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Sub: - Provisional response, pending submission of exhaustive and analytical one, with regard to staffing norms and new HR plan.  
Ref: No: 4-1/2010 -Restg. 
dated 26.12.2014.
Redrawing human resource plan and taking a fresh look at staffing norms in BSNL need an extensive field study and a close interaction with the representatives of the employees. Taking into account the vastness and the complexities of the Organization, it is really incomprehensible and inexplicable as to how M/s Deloitte firmed up its view on such critical issues as HR plan and staffing norms without visiting the field units and taking vital inputs from Associations/Unions. We recollect when NPC (National Productivity Council) in 1985 was assigned with simple task of evaluating job contents of erstwhile JE Telecom vis-à-vis high tech areas in DOT, the said consultant extensively toured the field units of DOT to get complete feedback before submitting its report. 
The fact of the matter is that numerous consultants set up BSNL like KPMG, BCG, and, of late Deloitte, have had absolutely no contribution in addressing complexities of BSNL because they are far withdrawn from ground situation prevailing in our Company. Thus, BSNL Management, in close consultation with Associations/unions, can alone address and sort out these complex issues through mindboggling and frank discussions, and we are confident that the Management will initiate a threadbare discussion immediately to address these issues comprehensively, keeping in mind the business needs and growth of the Company as well as reasonable career growth of the employees.
BSNL is a huge company spread across entire length and breadth of the Country having inherited Govt. legacy. 2.4 lakh employees of the Company are its biggest asset provided they are utilized optimally and effectively in various upcoming potential services like landline with broadband, GSM, CDMA, WiMax, internet, data services, FTTH. Massive transmission network, land and buildings are also great assets. None of the consultants appointed thus far recognized strategic importance of these highly potential areas and suggested any road map to exploit them commercially. For them, pruning of manpower has been main area of concern, without recognizing that it is near impossible for BSNL to run its operations in key areas like landline, transmission, land and building, mobile etc. Consultants have always missed on this critical aspect.
There is no telecom company in the Country comparable with BSNL in terms of Industry standards. BSNL is the only operator having landline business across the country, requiring huge manpower, especially non Executives. All the consultants and even the Govt agencies compared BSNL with other private operators and the industry standard followed by them. If comparison is to be done, it can be in the same area of business like Mobile, marketing etc and not with land line sector which requires huge manpower.

Our opinion with regard to staffing norms proposed by Deloitte is that they are highly unrealistic and need outright rejection. We are however hereunder submitting our response to the new Man power plan and staffing norms. A detailed discussion is however absolutely important to build consensus on these issues.
A. Norms for DGM, GM, CGM posts in Territorial Circles: 
The proposed norms give an impression that the consultant is keen to protect the interests at senior level and reduce the manpower at operational levels since all the cadres at the operational level are proposed to be reduced drastically or declared redundant. This is something that cannot be explained on rational basis.
Considering the availability of the manpower in BSNL for the next five years, for efficient   functioning of the Circles, we suggest reducing the number of CGM/GM posts considerably and correspondingly increasing DGM posts at least to 2000 in Telecom Eng. side since this interface is very critical from point of view of planning, execution, procurement and other crucial business activities. Keeping huge number of posts vacant at GM/CGM will really affect the functioning of the Circles. Instead of GMs, empowering and expanding DGM cadre for the next five years is extremely significant and has to be considered very seriously. 
B. Norms for JTO, SDE, AGM etc:

There is no need of having norms for creation of posts of JTO/JAO, SDE/AO and AGM/CAO. Clubbing these cadres into a single cluster, they would be reporting to JAG level. With duties and responsibilities of each cadre clearly defined, they would be moving from one cadre to another on a time bound basis and reporting to a JAG level officer. There would be no need of having norms for creation of posts for these cadres as well as need of maintaining seniority lists. Recruitment, depending on the needs of the Company, must be done at the entry level of JTO/JAO, in accordance to the provisions of RRs for these cadres. 
C. Norms for JAO, AO, CAO etc:

It is proposed to follow the suggestions given in B above and no separate norms or sanction is required for AO and CAO cadres.

Further, there is no justification in the proposal for reduction of posts in the name of ERP unless and until it is established that by implementation of ERP, man power can be saved and such drastic reduction is possible. 
D. Norms for Civil/Electrical/Arch wings:

BSNL is having huge land and building assets. Other operators are functioning mostly from rented building. So, comparing other operators, the observation that these cadres are not aligned with the core business of BSNL is unfounded. BSNL is proposed to create land bank for the effective monetization of the same. Further, after inclusion GFR -126, Civil/Electrical wing will have lot of scope for external projects in addition to the huge number of external projects they are already having. So, these cadres should be make part of the main stream. 
E. Norms for Non Executives:
Two cadres, TTA and TM are playing very crucial role in operation and maintenance of the huge BSNL network. In large number of small and medium Exchanges, TTAs and TMs are functioning as “Officer-in-charge”. TTA cadre is playing a key role in BSNL, both in operations and developmental activities. As long as BSNL is providing landline services, TM cadre cannot be ignored as they are playing an important role in the field units. The norms proposed for TM cadre is too stringent especially for the small and rural exchanges and difficult terrains. In long run, outsourcing their work will really destroy the network which cannot be restored afterwards. So any decision to reduce their number drastically will be counter productive.
When the Management is contemplating about introduction of new Man power plan, this is just the apt time to switch over to the new mechanism of clubbing JTO/JAO, SDE/AO, AGM/CAO etc into a single cluster, with clearly defined duties and responsibilities for each cadre, and each one moving from one position to another on a functional basis within specified time spans. Each one of these cadres would be reporting to JAG level and as such there is just no need to go into the question of firming up norms for creation of posts in each of these cadres. We will have to work out the number of posts of JTOs/JAOs to be filled up in accordance to the provisions of existing RRs. 

This mechanism which is not only healthy, performance oriented and innovative but will get rid of obsolete concept of maintaining seniority and considerably help improve growth of the Company. This concept has to be the cornerstone of the new man power plan and its implementation will bring about badly needed and drastic face lift in HR landscape of the Company. It is here where the real thrust, focus and momentum is urgently required. 
Keeping in view our considered opinion of introducing this basic innovative mechanism in man power plan, we feel there is just no need to go into the issue of having a relook at the existing staffing norms in case the management is serious and honest to introduce this mechanism. It needs painstaking and threadbare discussions. Till such time this mechanism is firmed up and introduced in totality in the new manpower plan, and this has to be done as fast as possible, there is just no point in suggesting what should be new norms for creation of posts of SDEs and DEs and other equivalent cadres in other streams. Existing sanctioned strength of posts in cadres of JTO/SDE/STS and equivalent cadres and the mechanisms of filling up these posts should remain undisturbed till such time. Yes the existing base of JAG needs to be considerably broadened for obvious reasons stated above.     
With regards,
(K. Sebastin) 
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