rai: We have given a number of recommendations; I think I
will have to go through it again. We have suggested that the districts
are critical. We have documented all the points and the work that can
be done there. We have even said that you can keep officers at a later
stage in the district and he need not necessarily be at four or five years
services. We have also suggested his role has to be fitted with local
governments. It is rather elaborate and I don’t want to miss out any
critical points. He will have a major coordinating role but he has to make
place for the development role. In fact, what we have said, to put it in a
one liner, that he should be the chief secretary of the district. In fact, this
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is what we have suggested. You have the Zila Parishad, you have the
local governments. You cannot muffle them. Today, the collector is
important. We cannot deny his importance but in some places, he has a
coordinating role and in some, he has a direct role ad he would be the
chief secretary in the district. In fact, we said that the DM, PM, CM sort
of syndrome very much remains. It is just very difficult in this time to be
able to capture.
Q: I have just few observations to make. First of all, Mr. Kaw said let
us have an agreement between the secretary and the minister. Please
understand that the UK’s work culture, the ethics are very different visà-vis India and South Asian countries. There could be more of collusion
between the secretary and the minister for some interests. In England,
Peter Mandelson resigned on two charges – for accepting a fru8it basket
from Hindujas and making a call to the private secretary to the Home
Secretary. The role of ethics which you have and I don’t think under
these conditions, we can have this kind of an agreement which you are
proposing.
Mr. Prabhat Kumar talked about administration as a subset of public
governance. That is a very important point. Administrative reforms are
a key to good governance; more important that reforming the judiciary
and other institutions in democracy because this will have a domino
effect. What is happening in judiciary? We have 3.2 crores cases pending
in Supreme Court, High Courts and he subordinate courts of which 50
per cent of the cases were against the government. We are the biggest
litigants because of the manner in which we pass orders. If you really
reform administration, you find that kind of effect on judiciary. Let us
look at the legislature. What is happening in the national parliament?
Local issues are being raised because our district magistrates are not
able to perform and so the local issues are being discussed in the national
parliament. If you strengthen the administrative structure, if you really
reform, this will also have an impact on the legislatures and parliament
in the country.
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Q: You talked about transfer and postings. A kind of image has been
created in this country by the media aided by the bureaucrats; that is
because of all these politicians and due to their interference, these
transfers and postings are taking place. You work out the statistics. We
have a lady Chief Minister in UP, when she took over, in her first tenure,
look at the number of transfers and postings she effected. Then we had
Romesh Bhandari, a diplomat turned into governor, how many transfers
and postings did he effect? If you talk about transfers and postings at
the higher level, what about the large organizations and departments
like VAT? You gave the chance to the bureaucrat who is the head of the
department, without meaning disrespect to him but he is sitting on the

desk, with deepest respect to everybody here, the way he effects the
transfers and postings of inspectors, service staff, what political
interference is there? There maybe a few cases but given the choice, the
discretionary powers to the bureaucrats, when he suffers, then he makes
a complaint saying that look, there is interference; I don’t have a tenure.
What about his subordinate staff? With the department, you have
accounts, audits, administration and enforcement. There should also be
tenure. That is very, very important. You talked about district magistrate.
They are the key functionaries in the Indian governance. There, the level
of district magistrate should be at the level of Joint Secretary because
the coordination will be better. Now you find, those who have put in
five years as a civil servant become district magistrates. The absorptive
capacity of power with young civil servant who has just put in just five
years may not be adequate.
Vineeta Rai: We have recommended that at a later stage in our report
on district administration.
Q: We had this National Police Reforms Commission who also
recommended that there should be a law by which you should ban post
retirement rehabilitation of police officers In Japan they have a policy
that those who have domain knowledge are rehabilitated.
Vineeta Rai: It is called ‘the road to heaven’. They make sure that
you get posted there.
Q: We need the retired bureaucrats with all the resources, with all
their knowledge and wisdom but there has to be a kind of a gap of two
years. It is really very important.
Vineeta Rai: I would like to make a quick response. It is all there in
our report. You have talked about agreements between ministers and
secretaries. Please remember that a secretary is not posted there on the
whims of a minister; he is posted there by a process recommended by
an authority outside the government through a rigorous process which
takes into account his experience in the sector and that experience also
includes the training that he has done, research accomplishments if any.
It is difficult to elaborate on all this. If you get an occasion, do read it
because I think we have addressed a lot. We have addressed many issues
and many still need to be discussed.
M K Kaw: On this performance-related pay, let me inform you that
we discussed the feasibility of introducing this in India and on the
grounds that you mentioned, we rejected it that India was not yet right
for the performance-related pay. We said let us make a beginning with
PRI, a new concept of Performance Related Increment and the idea was
that today, you can give only one increment to a person every year.
That is his normal increment. If you charge sheet him, you can say that

77

his increment is stopped. It is a penalty. You cannot give him two
increments except in certain very rare cases. We said that this should be
the normal thing that zero increment, one increment and two increments.
These three options should be open to the boss at the end of the year
depending on certain criteria. We suggested PRI but you will be glad to
know that our government, when they examined our report, did not
even consider this to be feasible. They rejected it. PRI has not been
accepted and PRP has a long way to go.
Q: You are talking about administrative structures and good
governance. In the central services, IAS and others, the brightest boys
and girls would compete for these examinations, get selected and come
for the service. Having come into the service, now in their total career,
the type of grooming and the type of system they get into is closely
embedded on politicians’, to the district administration, to the state
government and the central government. Can we think about some
system where they can perform, their performance can be recognised,
their career can be taken care of, and they can be motivated to do better?
I used to joke with a few of my friends that if you guys do better, the
country will be lucky. I want to make it simple rather than making
enormous 12 volumes. Unfortunately, you need another Vineeta Rai to
bring one volume out of the twelve volumes. That is the system the
country is working. That one volume will also be kept for 12 years
without recognition. We have seen the number of committees, the
number of GoMs; we are being embedded with so many of these
committees. We should make the structures simpler and think about
one thing; the people of this country. How many IAS they will keep
everyday? As Mahatma Gandhi said, think about the people and they
will change. They are all excellent people; it is a question of the system.
You guys have to think of something to do in a different manner; how
to motivate these bright intelligent people to work and their minimum
needs should be protected by the law. They need a house, children
education; whatever they need should be given to them without asking
otherwise the whole country is depending on IAS today. It is a fact
whether it is a union cabinet minister or prime minister, they look at
these people. If they perform better, the country is going to get better.
Vineeta Rai: Understand people in all services.
Q: You have to think about it and please change whether it is
performance, monetary or facilities but at the end, it is performance to
their people.
M K Kaw: It is a very good comment.
Q: I just want to make one observation. You said that no decision
has been taken regarding performance payment. I read it myself that as
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far as the Results Framework Document (RFD) is concerned for the year
2011-12, Ministry incentive payment has been decided on. That decision
has been taken. A part of the payment to the ministry, to the secretary
and other officers will be linked with the achievement of the RFD for
the year 2011-12.
Vineeta Rai: I did not know. It is a step in the right direction. I was
involved with it last year and Mr. Prajapati said that it was the next
step.
Q: I am a part of it and I know about it.
M K Kaw: They have also decided in the case of public sector
undertakings.
Q: During the recruitment process, medical doctors and engineers
are in large numbers. Do you have any idea how they are being used?
Are you planning to have your report on the website?
Vineeta Rai: I am not in the government anymore. But these are all
in the website of the Department of Personnel. The website is
www.arc.gov.in.
M K Kaw: All the reports are there; 15 of them.
Vineeta Rai: We had put it when we were there. But someone told
me that ARC has been replaced with DAPR.
Vineeta Rai: If I can mention about doctors and engineers, I tell you
there is a lot of debate about this. One reason why people wanted postschool recruitment was they felt that doctors and engineers should
continue to be doctors and engineers and not join the service. We felt
that, that was not enough of a reason. In fact, the joint secretary who
contributed hugely to our report was an IIT engineer; we worked very
well. It is the training later and quality of the mind is excellent. Thousands
of doctors and engineers pass out every year; if about 700 of them get
absorbed in the civil services; it is not a major drain. It is an asset.
M K Kaw: Best brains must go to the civil services irrespective.
Vineeta Rai: Doctors and engineers also take political science and
geography. No one wants medicine and whatever other subjects are
there.
M K Kaw: Dr. B C Roy was a doctor and he was also a politician.
Q: First of all, I want to congratulate Vineetaji and her colleagues in
ARC. They have done an excellent job; all the 15 reports are good. You
have accepted that the tenth report was the weakest of all.
Smt. Vineeta Rai: In a way yes. Civil services reforms are most
important.
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Q: I want to give one input. The sixth report has a key element; the
foundation of the entire thing which is the principle of subsidiarity. That
is the key to good governance.
Vineeta Rai: We said that it should be enshrined in the constitution
because we think it is that important but that was rejected.
Q: Exactly. It is the key issue in entire governance and it has been
rejected.
Vineeta Rai: Something which will be entrusted to a lower unit
should never be given to a higher unit unless complexities of
administration or economies of scale demand.
M K Kaw: With your permission, I would like to make two or three
remarks at the end. First about Vineeta; she is an old friend from Tiz
Hazari days. She used to be a magistrate in Tiz Hazari. She joined the
services at that time in 1968. Many of you might be aware that she is the
daughter of Shri L P Singh, who was the Home Secretary, Government
of India and later governor. When I became the Member of the Fifth
Central Pay Commission, I saw the list of previous members. Mr. L P
Singh was the Member Secretary of the Second Central Pay Commission.
I went to him for advice asking which were the things he had tried to do
and which I should try not to do. He said one thing in which he had
failed was to get a higher age of retirement for government employees.
It was 58 at that time. I asked him what he recommended. He asked me
to try for 62. When I came back to my office and discussed it with my
people, held long discussions and I said if we recommend 62 then, the
government will agree to 60. They said the whole thing would go for a
six; they said it was a joke. How could it be raised from 58 to 62? We
suggested 60. Even then the government would not move. For one year,
it sat on the recommendation. One day someone asked me if this was
going to be implemented. I told him that my batch mate N K Singh was
going to retire and just when he is about to retire, this will be accepted
and it happened. Vineeta need not be afraid that her recommendations
will not be accepted. As and when some critical person is involved, her
recommendations will be accepted.
I think we have touched most of the other points except on two
things. We had made some recommendations in the Fifth Central Pay
Commission on which I have not seen acceptance by the government.
One was social tenure that we must have a minimum tenure for all
officers. As you all might know, even in the police, they had made this
recommendation and that is still going around in circles. Prakash Singh’s
case is there. The Supreme Court has passed orders. A committee has
been set up to monitor the response of the state governments and Chief
Secretaries and Director Generals of Police have met to consider the
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recommendations of the police commission. Despite contempt, I find
that the most of the state governments have not accepted that. I was
telling Prabhatji the other day that why don’t we go and file another
writ petition in the Supreme Court and get a similar order for IAS also
because not that it is going to be implemented by anybody but at least
let it remain on record.
Comment: There is already a PIL on that.
M K Kaw: The other thing that we had was with reference to
performance appraisal. She was referring to performance appraisal
leading to people going out of service; F.R. 56J. She said that that had
withstood judicial scrutiny. I am afraid, if you look back in history, at
the time of emergency, lots of officers especially from the revenue and
customs service were thrown out of jobs using F.R. 56J. They bounced
back into service after a year or so, on the ground that no clear cut
indication of lack of integrity was available on their ACR record. In order
to meet this contingency, we had recommended in the Fifth Central Pay
Commission that we must have continual review of performance every
five years. The officers’ performance should be reviewed by a group of
officers and not by a single officer, say five officers; those who have
either been his direct bosses or those who have been working in concise
departments and have seen his work. Then they should look at all the
inputs that are available about him; whether there are any vigilance
reports or newspaper reports about him or corruption charges against
him or controversies about him. All that should come on record and
they should give him an opportunity to explain some of the things. And
after that, we should consider the whole thing and give a clear cut report
on what is his reputation for integrity, what do they generally feel about
his integrity and this is repeated thrice. Three continuous reports are
given about the officer and if they are all adverse, then that will be a
solid basis for removing a person from service which may stand judicial
scrutiny also.
Vineeta Rai: In fact, what we have said that all service contracts,
once this comes into being, will be twenty years. When an officer is
appointed, it would be for twenty years and beyond that, it would
depend on this review.
M K Kaw: Yes, I saw that. The last point I wanted to make was there
are too many ministries in the Government of India.
Vineet Rai: I had mentioned that.
M K Kaw: When I was Secretary, Education, right in the middle of
my tenure, government decided to divide the ministry. We are creating
a mess in this country by making so many ministries. I am glad you
have gone into that.
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Vineet Rai: But the government said in this coalition system, it is not
possible.
M K Kaw: Anyway, the beauty of the system is we have got
commissions. I was joking with Vineeta, before the First ARC’s report
could be rejected by the government, they appointed the Second ARC.
Vineeta Rai: It took almost forty years; from 1970 to 2005.
M K Kaw: In between, we got all the other committee reports that
Prabhatji mentioned; the Hota Committee, Surendra Nath Committee
and so on.
Vineeta Rai: But they looked at specific subjects.
M K Kaw: State governments had their own committees’ and they
set up their own ARCs also.
Vineeta Rai: We had recommended very strongly that Article 311
was a real deterrent and encouraged corruption and hence should go.
We wrote the pros and cons and since some of us who wrote it was
against 311 going; we made the cons about it going much stronger. We
feel that the situation lies elsewhere. We need to simplify.
J S Oberoi: Before I request our senior member Mr. Mahesh Kapoor
to give a vote of thanks, I want to apologise for this banner business.
The banner left from the workshop two hours ago but the vehicle which
was carrying it met with an accident on the way and got delayed. We
did not know what to do with it.
I now request Mr. Mahesh Kapoor to present mementos and Propose
a vote of thanks.
Mahesh Kapoor
On behalf of the IC Centre for Governance and the India International
Centre, I must thank Smt. Vineeta Rai for her excellent exposition on
what the civil services can do. I also thank Mr. Kaw for his comments
and also Mr. Prabhat Kumar for his opening remarks. I also thank Mr.
Oberoi for organizing this Lecture Series and the Syndicate Bank for
sponsoring this lecture series and most importantly all of you who have
come for this lecture. Thank you
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DISASTER MANAGEMENT
Fourth Session - July 21, 2011

J.S Oberoi
On behalf of the IC Centre for Governance and the India International
Centre, I extend a very hearty welcome to everyone.
We are meeting today for the fourth and the last lecture in the series
for Administrative Structures for Good Governance. We are fortunate
to have Mr. Nandkumar, Member, National Disaster Management
Authority, to speak on National Disaster Management. We are also
fortunate to have Mr. M.C. Varma, a former UN high official to preside
over this meeting. The National Disaster Management Authority was
set up in 2005, and is headed by no less than the Prime Minister of India.
Mr. Nandkumar shall tell us more about the Authority and how it works.
We are grateful to the Syndicate Bank, who have sponsored this
event and we hope to receive their co-operation in the future too. I request
Mr. Prabhat Kumar to kindly give his opening remarks.
Prabhat Kumar
Chairman Shri M.C. Verma, Our main speaker for the evening, Shri
T. Nandkumar, ladies and gentlemen; I think that among the various
evolving administrative structures in the country, disaster management
has a very important place, though this fact is not widely realized. We
have been experiencing manmade and natural disasters with irregular
and unpredictable periodicity. I vividly remember that in 1999, when
the Orissa cyclone struck, it was astounding that every single incident
of the disaster was dealt with in an ad hoc manner. If it was waterlogging somewhere in the state, we had to move the army units from
Ranchi. If there was a shortage of food at Paradip, we had to send a
naval vessel with foodstuffs
It was during that juncture in 1999, that a need for a national plan
and standard guidelines to deal with disaster and also to articulate the
various measures of risk management was felt. It was at the same time
that a high-powered committee was set up, which was later converted
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into a national committee, after the 2001 Gujarat earthquake. The national
committee was given the task of examining the whole issue of risk
management, prevention and mitigation, and recommending the
methods for integrating the various relief measures. After four years,
parliament passed the National Disaster Management Act.
When we were examining the subject in 1999, it was being discussed
in the Committee of Secretaries and in the Cabinet, the real challenges
were identified to be addressed. There were a number of them, but the
risk management capability in the country was scattered in sectors and
in institutions. There was no way to integrate them. The second issue
was that the institutional capability of absorbing technological advances
was limited. The third and very obvious one was that we had insufficient
trained manpower. Now that the National Disaster Management
Authority(NDMA) has been in existence for six years, I hope that these
as well as other challenges have been addressed.
We are very happy that we have Shri Nandkumar, a very
distinguished member of the Indian administrative service, who has held
critical positions as chief secretary of the state and secretary with the
Government of India, is here with us to tell us more about the state of
preparedness, the state of the National Plan for meeting national and
manmade disasters. I welcome all of you and Shri Nandkumar for this
evening’s interaction. Thank you.
Nandkumar
Shri M.C. Verma, Shri Prabhat Kumar and distinguished members
of the audience; it is true that disaster management, in many ways is
primarily an evolving discipline in the government. The reason for this
is partly what Mr. Prabhat Kumar mentioned. Historically, we have
looked at disasters in a very minimalist way, i.e. where relief has to be
provided and most of our earlier disasters were either droughts or floods,
which we handled somehow. The 1993 Latur earthquake was probably
the first wake-up call to show to the country that things could be
different. The Orissa super-cyclone of October 1999 was another very
big wake-up call and we’ve just listened to the first-hand impression of
how it was handled. The high-powered committee that was set up looked
at large number of issues. It was chaired by Mr. K.C. Pant. Later on, it
was chaired by the Prime Minister ,Sharad Pawar being the vicechairman, and made a strong set of recommendations on how to manage
disasters.
The Gujarat earthquake happened at about the same time when the
high-powered committee’s report hit the government. These
developments were a totally new set of challenges because handling a
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cyclone and an earthquake represented two different paradigm of
handling a disaster. The Indian Ocean tsunami that swept across in
December 2004 threw up yet another set of challenges to the government
and that is how the NDMA comes into view.
But in these incidents of disaster and calamity, something good did
come about. The Gujarat earthquake led to the setting up of the Gujarat
State Disaster Management Authority. It also showed us the way of
building back better. In fact, as some may recall, the maximum number
of casualties in the earthquake tremors in the Kutch region happened in
the hospital. Doctors, nurses and patients died as the hospital had
collapsed. Today, the hospital is earthquake-resistant up to 8 on the
Richter scale, much-better equipped and has an earthquake-resistant
discipline even inside the hospital.
The houses rebuilt in Gujarat are also much better; in Kutch, for
instance, they have also set up an information system which maps
resources, in both the public and private sectors in terms of availability
during an emergency. Thus, a few lessons learnt in that disaster have
been worthwhile for us.
The Indian Ocean tsunami led to one major intervention, which was
the setting up of in-calls under the Ministry of Earth Sciences, which is
now able to give us tsunami warning. In the matter of time taken, the
difficulty is that were a tsunami of the scale of 2004 to strike again, we
would just have about 20 minutes of prior warning for Andaman &
Nicobar, but we get about 90 minutes for the coastal areas of the rest of
India. Evacuation has to take place quickly; if we have a standard
operating plan for evacuation, probably 90 minutes is not a bad lead
time to do something.
The breach of the River Kosi in 2008 and the floods it caused was
another type of disaster, which we did not apprehend. But the
management of that operation has been a success story in many ways.
Most of the relief camps ran very well; there were no complaints
regarding food, or of children falling sick. In fact, I believe there were
instances of more than about a hundred babies who were delivered at
these camps and all were immunized, which is probably a better way of
how to run such camps.
Then the drought hit us in 2009, which was another kind of a disaster.
There was minus 22 per cent rainfall, which had earlier happened in
1972. Given the background of food shortages in 2006-07, this was indeed
a major concern. The important concern was: would we really run short
of rice? That was the question that was being seriously asked at that
time. The reason why this particular question is important is that we
simply cannot import rice. The tradeable surplus is just about 30 million
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tonnes, of which 15 million tonnes are of high quality, high-priced
varieties. So, if we try to buy 4 or 5 million tonnes out of 15 million
tonnes, we could push prices to an unbelievably high level. It was
therefore, a difficult call to take, of whether to import or not, or of
managing the existing stock.
We then had to look at it from a national perspective and decided
that we had to have as much production as possible. We tailored some
of the Agriculture Ministry’s programmes to ensure that every bit of
land which can be cultivated in any way, for rice, pulses or fodder, would
be cultivated. We pushed very hard on rabi and in that year, unlike in
earlier drought periods, the agricultural growth was not negative, which
itself was a great achievement, in my view.
But the profile of disasters has also changed. We know how the
H1M1, SARS and bird flu epidemics hit us. There have been train and
road accidents and chemical mishaps. After Fukushima, I believe
everyone is talking about threats to nuclear power plants and facilities,
tsunami and earthquake warnings. The northern part of India falls mostly
in Zone 4 and 5. What do we do in such a situation?
The problem with managing earthquakes is that warning systems
are still extremely difficult to generate. Even in Fukushima, it is said
that the authorities were able to get a warning barely one minute before
the disaster struck. That is the best they could manage. There are also
studies available to show that the casualties during earthquakes happen
largely because of bad buildings. For the same level of an earthquake in
Christchurch (New Zealand), the casualties were less than 10, whereas
in Haiti, there were 2,00,000 plus casualties for the same intensity of
earthquake in Haiti. There are enough studies to show that buildings
were made without approval and proper design, this is what really killed
a lot of people.
How we get the techno-legal regime right in Zone 4 and 5 and how
we move to some situation wherein the buildings are safe relates to the
legal part of disaster management. Our own hospitals are not safe; if
lifeline buildings aren’t safe, I don’t think we can handle an earthquake.
The important thing is to get into retrofitting some of the buildings
already in existence. Buildings have to be planned in such a manner
that they can withstand quakes. The level of earthquake on the Richter
scale newly planned buildings can be able to withstand is another issue.
But we must start planning for earthquake-resistant buildings of Richter
scale of at least 8, in some of these areas.
How does the NDMA function? How do we look at the issue of
disaster management? The NDMA is entrusted with laying down
policies, plans and guidelines and also coordinate the activities of many
88

of the departments, both at the policy level an at the programme level.
The implementing arm of the NDMA still continues to be the National
Executive Council, which is chaired by the Home Secretary, but the
difference is that we are now pushing for the creation of state disaster
management authorities and state executive committees and also a
disaster management authority at the district level. We believe that a
large number of activities have to happen at the district level, at least for
response and rescue. When any eventuality takes place, it is the district
administration that is there first, on the spot, with the rest of the effort
to be supported from here.
Many states have complied with the law, by notifying the NDMA,
but when we look at things more closely, the provisions have not been
fully met. The state-level authority is always headed by the chief minister
and the vice-chairman is normally the revenue minister. At most times,
it is the SECs at the chief secretary level, who have taken on the burden.
This is not a very happy state of affairs.
The other thing that has happened after the NDMA is the setting up
of the National Disaster Response Force. For convenience, we have
picked up battalions from the central paramilitary forces. Eight of them
are trained and are ready to operate and two more have to be put in
place. Thus, ten battalions of NDRF will be available. Four of them are
trained for chemical, biological and radioactive emergencies as well. They
are fully equipped to handle any type of disaster.
From these, we sent a small unit to Fukushima. The unit worked
there and the feedback we have received from them is very positive
indeed. Our unit did a very good job and was able to handle some
contingencies, which I believe some other countries couldn’t. This gives
us confidence that we’ve reached a level where we can now expand. But
whether it is the NDRF should be expanded, or the state disaster response
forces, is the question that is being currently being debated upon. The
view of the Home Minister is that we should empower the states to
raise their own force and train and equip them, rather than the centre
taking on the entire burden.
As regards funding, the structure remains the same. The old Calamity
Relief Fund has been renamed the National Calamity Contingency Fund.
There is also provision in the Act to set up a disaster mitigation fund,
but it has not moved at all, even though the provision exists in the Act.
The Finance Ministry has some issues with it. Once that is through, the
state and district level funds will also come in.
Another thing we’ve tried to do in order to add resources to these
kinds of efforts is to enable the MP-LAD Scheme, which has an outlay
of Rs.5 crores per year in each district, much more money than the
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NDMA will ever receive. We want these schemes to also cover disaster
management activities. Though many disaster management-related
activities are covered, we are trying to include more.
The major thrust for the next five years we’re trying to bring about
is to mainstream disaster management into development plans. There
are to sides to this. One, what do we do in an emergency? Does the
Health Ministry have an emergency fund to handle an epidemic when
it occurs? Does the Rural Development Ministry have enough funds to
construct additional Indira Awas houses or roads, if needed in an
emergency? Two departments have made these provisions. The Indira
Awas Yojana is one; the Rural Drinking Water Mission is another. But
all other departments have generally kept things flexible and have not
earmarked anything. Thus, if there are breaches in roads, the National
Highway Authority of India will probably take three months to repair
it. They would seek funds, float tenders, etc., and that is not something
we’re very happy with.
One think we would therefore, be pushing for is the earmarking of
funds for immediate repair and reconstruction of facilities if a disaster
strikes, in whatever percentage we think would be required. Second
would be to provide relief for agriculture. For instance, we were able to
survive the drought because we had surplus seeds in the stocks of both
public and private seed agencies. Therefore, the call seems to be that we
need to have reserves of seeds, medicines and many other things. This
has to be set up, but I think we are struggling with the issue. If nothing
happens, it has to be written off, as many of the items may not have a
life. Obviously, we are worried about it. This is akin to insurance that
we have to buy. If no calamity takes place, we simply have to write off
the insurance. This is something that we’re working on, with eleven to
twelve ministries in the next Five-Year Plan, as to how to make disaster
management plans an integral part of their flagship schemes.
Another important aspect we have to consider is whether
development itself leads to some kind of a hazard? Very often it does. In
the case of Uttarakhand, the Border Roads Organization has probably
caused the maximum number of landslides. The PMGSY roads have
been laid in a very haphazard manner, which also has contributed to
some of the instability of the region. In parts of northern Bihar, some of
the roads built have caused water-logging. These are instances when
development itself becomes a hazard. We are trying to put this back
into the mainstream agenda, because it is very critical for people living
in remote areas.
The problem is very different in urban areas, where we have a lot of
construction. Even JNNURM doesn’t recognize in its manual that in Zone
4 and 5, construction has to be seismicity-resistant. Therefore, if a flyover
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were to fall, one ought to be well aware of the consequences that would
follow. So construction in any of these vulnerable areas has to face design
challenges of doing things differently. What we suggest in the first phase
is that all government buildings should be disaster-resistant, whether
Indira Awas, Sarva Shiksha Abhiyan school buildings, or those in flood
prone areas, which should ideally be constructed at a height. Buildings
in seismically sensitive areas should have design features that would
make them safer.
Fortunately, the Reserve Bank of India (RBI) has issued a new
guideline a couple of months ago, at our instance, that all projects
financed by commercial banks will have this factor of a safe building
built-in, depending upon the vulnerability of the region. This is
something we’ve have been able to achieve and I’m hopeful that it will
be taken forward.
Another major initiative, which to my mind is the most important,
is to leverage science and technology for developing better warning
systems and better preparedness. I had mentioned the system of in-calls
and am happy with what they’ve done so far, but they are also beset
with problems of vandalism etc. which however, is part of the
development process. However, we still have concerns about the
Metrological Department, major concerns about CWC, about the
Geological Survey of India, which is supposed to monitor landslides.
We simply do not get warnings in time. A warning about heavy rains in
four districts combined, in a place like Leh, would be repeated constantly
and we still wouldn’t know what to do. The Indian Metrological
Department tells me that they’re going to put more Doppler radars and
airborne warning (AWA) systems but their plans, even for the next four
years, is inadequate to me, in a country of this size. The CWC’s
monitoring systems are very meagre. They might be able to forecast in
about thirty places about what is likely to happen, which is highly
inadequate.
We have a problem with Nepal as we don’t capture heavy rains
there and in many of our own states. We have requested the Indian
Space Research Organization (ISRO) to tell us if something is going to
happen, so that we know in advance that heavy rains are likely to hit
Nepal and there is likelihood of floods in Bihar or Uttar Pradesh. But
surprisingly, West Bengal tells us that Sikkim doesn’t inform them of
coming heavy rains in the state, whereas Orissa doesn’t inform Jharkhand
about releasing water from the dam. These are issues of coordination,
which we need to sort out. If we cannot sort these out, we cannot do
disaster management in any effective manner.
The other problem is that of sharing. The IMD won’t share data with
the CWC, though the ISRO is better in this regard, as it delivers maps as
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and when we need them. Apart from the commitment to share data, the
interoperability of data is also an issue. It is a technical issue that we’re
planning to resolve. I think that in the next year or two, one of the
challenges would be to make government departments talk to each other
and give a signal to the state and district administration well in time,
about impending disaster. The disaster may or may not happen, but
even if the information is 80 per cent correct, it will be worth acting
upon.
The only successful example, interestingly, is from Assam, where
the North-East Space Application Centre (NESAC) has managed to
develop a flood forecast and warning system for four or five districts of
Assam, which has about 65 to 70 per cent accuracy. The point is, as we
go along, the accuracy will probably go up, but the system works well
only if those collecting information are able to respond to the warning
signals, and I think they’ve got two-thirds of their forecasts right in terms
of floods. In a way, there exists a model that we can scale up.
The Department of Science and Technology is currently doing an
experiment in the Mahanadi River in Orissa, the report of which I receive
every day. This model is intended to reveal the water level in a particular
place. This model does have a 2 to 3 per cent error, which is quite
acceptable. I suppose these models will help us in understanding floods.
The problem seems to be that the bed of the river seems to have risen in
many places so the danger levels, historically, have all changed, which
we’ve not revised. I believe we need to visit many of these areas to maker
a realistic and sensible assessment. The banks of rivers, particularly those
of the Brahmaputra, keep changing.
These are flow data, rainfall data, etc. Connecting these together to
arrive at a model of prediction becomes a technical challenge, but I
believe there is also a management challenge inherent here. As Mr.
Prabhat Kumar said, we have to look at whether we have the capacities
to handle these kinds of emergencies. The capacities are there with us,
but are dissipated. We don’t know who the people are and have not
trained them together. Therefore, in the next five years, the biggest
challenge is going to be of building capacities, both of the community
and of the government departments and personnel who will be handling
these kinds of disasters.
Let us look at example of the recent Bombay blasts. We’ve have been
consistently arguing that mass casualty management in government
hospitals has to be a priority. It doesn’t matter whether these casualties
happen as a result of a bomb blast or a bus accident. If 20 or 30 injured
suddenly land at a hospital, how will the hospital manage them? The
biggest challenge in that hospital in this incident was that we did not
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have enough X-ray machines. Most casualties had a broken arm or limb.
Flying out portable X-ray machines to the scene of the casualty may be
an ad hoc measure, but certainly not the best option. In the long run, we
shall try and create emergency support functions for each of the
departments in the Government of India and for each of the departments
in the state government and also a standard operating procedure for
each of the known emergencies. Of course, the possibility of something
that we don’t know happening is always there. I think that if we can do
this very clearly, some of the kind of problems we experience regularly
can be reduced.
We still do not have a platform to share knowledge and experience.
There are various websites, but these are not very functional platforms.
We need to put them together in sharing knowledge, particularly in the
context of early warning systems. A particular problem is that whenever
a contingency happens, there is either an overflow of help in most cases
and a gap in certain other cases. We would like to put together, at least
at the district level, the area, sector or responsibility an NGO or voluntary
organization to commence with. This is what the district management
plans would talk about. It is very interesting to see, in some very
backward districts, NGOs who have a plan for disaster from their
perspective. Their plans mention what they would do, if for instance,
there is a flood. It is very interesting to take these plans of the NGOs
together. Some of these voluntary organizations may have ten boats of
their own, or twenty good swimmers, local medicines which can be
readily administered. These local resources are scattered. They need to
be woven together at the district level so that they can become strengths.
If we look at the NCRB data, the figures are very interesting. The
2009 NCRB data mentions talks about 3,57,000 people dying in accidents.
Only about 6 per cent of deaths occur due to natural causes. 37.9 per
cent deaths are because of road accidents. Railway accidents claim the
next largest number of victims. When a railway accident happens, we
see a very pathetic sight of people trying to break windows with
hammers. We don’t know how to take people out. We’ve yet to start
working on some of these specific cases. We’re trying to look at whether
all RPF constables should be trained to handle such emergencies. Should
all railway employees not be trained as first responders? These are the
questions we’re grappling with. We’re also looking at whether shouldn’t
every lift-operator in every multi-storied building be trained to handle
emergencies, or every security guard should be made to undergo at least
a three- or five-day training. These are areas into which we’re trying to
push ourselves into and create a certain atmosphere where people can
be trained.
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We believe in one dictum — hazards cannot be prevented, but every
hazard need not become a disaster. Before I wind up, I also want to
demystify one myth. This myth is about nuclear disaster. Globally, there
have been about 180 nuclear and radioactive accidents, in which about
180 or so people have died. Only 33 people have died from radiation
leaks from established nuclear plants and the highest being 31 deaths
from the Chernobyl nuclear accident in Russia. The rest of nuclear
accident-related deaths, i.e. 140, have been on account of other sources,
including the accident at Mayapuri (New Delhi). We are consciously
asking the AARB that every single source that could be radioactive,
whether in a laboratory, hospital or a diagnostic lab needs to be
registered, monitored every year and a serious protocol and disposal
procedure be put in place. In the Mayapuri incident, there was a lead
covering that prevented the radioactivity from leaking out. For the
kabaadiwaala (scrap collectors), lead has enormous value. He simply
removed the lead covering and sold it! In doing so, he was himself sitting
on radioactive sticks whose radioactivity hit him. It was then that we
realized that we don’t have doctors who have any understanding of
how to treat those kinds of symptoms. When we create those capacities,
I think the fears about damage from radioactivity would be addressed
to a great extent. All the same, every single nuclear facility — there are
about 20 of them in eight districts — where we are doing an intensive
campaign of training people within the plant, for onsite management,
within twenty kilometers of that plant, including civil defence volunteers,
for offsite management. This exercise has already begun at Tarapur over
a month ago. We intend to take that process through all facilities that
have anything to do with nuclear energy, either a power plant, or a
nuclear processing facility. We want to complete this exercise at the
earliest, as this is an issue that has caught people’s attention.
Broadly, this is where we stand. Disaster management is still a new
and emerging discipline and we are still trying to grope our way around
in many cases, but we feel we’ve achieved some sense of direction in
what we’re trying to do. Ultimately, it is the district administration,
community at large and the central government, which will have to work
together. We really have to leverage science and technology as much as
we can to do the job that we’ve set out to do. Thank you very much for
your patience and attention.
Q and A Session
Question: I wish to pose a couple of questions before we close. One,
what is your message for NGOs? Two, how do you involve the
departments that are autonomous, like for example, the railways? Do
you want to get them on board as part of the NDMA, or convey your
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plans and then leave it to them? What is your policy or plan in this
regard?
Nandkumar We’re working very closely with NGOs but most NGOs
seem to be on the social side of activity. They’re strong in sectors like
education, health, nutrition, food, etc. We are working with NGOs
primarily in the areas of awareness and capacity-building and also in
the matter of response, in case of an emergency. Many NGOs have a
capability of manpower, if not resources; some have resources as well.
Some NGOs have the capability of managing health and children issues.
We’re therefore, trying to put them together. We want to create a space
within the district for each NGO to work in areas where they’re strong,
geographically and functionally. This connect is a problem, as many of
them tell me that when something happen, they are unable to meet the
district collector or tahsildar doesn’t meet them and they have to simply
hang around for three days before they’re even able to do anything.
The district disaster management plan has a very clear role cut out
for NGOs in a district and I believe that part of this problem will be
taken care of. We also have an incident response system guideline. In
these guidelines, it is clearly laid out that there will be a coordinator for
all non-government coordination in a relief operation. As far as the
railways are concerned, they come in two different roles. One; in most
disasters, we need the railways. We’ve worked with them during floods
and droughts etc. their role is clearly laid out, even in the Indian Railway
Service.But we would like to work with them separately in railway
accidents. Accidents are something that ideally the railways should
handle and we can only help them. We sent the NDRF to Kanpur, but
by the time it reached Kanpur, half the victims were either taken out or
weren’t in a shape to be taken to the hospital. According to me, we need
to handle railway accident more through an SOP which is specific to the
region and must have a very clear system of working. I believe that
even railway coaches need to be redesigned, as cutting open a coach
and extracting people from them is not easy. We use high-flame cutters
that burn peoples’ limbs. Cold cutters, which are power-driven, are not
easily available and power is not available at many places. Perhaps
railway coaches could have some malleable portion at the top, which
can be easily cut to pull people out in case of an accident. Thus, there
are design issues and SOPs.
Comment
While the railways do send their breakdown trains, they do face a
limitation in the number of breakdown trains they can send. But the
first rescue operations generally are mounted by the people in the
neighbouring areas. Therefore, perhaps, the district administration
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disaster plan could also include measures which people could take in
the event of a train accident.
Question: I’m glad Mr. Nandakumar brought up the topic of
radioactivity as also the Mayapuri (New Delhi) radioactive leak accident.
Unfortunately, I stay right across the road in Mayapuri, in Maya Enclave.
These things happen because there is no proper disposal unit for
disposing of chemical waste from research institutions and laboratories.
The gamma garden in IRA has been taken care of but the entire ICR has
built buildings over the gamma garden. I have worked in the IRA for 40
years.
Question: I understand that after the Orissa cyclone, a decision was
made to build cyclone shelters around the coast in such a manner that
those shelters could be used by the residents of those areas in normal
periods, either as a school or for other purposes. In case of a disaster, all
these people would be sheltered inside. I would like to know the progress
on that. Secondly, in the US after the Second World War, the then
President Eisenhower ensured that that on the country’s roads, after
every hundred miles or so, a landing strip for planes to land was
constructed. In all disasters, the first problem people face is that of
evacuation. Many deaths occur because evacuation does not take place
on time. I wish to know whether we are coordinating such a model in
our national road-building programme. Third, the roads in the NorthEast are disaster-prone. There is much development taking place,
whether in Sikkim or Arunachal Pradesh, with projects like hydro power
plants coming up. The roads infrastructure is very poor and we have to
think of some other organization, as the Border Roads Organization is
totally incapable of technically handling the challenge. We are constantly
thinking about China, which is at our doorstep.
Question: My questions that these things should have been done by
the departments concerned. Why is a separate body needed to remind
them that they should have carried out this work? If I’m responsible for
teaching a child, why should somebody else tell me that this is the manner
in which a child should have been taught? If I don’t teach in the class
properly, I would become a disaster tomorrow?
Question: Mr. Nandkumar mentioned two agencies, the NDMA and
the NDRF who are trying to meet emergencies. But the end-result would
be very messy. How can we ensure that the implementation of those
policies and projects does not lead to a situation where the end-result is
messy?
Nandkumar Let me respond to these questions. The matter of
radioactive and chemical waste was mentioned, which is a matter of
concern even today. To begin with, at least a hundred police stations
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will have decimeters attached to one patrolling beat, so that source of
leakage nearby may be detected and we can move in experts to handle
it. This is one lesson we learnt from the Mayapuri mishap. The leakage
did not have any odour, nor was it visible or emitting any light or
anything like that. Obviously, detecting something like this is a difficult
task. These decimeters are not very expensive and we are gong to equip
police stations with them. But I do agree that we must have a protocol
for this.
Orissa has indeed constructed a large number of cyclone centres.
They have fixed a drill during a particular day of the year, probably 19th
September, for reviewing their cyclone preparedness. All of them go to
those cyclone shelters and the drill is conducted all over Orissa. A World
Bank project is being launched in both Andhra Pradesh and Orissa and
three or four states are likely to join later. We have a few problems with
environmental regulations, because if we take it too close, the CRZ
regulations come in the way, whereas if we step farther away, then we
won’t get to land. There are these small operational issues, but the
programme is on.
As for the suggestions on roads having airstrips; frankly, this is a
new idea that we haven’t looked at yet. This is a worthwhile idea but
we need helicopter support for lifting work. We must look at this idea
no doubt and let me see if I can push this idea past the Planning
Commission. As for the Border Roads Organization’s capability to handle
road-building, I must say that all road construction agencies in hill states
will face the same problem. BRO does not have a single geologist. They
simply cut through the rocks and build roads, which indeed is a problem.
The state of Uttarakhand has a total of nine geologists, who are all
involved in giving sand-mining leases. They are not into looking at
landslides at all. These are the kinds of problems we’re grappling with
and so we’ll have to push that a little harder.
As for the question why we need a separate NDMA when individual
departments can do that job, is a technical question that is rather difficult
to answer, but I suppose that our effort is to see that systems become
resilient enough to handle a disaster, and themselves do not create one.
This is the process to achieve that outcome. One of the problems we
have, which we must accept, is that our culture of safety is very poor.
Day-to-day examples reveal this. For instance, people know that a boat
can carry only, say 20 people, yet is overloaded with more than 60 people
which results in the boat sinking and people drowning to their deaths.
The number of accidents we see almost every day is both because of bad
manufacture and bad practice. I think that if we have to move in the
direction we really desire, we need to have a much larger campaign
towards the concept of a safer India. A poster in the UN reads: “Towards
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A Safer World”. In that regard, we in India have to do much more in
detail about educating people. People shouldn’t be dying of gas cylinder
leakages, electrical short circuits, tents catching fire pilgrim centre
mishaps like the Sabarimalai, Naina Devi, Amarnath or Kumbh Mela
incidents.
We have located a few professors in the IITs who have studied the
movement of human beings at public places like railway stations and
have done projects of that nature. We have used their expertise to see
whether we can develop a model that can provide some safety in pilgrim
places and congregations where narrow spaces are involved. This is the
best we can think of at this stage. But again, we have to leverage
technology. We cannot expect the conventional traffic police to control
a crowd that is much beyond their capacity to control. We have to have
the application of science and technology. The only examples we can
think of are Tirupati and Vaishno Devi, which seem to have managed
pilgrim crowds better, but most places have ad hoc measures.
Comment: How about using hand-held radios?
Nandakumar: Hand-held radios are an excellent device, though
unfortunately, we’ve not been able to use them very extensively. The
only time they were used effectively was in the Andhra cyclone, twice,
because people knew how to use the device. We are working on it. We
think it is an excellent resource, particularly given the fact that even in
the Christchurch earthquake, people didn’t get messages on mobile
phones because they couldn’t charge them, as there was no power
supply. Anybody who had a radio got the message. So hand radios are
an excellent means and idea in times like this. We are trying to figure
out how to put it in a structure.
Question: You said that 38 per cent of deaths occur due to rail and
road accidents. Now that we’re constructing a number of national
highways, where vehicles driving at a high speed is the norm, is there a
centralized state organization in order to respond to road accidents?
My second question is: the bulk of these accidents occur because safety
and traffic regulations are not adhered to. Buses meant to carry only
forty passengers carry over a hundred, carry people on the top; we can
see scooter-rickshaws cramming in ten or twelve people. The majority
of accidents occur because of these practices. How can we ensure that
rules, which are there in existence, are followed?
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Question: In the 1971 war, we found that the railways played a major
role in dealing with problems that fall in the disaster category. In
disasters, we are faced with a situation of transporting supplies over
long distances. We find that Indian Railways have electrified most major

routes. Electrified lines, though a means of modern transportation, also
pose a hazard, as one bomb attack can throw them out of order. In the
national interest, our suggestion that wherever there are double lines,
at least one should be kept as non-electrified, running on diesel traction,
so that if the electric route is out of order, which would take a long time
for repair, at least the alternative route can be in operation. Or, alternative
routes without electrification should be built, so that in times of disaster,
supplies can be transported across the country.
Nandkumar: The author has mentioned something about the centrestates relationship. I feel that when we delegate too much to the state
governments, they only squeeze you for funds. Generally, I feel that the
central disaster plan should have full control and you should expand
yourself and supervise whatever little bit you give them. The centre
should be prominent. Secondly, every day, we can see umpteen number
of kabadiwaalaas walking on the roads. There is a need to give some
training to them, so that they are able to know what they are picking
up. They pick up very contaminated and dangerous things.
Coming to the question on the implementation of JNNURM and
PMGSY, I think that when we fast-track developments, we sometimes
miss out on some of the disaster management issues. We are tying to
bring these issues back, at least in the next plan. Some concern regarding
disaster management should be there in all building designs, starting
with school buildings.
We are trying to take note of the point on railways and trying to
look at what could be the best solution. The kind of scenario you
mentioned could happen even in a landslide or in an earthquake
situation.
State-centre relations are very complex issues. If one were to ask
any chief minister, he would say that his state does not want any
centrally-sponsored programmes, as they have the money and “know
how to do things”. But when a disaster strikes, they all land at the centre
with demand for a package of at least Rs.20,000 crores. This is a battle
that will continue to be fought, but I suppose as professionals, we will
look at handling the disaster, irrespective of which state or part of the
country we are from. Maritime disasters are mostly left to the navy and
the Shipping Ministry. We are not present, but we face problems with
the ports. In Bombay, there was an instance where they stored a chemical
without informing anyone that it is a chemical, which then began leaking,
spreading panic. On the issue of handling of chemicals in the country,
whether in storage, transit or in factories, we are in dialogue with the
people and looking at roughly four amendments which we need in
various Acts. This work is in progress and we may be able to say
something specific on that in another six months or so.
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Question: I took up the topic of two- and three-wheelers on NH8.
The typical answer of the Chief of Traffic Police has been “We shall
see”. Why are two- or three-wheelers allowed on the highways? The
average death rate only on the stretch of 10-15 kilometres from Gurgaon
is about one or two deaths every day. In 1975, there was a flood in Assam.
I happened to be working for the Special Child Relief Programme of
UNICEF. $9 million had been earmarked for 5 states. It was a disaster
after the disaster. Foodstuffs had come from Anand, Gujarat. I was able
to put to use an earthen choolhah to use, something I had learnt at
Sewagram. All it required was mud, stones and bricks. Cooking was
quite simple with the use of this oven. After some initial publicity,
Sewagram and this Gandhian concept was soon forgotten. This method
is down-to-earth, economical and applicable. Sadly, practical methods
and solutions continue to be ignored.
Nandkumar: I am in touch with organizations doing grassroots work,
but have not been able to put them into a structure yet. We have to look
at options in specific locations.
Today, if we look at Bihar, before the flood, every collector had been
given a rate contract and an authorization to place demands for candles,
bread or other items. Medicines are stored for contingencies like fever,
dysentery etc. We have not done the studies for tents and blankets, which
is something we are working on. On the question of inventory of
equipment, the question of maintenance also arises. The idea that we’re
working on is that NDRF should hold a certain reservoir of supplies. It
may be in the form of equipment or supplies, which can then be
dispatched quickly. We have to agree on a list. If items have an expiry
date, we need to write very clearly that we shall not use it at the end of
the expiry period.
Question: If we have a system in which we can record the acquisitions
of items to be used, we can leverage the stock from government agencies
for procurement, so that we can create a common resource pool.
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Nandkumar: In some district disaster management plans, this is in
vogue, though I cannot vouch for all of them. It is the list of all the
pharmacy surveys, containing telephone numbers and everything else.
This is something we are insisting on, as an inventory of resources at
the district level. We have not done it empirically at the national level,
because at the national level, we only need the companies who
manufacture these items. We are also insisting that all wholesalers must
be listed at the state level with telephone numbers, contacts and
everything. All hospital services, including private hospitals, ambulance
services, the list of all compounders who can handle contingencies, a
list of all X-ray machines that can be made available, are the lists will be
inventorized. We are also prescribing a schedule for updating the list,

but I’m not sure whether it will work. Laws are not obeyed, as every
builder violates the building code. Look at the Municipal Corporations.
If we ask them to really evaluate a building for its safety features, the
answer would be shocking. In fact, the Municipal Corporation of Delhi
has only one engineer who can do this. How does the corporation then
sanction building plans?
As consumers, we buy apartments but do not do check safety
specifications. We are in a situation where much more needs to be done.
That is why we have asked the RBI to issue a circular to this effect to the
banks, so that at least the banks will ask those questions to builders.
Question: In one of the earlier lectures at the Centre for Governance,
a secretary of the Tamil Nadu state government had spoken on the
management of the post-tsunami (2004) measures. Those of us who
attended that talk were spellbound by her presentation. The same
tsunami had struck Sri Lanka too. But I believe that the response in Tamil
Nadu was perfect. There are many instances of people affected by
disasters. Can we access the experience of other organizations so that
when such a tragedy strikes again, we have a ready reckoner of how to
deal with the situation?
Nandkumar: The person who was the Collector of Nagapatnam
today works with a UNDP project. We are pulling out all the experiences
that are available. There are people who have worked on the Gujarat
earthquake relief measures, the Orissa cyclone, etc. We are learning those
lessons and incorporating them into state studies and the data is now
available. We are trying to develop SOPs. If another tsunami strikes the
coast of Tamil Nadu, what should the present Collector of Nagapatnam
do? An interesting thing that happened in Nagapatnam was that the
coast that had mangroves or trees on the periphery suffered much less
damage. One village that suffered the maximum damage did not have
an exit road. The only road that went into the village was towards the
sea. So the inhabitants of the village actually ran towards the sea. These
are lessons we are learning the hard way.
M.C. Verma
Friends, we have had a very interesting and useful session on disaster
management. We have heard what the government at the centre, the
states, the district administrations, various ministries and other
organizations and possibly the NGOs can do and should do. We are
aware that the culture of our country leaves a lot to be desired in terms
of safety preparedness. This is true in offices and organizations and
therefore, obviously necessary that we must have an awareness
campaign at levels in all languages for all sections of people. Apart from
that, we also have to leverage what science and technology provides,

101

which is what the NDMA has been trying to do. They deserve our
congratulations for being able to absorb what they have been able to, on
the science and technology platforms. They are also aware of what
further needs to be done. They are collating and gathering experiences.
We also have to look at others’ experiences like for instance, what the
Japanese have learnt from the recent Fukushima disaster, which I’m sure
will follow in due course. We must be grateful that we finally have an
organization that is wiling to carry out this task for all of us.
I would like to add a couple of points from my side. We in India,
though not very safety-conscious, face high vulnerability to hazards. A
report from FICCI says that the Indian sub-continent is one of the world’s
most disaster-prone areas. This report does not include references to
recent problems of climate change, which themselves are aggravating.
The report says that 55% of land is vulnerable to earthquakes; 8.5% of
land is vulnerable to cyclones; 5% of land is vulnerable to floods; one
million houses are damaged annually and human, social and other losses.
Therefore, this discussion has thrown up some very important points.
Mr. Nandkumar has taken note of all the important issues raised by our
friends.
I would also like to add a small note on what the central government
must invest in specialized organizations like the CWC, IMDG, ESI and
scientific organizations, which do receive funds without too much of
scrutiny, which I don’t think is correct. These organizations must build
up their capacity. We can learn from other parts of the world. The US is
one classic example. The UNDP is also available and if asked, they should
surely be able to provide load of support from the experiences and
learning from the other parts of the world, especially from the tropical
world, of which we are a part. We may also be aware that one of the
triggers for the 1971 war was also the cyclone in Bangladesh. Thus,
disasters can lead to a lot of major changes.
We must all be ready for any eventuality or disaster in the country
in some form or the other. India is a very large country and therefore we
have to be prepared. Thank you very much.
J.S. Oberoi
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Before we go in for a formal vote of thanks, I wish to make an
announcement. We are beginning a new lecture series from next month
on a very important subject, which is of interest to a large number of
people, which is, delivery of public services. Some states in the country
have recently passed legislative acts of guaranteed delivery of important
public services. We are fortunate to have consent from three such states,
whose representatives will come here to make their presentations on
how they have managed the new system. One is the state government
of Madhya Pradesh, whose Principal Secretary in charge of the relevant

department has agreed to come. The state government of Bihar has also
agreed, whose Secretary’s consent we may hopefully obtain. The third
state government is that of Delhi, which has also passed this legislative
act. The topic shall be in the form of a panel discussion next time on
August 12th, at this venue at the same time. I now request our senior
member Mr. Pratap Narayan to present mementos to the distinguished
speakers and also propose a vote of thanks.
Pratap Narayan
Thank you, Mr. Oberoi. First, I would like to thank the speaker of
the day. The lack of preparedness that we find is indeed a matter of
concern to all of us. You have assured us that not only are you taking
various actions to predict disasters, but also take concrete actions. To
that extent, I think this has been a very useful talk to reassure us that we
shall not be so helpless in the future. Disasters will take place, but will
be managed better. We thank you for sparing your time. I also would
like to thank Mr. Varma for having chaired the session and conducted
it. He is one of our regular core group members and guides us in various
activities. We express our gratitude to Mr. Prabhat Kumar, who is
responsible for the idea of the Centre for Governance taking shape. He
offers his guidance and takes active interest. As far as the lecture series
are concerned, it is the brainchild of Mr. J.S Oberoi and the passion with
which he follows various tasks and issues and conducts the events. His
active interest is indeed reassuring. Thanks are due to him too. I also
thank the audience, without whose participation, our programmes
cannot be successful. I thank them for sparing their time and attending
our lectures. I also would like to thank Syndicate Bank for having
sponsored this series. As Mr. Oberoi mentioned, this is the fourth and
the last lecture in the series and he has also announced the next series of
lectures. Finally, I thank the India International Centre, for collaborating
with us on all these lecture series and also for providing this venue and
facilities. We look forward to seeing you all again. Thank you very much.
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