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ABSTRACT 
 

In my last assignment as Chief Personal Office (Co-ordination) I was looking 

after the herculean task of redistribution of vacancies so as to achieve the goals of 

Manpower Planning, Rightsizing and Economy of Expenditure. Since Indian Railway 

is implementing these measures throughout India in all the zones. It was imperative that 

we check the feasibility of these measures  

The Central Government, today, is perceived to be unwieldy, bloated and 

unmanageable, unconcerned with delivery of public services but skilful in perpetuating 

its own existence. How has this perception come about, given the fact that the civil 

service in its halcyon days was hailed as the ‘steel frame’? Some social historians feel 

that Indian bureaucracy is no different from its counterparts found all over the word. It 

manifests some of the common problems inherent in bureaucracies – rigid hierarchical 

structure, so-called objective decision-making bordering on indifference and 

callousness, passivity and inertia that comes to life only when self- interest is involved, 

a fetish for strict adherence to rules and regulations, plethora of channels and 

procedures leading to delays and so on. In that sense, Indian bureaucracy fitted into the 

generic description of bureaucracy. 

While examining above position, one must however hasten to add, that with the 

onset of Liberalisation and Globalisation, forces have been unleashed which have not 

only brought about definitive changes in the methods of conduct of Business and Trade 

but have also impacted the Structures and Processes of not only Organisations but also 

of Nation States, forcing changes in them. These winds of change are blowing across 

nation’s borders. 
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The global changes have produced considerable strains and stresses on the 

existing Organisational Structures. Organisations have been put on notice to either 

respond to these changes with alacrity or get side lined in their march towards 

development and progress. The Railway has been conscious of the need to respond to 

these changes, for a considerable time now. There has been a growing realisation that 

unless we quickly and effectively streamline the size, structure, role and functions of 

the Railways machinery and harmonise it with the emerging forces of Liberalisation 

and Globalisation, our very survival will be at stake. Therefore, this study is significant 

as it does a critical analysis of the strategy of redistribution of vacancies 

This study attempts to provide a brief overview of the broad spectrum of issues 

relating to redistribution of vacancies in the context of Manpower Planning, Rightsizing 

and Economy of Expenditure. Qualitative strategy was adopted to know Government 

mandate by document analysis. Unstructured Interviews were conducted for feedback 

analysis of the policy decision and to conclude monetization was done to know the 

Expenditure savings. Details from only three zones NR, WCR, SECR could be 

collected in this short span of time. These were studied and they show a saving of Rs. 

123.75 Crore. Thus, this policy is feasible and should be encouraged and perused.   
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CRACKING THE CODE  

 

“The elements are always the same, but they keep rearranging themselves... so 

it’s like a kaleidoscope: the world is a matter of patterns that change, that partly repeat, 

but never quite repeat. It is important to realize that the game you are in keeps changing, 

so that it is up to you to figure out the current rules of the game.” 

 

M. Mitchell Waldrop, “Complexity: The Emerging 

Science at the Edge of Order and Chaos 
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CHAPTER – I 

INTRODUCTION 

 

Manpower Planning is an exercise or procedure to identify requirement of 

Personnel for a specific task or project and to devise a strategy for their optimal use. 

The right kind of Personnel in right number and right place deployment are involved 

in such a planning exercise. Four steps are involved in Manpower Planning exercise 

which consists of analyzing present labour supply, forecasting labour demand, 

balancing projected labour demand with supply, and supporting organizational goals. 

The objective of such planning is to determine requirements of Personnel for different 

levels and job profile with the organization so that adequate and right number of 

Personnel are engaged or deployed for each department or division. Thus, such 

Manpower Planning exercise and process help organizations to design and plan 

accurately for employees requirements so that organizations priorities and set goals are 

facilitated to be accomplished, it also minimizes under utilization and enhances 

effective utilization of human resources. Effective use of manpower and optimum 

productivity will reduce the wastage. Therefore, it will lead to Economy in 

Expenditure. 

On the other hand, “Rightsizing is aimed at bringing an organization to the right size 

of employees and relevant skill set”. This continuous process involves among other 

things, “altering job profiles and positions to maintain expertise within a company and 

solve business goals at the same time. Downsizing concentrates on reducing workforce 

to save money on pay roll and other HR expenses”. While the goal of Rightsizing is to 

maintain the right number of human resources. Naturally, Downsizing does not fit in 
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the modern HR strategy that focuses on employee development and building 

sustainable corporate culture. As a viable alternative to Downsizing, organizations opt 

for Rightsizing. 

STATEMENT OF PROBLEM 

Modern bureaucracies and Governments are facing unique dilemma. On the one hand, 

the 21st century organization needs intelligent, motivated, collabourative and 

enterprising people, on the other hand, the efficiency of technology and new 

management approaches make it possible to work with fewer people. The matter 

becomes more complex when viewed from the context of liberalization and 

globalization and the forces of fierce competition which are pushing organizations into 

fight for   survival. Rightsizing, cost cutting measures and strategies for optimizing 

efficiencies and productivities are new “Mantras” for survival. Rightsizing is, however, 

a relative notion. Determining the “right size” must be done considering the functions 

assigned to it, the skill profile and the fiscal outlook. 

The wage bill which has inflated as seen from the study by KP Geethakrishnan (1999). 

He noticed that the total staff strength of   Central Government including defence forces 

was around 5.5 million and that of Central PSU’s including banking and insurance 

around 3.5 million. The total staff strength of the state governments, their commercial 

undertakings, local bodies and aided school were around 120 lakh. Thus around 1.2 

crore people get their wages through Government coffers, which works out to be 08 

percent of the GDP of India. BP Mathur (2003) found that the overall wage bill of 

202.50 lakh employees of Central and State Governments and bodies controlled by 

them is Rs. 2,16,228 Crore. This works out to be Rs. 9.70 i.e., almost 10 percent of 

GDP. Thus, 10 percent of India’s GDP goes to meet wage bills of employees who are 

at Government’s largesse. It may be noted that these figures do not reflect the 
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Expenditure incurred on housing, health care, such as Central Government Health 

Scheme and certain other fringe benefits. With such burden on account of the wage 

bill, curtailing the size of the workforce without the negative consequences attached to 

Downsizing has to be a major agenda in effecting Economy in Expenditure. It is, 

therefore, necessary that the delicate and complex task of Rightsizing and Manpower 

Planning should be approached with due preparedness and commitment. 

RATIONALE 

C. North Lote Parikinson, a British scholar predicted a rising pyramid of bureaucracy 

and showed that there would be an inevitability of staff growth whether there is work 

or no work. He coined his findings in what has now come to be known as Parikinson’s 

Law. 

His two famous laws are: 

Work expands to fill the time available for its completion and the people in any 

working group tends to increase regardless of the amount of work done. The Indian 

Railways typically represents Parkinson’s characteristics. It is bloated, keeps 

expanding, and a large part of the workforce, does not work at its potential. No doubt 

there is urgent need to re-organize, restructure the Railways machinery so that Indian 

Railway can become a leaner and better organization. 

In this imperative is Rightsizing strategies, that would enable Government to shed 

some fat. Manpower Planning has to be such that our objective of Rightsizing is 

achieved. We have to put statutory control on creation of posts. And redistribute posts 

/ vacancies from where not required to where new assets are being created. Thus, on 

one hand we would be figuratively surrendering vacancies from one department. But 

actually, using these for creation of posts in another. Therefore, the control on creation 

is preserved by diverting posts to where required. 
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OBJECTIVES 

i) To identify the vacancies which could be redistributed 

ii) To identify the department where shortage of posts exists and creation of posts 

required 

iii) To accomplish man-power planning by need based redistribution of vacancies 

iv) To evaluate redistribution of vacancies as strategy for Rightsizing 

v) To evaluate the Economy in Expenditure through redistribution of vacancies 

vi) To suggest way forward for Economy in Expenditure. 

RESEARCH STRATEGY & RESEARCH DESIGN 

The research strategy is qualitative as it “is not based on a single theoretical concept, 

nor does it follow a single methodological approach. Rather a variety of theoretical 

approaches and methods are involved” (Flick,1999). The research design is critical 

research. 

Qualitative Research is a form of non-statistical enquiry, techniques which is 

utilized to collect data about social phenomena. Qualitative research is different from 

Quantitative Research in some basic methods: -  

Qualitative Research Study generates subjective and theory generating answers 

whereas quantitative research is objective in nature. Another important difference 

between the two is that qualitative research – the researcher must often interact with 

individual in the Group they are studying. Quantitative Researcher’s on the other hand 

to maintain objectivity usually maintain a distance. The most basic of the difference 

between the two researchers is that qualitative does not revolve around numbers 

whereas quantitative is based on statistical analysis.  

As regards, the three types of qualitative research  
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i) Explanatory Research,  

ii) Interpretatory Research     

iii) Critical Research Study 

The present phenomena fall under the category of critical research and is mainly 

used by the public administration researchers. The primary goal of critical research is 

to support people in modifying their actions. It is initiated when some crisis exists in 

the organization. Then the researcher approaches the study of the same crises with due 

commitment to help the people involved.  

RESEARCH QUESTIONS 

i) Which are the vacancies that can be redistributed ? 

ii) Which departments are facing a shortage of posts ? 

iii) Whether Rightsizing can be achieved by redistribution of posts ? 

iv) How to accomplish Manpower Planning by redistribution of  vacancies? 

v) Whether redistribution of vacancies will lead to Economy of Expenditure? 

vi) What are the major issues and concerns relating to Rightsizing of man-power 

in the Railways? 

vii) How far success has been achieved in the effort to Right size through 

redistribution of vacancies. 

RESEARCH METHODS AND DATA SOURCES 

This study has been conducted in the Northern Railways which is one of the sixteen 

zones of Indian Railways. To see the effect in other zones data from South East Central 

Railway and West Central Railway has also been taken. The method being used is 

document analysis which is needed for identification of vacancies and surplus/deficit 

staff and Government’s mandate. Besides unstructured interviews have been 
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conducted with top officials in Railway Board and Northern Railways as also experts 

in the field of Public Administration, Public Finance and Human Resource 

Management. In this format emphasis would be to collect qualitative data by 

examining the collection of printed documents, government mandate in the form of 

orders issued, interviews from key Personnel will be collected to ratify the inference 

arrived at. Thus, the aim would be to gather all possible facts pertaining to the problem 

through examination of Documents and Personnel Interviews to finally arrive at a 

conclusion.  

LIMITATIONS 

i) This study is restricted to Northern Railways, South East Central Railways and 

West Central Railways, other zones also should be studied. Details for other 

zones were not available for monetization. 

ii) The outsourcing resorted to after redistribution of vacancies, its costs need to 

be studied 

iii) The difference in efficiency between permanent employees and contractual 

need to be studied. 

iv) Safety issues should be checked before outsourcing 

v) Quality issues need to be studied 
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CHAPTER – II 

LITERATURE REVIEW 
 

This section brings together the key points from past studies on Manpower 

Planning and Rightsizing. The studies have shown how Rightsizing/Downsizing are 

important for Manpower Planning. Kingsbury (1995) in a study offered alternative 

premises and    paradigms which could be applied to achieve needed Downsizing in a 

less-costly and disruptive way. Study showed that involuntary separation practices that 

are not grounded on organizational performance and interest may lead to negative 

consequences. Cipolla    et al (1995) studied Downsizing as an effective management 

tool for restructuring and reengineering of organizations which can reduce expenses, 

increase profitability, increase competitive advantages and improve customer services, 

they found “careful planning and decision making before initiating Downsizing is 

essential. Effective Downsizing begins with series of strategic decisions that focus on 

organization’s mission and how best to achieve it”. 

The Position paper titled, “Rightsizing the Government Workforce” by Lal 

Bahadur Shastri National Academy of Administration (LBSNAA, 2001) published in 

the Administrator Journal examined issues like “organizational restructuring, impact 

of technology, abolition of vacant post, freeze on recruitment, across- the-board-cut, 

and voluntary retirement”. It also examined the initiatives taken by the Expenditure 

Reforms commission It suggested a road map for rationalizing the staff and cadres of 

different services 

Oman, Ray C., Gabriel, Ronald L., Garrett, Jacqueline J., and Malmberg, 

Kenneth (2003) in a study titled, “Actions by Political Officials Have Weakened the 

Federal Government Workplace: Downsizing has Cut Lower-Level Workers the Most 
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and replacing Federal employees with Private Corporations Costs Much more, creating 

the need for immediate Reform”, studied the effect of Downsizing on lower level 

employees and the current practice of replacing of federal employees with private 

corporations. As per their study “although Downsizing has been touted as an efficiency 

and economic measure, lower-level employees experienced the most cuts. The current 

practice of replacing federal employees with private corporations costs much more”. 

Bhattacharya, Sanghamitra and Chatterjee, Leena (2005) in a study on 

Organizational Downsizing, its concepts and practices identified issues in 

understanding and managing the dynamics and processes of a sensitive and crucial 

exercise like Downsizing. According to their study the “negative consequences of 

Downsizing should be minimized by viewing it as a process of transformation, not just 

through incremental changes, but also by reframing existing mental models, 

assumptions, policies and relationships to enhance the adaptive potential of the 

organization”. 

Advent of the knowledge and Information Technology revolution in the 1970’s 

and 1980’s transformed the world. Bill Gates has aptly described the acceptable pace 

of doing business in the current millennium as ‘business @ speed of thought’. 

(Mohanty et.al). Since, the 1980’s Organizations started seriously reviewing the actual 

utilization of their workforce and the phenomena of ‘Downsizing’ and ‘Rightsizing’ 

were born. 

“Organizational Rightsizing consists of set of activities that are undertaken on 

the part of management, designed to improve Organizational efficiency, productivity 

and competitiveness. It represents a strategy that affects the size of the organization’s 

workforce and its work processes” (Cammeron, et al, 1993). 
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Most of the last two decades of the 20th Century witnessed a war of 

contradictions. The employers fought for ‘Downsizing’ as a logical and sound business 

strategy for survival, while the employees, the unions and the State apparatus resisted 

any move to cut down employment. The resultant scenario was a respectable 

compromise called ‘Rightsizing’; an astute term more flexible that the uni-directional 

‘Downsizing’. Nevertheless, the content and the meaning of the term ‘Rightsizing’ 

remained much the same as ‘Downsizing’ (Mohanty et al). 

Actually, all across the globe, it is the volatile business conditions that have led 

to drastic Downsizing. Organizations are continually changed by the changing 

environment, ‘to do more with less’. Changes such as technological advances, 

globalisation, catastrophic business crisis, a frantic competitive climate and demanding 

sophisticated customers, are happening in the external environment of every 

Organization. Internally too, re-engineering, re-structuring, Downsizing, 

empowerment etc. are increasingly resorted to (Carter, 2000). The National 

Government are struggling to sail along with the global winds of change. There is in 

the true sense, one integrated world market today. 

Rightsizing is, however, a relative notion, determining the ‘Rightsize’ of 

Government workforce or of an organization must be done taking into account the 

functions assigned to it, the degree of centralization, the skills profile, and of course, 

the fiscal outlook. When “Downsizing is necessary, it should not be approached as an 

end in itself or merely as a reaction to fiscal problems. Without careful planning and 

respect for the ’law of unintended consequences’, Retrenchment/Downsizing program 

carry major risks. The short- term risk is skill reduction, if the program inadvertently 

encourages the best people to leave. The medium-term risk is recurrence of over-

staffing. If Personnel Management and Control Systems are not strengthened, long- 
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term risks include staff demoralization, lower quality service and loss of credibility, if 

retrenchment is perceived as arbitrary and opaque” (Campo et al 1997). Since the focus 

of this study is on Rightsizing in bureaucracy in the Government of India, it would be 

appropriate to understand the meaning of the term ‘bureaucracy’ before we move on 

the concepts related to Rightsizing. “A great deal of time and energy is currently 

focused on attempts to reduce, combat or at least control bureaucracy” (Garston, 1993) 

if a hapless citizen is asked to give his opinion on bureaucracy, he is likely to put it 

high on the list of what is wrong with the world. “One thing is certain that when a 

person, rule or Organization is called bureaucratic, it is not a compliment” (Von Mises, 

1944). However, to denigrate bureaucracy is not to define it. A good starting point for 

understanding the concept of bureaucracy would be to consider the definition of 

‘rational-legal authority’ by Max Weber. “According to Weber such an ‘authority’ 

(equivalent to bureaucracy) involves: 

A continuous organization of official functions bound by rules. 

i) “A specified sphere of competence. The involves (a) a sphere of obligations to 

perform functions which has been marked off as part of a division of labour. 

(b) The provision of necessary authority to carry out these functions. (c) 

Necessary means of compulsion are defined and their use subject to definite 

conditions. 

ii) The organization of offices follows the principle of hierarchy, each lower office 

is under the control and supervision of a higher one. 

iii) The rules which regulate the conduct of an office may be technical rules or 

norms for which specialized training is necessary. 

iv) Members are completely separated from ownership. 

v) Complete absence of appropriation of his official position by the incumbent. 
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vi) Administrative acts, decisions and rules are formulated and recorded in 

writing” 

(Garston, 1993) 

Weber goes on to describe the ‘purely bureaucratic organization as being “from 

the purely technical point of view, capable of attaining the highest degree of efficiency 

and is in this sense formally the most rational known means of carrying out imperative 

control over human beings.” 

While P.M. Jackson states that “bureaucracy is a particular form of 

organization comprised of bureaus or agencies, such that the overall bureaucracy is a 

system of consciously coordinated activities which has been explicitly created to 

achieve specific ends.” (Jackson P.M, 1982). 

Nell Garston defines bureaucracy as: 

i) “An organizational structure characterized by a hierarchy whose occupants are 

appointed, whose lines of authority and responsibility are set by known rules 

(including precedents), and in which justification for any decision requires 

reference to known policies whose legitimacy is determined by authorities 

outside the organizational structures itself.” 

ii) “A bureaucrat is a person whose income, authority and status is largely or 

wholly determined by the position to which he/she is appointed in such an 

organizational structure and who does not directly produce any good or service 

for society. 

(Garston, 1993) 

Bureaucracy is, among other things, characterized by a large size and low 

productivity.  Niskanen in his model of bureaucracy has attempted to mathematically 

show the correlation of the size of bureaucracy with its low output (Niskanen 1968).  
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According to Wagner’s Law also, the Government tends to expand in relative size as 

the Economy grows – both because of a consensus in favor of enlarging access to social 

services and because of a tendency for all large Organizations to expand  

(Campo et al). 

It is in this context, that Rightsizing becomes inevitable in the present 

environment of cut throat competition.  Downsizing and Rightsizing, a systematic 

elimination of positions or jobs, has unfortunately become a favorite practice with a 

large number of troubled organizations.  What started off in 1970’s as a means to cut 

costs and improve the bottom line, is now carried out even by organizations with record 

profits, in their quest to become lean and ‘smart’ (Singh, 2000).  Various developments 

in Management indicate that Downsizing is here to stay.  It has, in fact, turned into one 

of the inevitable outcomes of living in a global world where continual adjustments to 

products, services and the price of labour are needed to remain competitive (Kets de 

Vries et al, 1997).  Some of the expected benefits of Downsizing are lower overheads, 

expedient decision-making, enhanced organizational communication, decreased 

product development time, increased responsiveness of a company to its customers and 

better earnings (De Meuse et al, 1997).  The raisons d’etre is to make a company more 

efficient compared to its competitors. 

 Gary Hamel, a noted expert on restructuring, however, states, “you can get thin 

but it’s no way to get healthy” (Singh et.al, 2000).  This caution needs to be taken 

seriously.  As a consequence of Downsizing crucial skills in human capital disappear, 

and organizational memory is disrupted or completely lost, in many instances.  

Furthermore, those who remain are often weighed down with increased workload, and 

the result is a group of unhappy, overworked employees (Kets de Vries and Balazs, 

1997). 
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 It is therefore, necessary that the delicate and complex task of 

Rightsizing/Downsizing be approached with due seriousness, preparedness and 

commitment.  Large-scale retrenchment/removal of civil servants is socially and 

politically unacceptable.  The assumption that Downsizing will make the Government 

machinery work better after trimming is also not borne out by facts in all cases.   

 At the outset it must be understood and acknowledged that the decision to 

Rightsize has to be an administrative one.  Once the decision is taken two issues 

emerge. 

i) How much Downsizing will it involve? 

ii) What will be the direction, strategy and speed of Downsizing? 

There are simply no generally accepted scientific methods to calculate the number of 

positions that should be cut; Downsizing is more an empirical, pragmatic and political 

process (Macgreggor et al, 1998).  However, before an organization actually embarks 

on the road to Restructuring/Downsizing, it normally passes through the following 

phases (Cipolla et al, 1995): 

Denying: Firstly, when confronted with pressures for change, most organizations 

simply deny them or assume they will go away. 

Patching:  Secondly, if the pressures persist, they engage in incremental adjustments 

or ‘patching’ problems. 

Cost cutting:  Thirdly, organizations make deep cost-driven cuts in their existing 

structure, structures, processes and resources. 

Rethinking:  Fourth Organizations return to the fundamentals of performance:  

mission, capacity and results.  Organizations in this stage ask fundamental questions 

about purpose:  What is the Organization’s mission?  Who are the Organization’s 

customers?  What resources, processes and other capacities are required to produce 
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results with quality, speed and less cost?  In this stage, Organizations are not merely 

restructuring, reinventing and re-engineering – they are rethinking their basic mission 

and Goals and the means for achieving them. 

The above concerns can be reduced to a small checklist for Rightsizing/Downsizing as 

under: 

(i) Develop a strategic plan. 

• Rethink the basis for the Organisation.  What should be its reason for existence, 

its mission, objectives and plan? 

• Who are its customers?  What kind of services are to be provided to them? 

• Should any services be off loaded? 

(ii) Re-examine the existing programmes and Works and suitably modify, amend 

or delete. 

(iii) Re-examine and harmonise the structure and design of the Organisation with 

the new objectives and tasks. 

(iv) Develop a strategy including a Human Resources Plan to manage, implement 

and monitor change. 

(v) Work out the direction, pace, quantum and modalities for Rightsizing. 

(vi) Assess consequences and impact of proposed Rightsizing. 

(vii) Develop a concrete plan for actual Rightsizing. 

(viii) Develop plans to take care of employee concerns and needs. 

(ix) Develop an effective communication plan and strategy. 

(x) Constantly review and make course corrections. 

Macgreggor, Peterson and Schuftan (Macgreggor et al, 1998) suggest the 

following alternate approaches to Rightsizing: 
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(i) Look for the best practice in other countries that have trimmed their 

bureaucracy and then adapt it to the local conditions. 

(ii) List the percentages of Personnel/Operations & Maintenance (O&M) / Capital 

investments ((CI) in Government budgets for a number of countries and thereafter: 

• Rank them from highest to lowest for percentage spent on Personnel; 

• Choose an appropriate goal for Rightsizing 

• Estimate the number of civil servants that would be in service if their number 

had grown at the same rate as the population (or the overall labour force) since 

that last year with  a good, more balanced fiscal budget.  

Therefore, going through all these different studies conducted, it is clear that 

Organizational Rightsizing if done properly will improve Organizational Efficiency 

and Productivity. Now there is an emphasis in the Government of India and Indian 

Railways for restructuring due to the impact of technology. Therefore, there is bound 

to be abolition of vacant post, freeze on recruitment and across the board cut. Thus, 

Redistribution of Vacancies provides a roadmap for rationalizing the staff.  
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CHAPTER – III 

MANPOWER PLANNING, RIGHTSIZING AND 

ECONOMY OF EXPENDITURE: CONCEPT 

STRUCTURING 

 

GOOD GOVERNANCE 

Across the world, the current buzzword is ‘good governance’. The World 

Development Report, 1997 (WDR) published by the World Bank initiated the 

discussion the role of the state in the matter of ‘good governance’.  It provides a global 

benchmark and framework for resolving the problems and issues pertaining to the 

effectiveness of the State at global level and the World Development Report (WDR) 

enumerates a number of solutions and pathways through which the growing gap   

between the demands on States and their capacity and capability to fulfill such 

demands. For such solutions, the foremost requirement is a redefinition of the state’s 

responsibility. It does not necessarily mean diluting or reducing the state’s role. While 

there is always a huge demand for advanced human welfare and such advancement 

necessarily depends on State’s capacity and capability. This means in order to achieve 

the advanced human welfare, the ability to undertake and promote collective actions 

efficiently – must be enhanced. 

The State is always at the centre stage at the global level. As global Economy 

is interconnected, dependent and impacted by each other, these economic 

developments touch all States. Henceforth it is pertinent to deliberate on basic tenets 

of the government itself, to say what should be the government’s role, what 

government can and cannot do and what best possible ways the government should 

follow. The legacy of development in last seventy-five years is having mix results in 
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promoting of development. The government and State have resulted in benefits on one 

hand and the limitations on the other hand.  It is worth mentioning that there has been 

significant progress in some sectors like Education Health, in addressing and reducing 

social inequality, etc. While the government has done exceptionally well in some 

sectors and programmes at the same time their actions also have led to poor outcomes 

in some other. It is to be a matter of concern as to how the State would devise planning 

and strategy to cope with the growing demands of the global economy. 

A functioning state is essential for the provision of the institutions, laws, and 

services that enable people to live healthier, happier lives. Without it, both economic 

and social sustainability are impossible. When people said the same thing seventy-five 

years ago, they usually meant that development had to be funded by the government. 

Experience since then has taught us a message that is quite different: the state is 

essential to social and economic progress, not as a direct source of growth but rather 

as a partner, catalyst, and facilitator. 

Second, what constitutes an efficient state varies greatly between nations at 

various phases of development. For example, what works in Nepal or India might not 

work in the Netherlands or New Zealand. Every state is different, even among nations 

with the same degree of income, due to variations in size, ethnic make-up, culture, and 

political structure. Nonetheless, this variation makes it necessary to investigate why 

and how certain nations outperform others in maintaining growth, eliminating poverty, 

and adapting to change. 

The size and reach of government have greatly increased during the past 

century, especially in the industrialised nations. The necessity to remedy the severe 

damage that the Great Depression had done to the economic and social system was one 

of the driving forces for the pre-World War Two expansion. Demands for more 
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government action resulted from the postwar confidence in it. The Welfare State and 

many development methods grew as a result of Industrial Economies. The size and 

scope of government have greatly increased as a result. In developed Industrial nations 

and around a quarter of all income in emerging nations, government spending now 

accounts for close to half of all income. 

But, this very expansion of the state's power has also changed the focus from 

the quantitative to the qualitative, from the size of the state and the breadth of its 

interventions to the efficiency with which it meets the needs of its citizens. 

Similar to the 1940s, significant events in the global economy, which fundamentally 

altered the environment in which governments function, have sparked a renewed 

interest in the role of the state today. The potential for irrational and capricious 

behaviour has shrunk as a result of the globalisation of economies and the expansion 

of democracy. Economic policies, investment regulations, and taxation must all adapt 

more and more to the demands of a globally integrated economy. As a result of 

technological advancement, there are now more options to unbundle services and give 

markets a bigger role. 

Government now plays new and distinct responsibilities as a facilitator and 

regulator rather than a pure provider as a result of these changes. Even in areas where 

the government previously appeared to function smoothly, the state has come under 

strain. Many Industrialised nations are forced to make difficult decisions regarding the 

services and benefits that the public should expect the government to deliver as a result 

of an unwieldy Welfare State. Markets, domestic and global, citizens who are 

frustrated by state shortcomings have started to demand, frequently through grassroots 

and other nongovernmental organisations, that government operations be conducted 



33 | P a g e  
 

transparently and that other changes be made to improve the state's capacity to achieve 

its set goals. 

REINVIGORATING THE STATE 

For making the state a more credible and effective partner in the country’s 

development, there should be a two-part strategy. 

1) Matching the state’s role to its capability- many states try to do too much with 

few resources and little capability. 

2) Raising the state’s capability by reinvigorating public institutions-  

i) Designing effective rules and restraints to check arbitrary states action 

and combat entrenched corruption. 

ii) subjecting state institutions to greater competition to improve their 

efficiency 

iii) increasing the performance of state institutions, improving pay and 

incentives. 

iv) bringing government closer to the people through broader participation 

and decentralization. 

Thus, it not only directs attention to refocusing the state’s role but also shows 

how countries might begin a process of rebuilding the state’s capability.  In this 

discussion we shall concentrate on the second key task of state reform i.e., 

reinvigorating state institutions by providing incentives for public officials to perform 

better while keeping arbitrary action in check. 

Reinvigorating or building institutions for an effective public sector requires 

addressing a host of behavioural factors that distort incentives and ultimately lead to 

poor outcomes.  Three basic mechanisms to improve capability are: 

• Effective rules and restraints  
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• Greater competitive pressure 

• Increased citizen voice and partnership  

More competition can help governments become more capable and efficient in a 

number of areas, including employment and promotion, policymaking, and service 

delivery. In order to increase competition within the civil service, it is necessary to:  

• Motivate employees to work hard and promote internal competition; 

• Implement a merit-based internal promotion system; and  

• Provide enough compensation. 

Evidence from throughout the nation shows that bureaucracies with more 

aggressive, merit-based hiring and promotion procedures and higher salaries are more 

capable. Because of rising public employment at lower skill levels and budgetary 

restrictions on the wage bill, civil workers' wages have declined in several countries. 

As a result, the compensation scale for top officials has been significantly compressed, 

making it challenging to hire and keep qualified employees. Several nations, like 

Uganda, are implementing extensive changes to sharply reduce overstaffing, raise the 

average wage, and decompress the salary structure. 

THE ROME APPROACH (RESULTS-ORIENTED MANAGEMENT 

AND EVALUATION) 

Anwar Shah writes in his paper "On Getting the Giant to Kneel - Approaches 

to a Change in Bureaucratic Culture" that in order to understand why the public sector 

in developing nations is dysfunctional, it is important to examine the goals and 

principles of the sector as well as its authoritarian culture and operational capabilities. 

He claims that because the public sector is set up for "command and control" rather 

than to serve the people, public sector ideals are rarely addressed in developing nations. 

Both formal, budgetary processes and institutions and informal institutions of 
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involvement and accountability make up the authorising environment. Even though the 

authorising environment could be present, the task at hand might not be compatible 

with the operational capability. 

Moreover, the bureaucratic culture or incentives, such as reward seeking, 

command and control, corruption and favouritism, and an almost complete absence of 

accountability, may be used to undermine even the operational capacity. 

According to Anwar Shah, civil workers in developing nations are usually 

underpaid for the work they perform despite receiving many benefits, and a sizable 

portion of these individuals have enriched themselves through bribery and corruption. 

They hold positions for the rest of their lives, innovation and taking risks are frowned 

upon, and senior officials alternate between positions, further reducing accountability. 

He claims that the results-oriented management and evaluation, or ROME, strategy, 

was responsible for the 1990s public sector reforms in Industrialised nations. A result-

based chain provides a framework for evaluating the performance of the public sector 

under ROME. The majority of ROME-related strategies share the following 

components: 

• Contracts or work program agreements based on prespecified outputs and 

performance targets and budgetary allocations 

• Managerial flexibility but accountability for results 

• Subsidiarity principle (that is, public sector decision making at the government 

closest to the people) 

• Incentives for cost efficiency. 

A fresh perspective on public management in the twenty-first century is offered by 

the ROME framework. It demands highly competitive pay, task specialisation, and the 

absence of official tenures. Public suppliers have the option to prosper or fail. The 
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foundation of this strategy is accountability for results and responsiveness to the 

citizenry. The ROME framework presents a significant opportunity for improving 

Public Sector governance in developing nations by fostering responsive and 

accountable governance. It might also prove to be one of the most effective tools for 

combating fraud and corruption in the bureaucracy. Table 1 below highlights how the 

characteristics of government have changed between the 20th and 21st centuries: 

TABLE 1: Different characteristics of governance in the 20th and 21st Century 

20th century 21st century 

Centralized Globalized and localized 

Centre manages Centre leads 

Command and control Responsive and accountable governance 

Bureaucratic Participatory 

Internally dependent Competitive 

Government as the sole provider 

Government as a purchaser and 

competitive provider of public services 

Input controls Results matter 

Focus on rules and procedures 

Managerial flexibility but accountability 

for results 

Top-down accountability Bottom-up accountability 

Low wages but many perks Competitive wages but little else 

Lifelong appointments in civil service Contractual appointments 
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Rotating jack-of-all-trades appointments 

Task specialization but exit with 

persistent failures 

Closed and slow Open and quick 

Intolerance for risk and innovation Freedom to fail or succeed 

Citizens as passive receivers of public 

services 

Citizens empowered to demand 

accountability for government 

performance 

Focus on government Focus on citizen-centered governance  

Source: Anwar Shah, On Getting the Giant to Kneel – Public Management paradigm 

for the 21st century.   

Several countries have experimented with various versions of ROME.  The 

experiences of New Zealand, Canada and Malaysia are discussed here. 

GLOBAL TRENDS 

The New Zealand Model: New Contractualism 

By applying a private sector management and measurement methodology to 

fundamental governmental services, New Zealand represents one of the most 

audacious ventures in the transformation of the public sector. In New Zealand, all 

public jobs are now contractual and predicated on a predetermined set of outcomes. 

Functions for developing and implementing policies, funding, procuring, and 

providing were divided. This gave the government the freedom to concentrate on 

policy and funding while partnering the Private and Public sectors in the provision 

function. At the delivery sites, programme administration was decentralised, and 

managers had discretion and autonomy over budgetary allocations and programme 
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implementation as long as they stayed within the bounds of the established budget and 

the policy framework. 

The Economy saw a tremendous transition as a result of New Zealand's new 

contractualism ROME version. The Economy underwent a transformation from one 

that was heavily protected and controlled to one that was open, deregulated, and had a 

lean and effective public sector. While increasing the quantity and calibre of public 

services, the central government's deficits were erased, its debt was decreased, and its 

net worth turned positive. 

The Canadian Approach: New Managerialism 

 In order to address ongoing public sector deficits, a significant debt, and rising 

citizen dissatisfaction with the public sector, Canada implemented its version of 

ROME in 1994. Canada chose the alternative service delivery framework when 

reforming the public sector utilising the new managerialism strategy. By sharing 

governance responsibilities with individuals, community organisations, the private 

sector, and other governmental entities, the alternative service delivery framework 

represents a dynamic consultative and participatory process of public sector 

restructuring. This process enhances the delivery of services to clients. 

Departments and agencies were obligated to evaluate their activities and 

programmes in accordance with the following six principles as part of the programme 

review procedure under this framework: 

• Public Interest Test: Does the programme or activity still further the interests of the 

general public? 

• Governmental Role Test: Does the government have a proper and required role to 

play in this matter? 
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• Federalism Test: Is the federal government's current role suitable or is it a province-

led initiative? 

• Partnership test: What initiatives or initiatives could be moved to the non-profit or 

private sector? 

• Efficiency test: How can the program's efficiency be increased if it is to continue? 

• Affordability Test: Is the programme bundle reasonable given the available funds? 

Should they be abandoned if not? 

The Canadian strategy produced outstanding outcomes. After reducing the 

government deficit from 7.5% of GDP in 1993, the 1998 budget was balanced and 

subsequent years saw surpluses. The Personnel of the Civil Service were decreased 

from 2,20,000 to 1,78,000, while the number of federal agencies decreased from 38 to 

25. While other services suffered a drop, funding was raised for social services, justice, 

and science and technology. These innovations improved service performance overall, 

reduced spending, and increased citizen happiness. 

The Malaysian Experience 

In order to develop responsive and accountable public sector governance, Malaysia 

has gradually and successfully implemented elements of result-oriented management 

since the early 1990s. Important components of this reform include: 

• Missions and values: In order to justify their duties and instill wholesome ideals 

in public administration, all public agencies were expected to specify their 

mission and values. 

• Enhancing citizen-centered government and client orientation: In 1993, a 

"clients' charter" was developed, requiring the establishment of criteria as the 

foundation for public accountability. 
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• Strong accountability for performance coupled with managerial flexibility: 

This is accomplished by implementing an activity-based accounting system 

and an out-based budgeting system. Capital charging and accrual accounting 

have also been added. 

• Partnership approach to service delivery: Deregulation and active public-

private collaboration in the public sector  

• Ensuring financial integrity: Achieved through internal and external audit.  

• Decentralized decision making: Strengthening local government by 

decentralising and deconcentrating federal government functions.  

• Strengthening the integrity of the Malaysian Civil Service. 

Malaysia is at the forefront of institutional development, innovation, and 

performance in the public sector in developing nations. Its challenge is to deal with 

implementation challenges through training and corrective action in order to strengthen 

the new culture of governance that it has endeavoured to establish. 

NEW PUBLIC MANAGEMENT (NPM) 

Governments have been modernising the public sector since the 1980s by 

implementing NPM, a management philosophy. The wave of public sector reforms that 

has swept the globe during the 1980s is referred to as "new public management," a 

broad and extremely complex term. New public management, which is based on 

managerial schools of thinking and public choice, aims to increase the effectiveness of 

the public sector and the degree of control that the government has over it. The primary 

premise of the NPM-reform wave is that more market orientation in the public sector 

will increase governments' cost-efficiency without having a detrimental effect on other 

goals and factors. 
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Although the specifics differ from country to country, all of the programmes 

aim to increase governmental performance by placing a strong emphasis on cross-

functional cooperation, customer service, decentralisation, market processes, and 

result accountability (Barazelay 1992, Caiden 1991; Osborne and Plastrik 1997; Peters 

1996). 

According to several contemporary authors, NPM combines disaggregation 

(the division of huge bureaucracies into smaller, more fragmented ones), competition 

(amongst various public agencies and between public agencies and private enterprises), 

and incentivization (On more economic/financial lines), Dunleavy, Margetts et al, 

2006. By this definition, NPM dominated public management outside of the United 

States from the early 1980s to the early 2000s. 

NPM is more focused on outcomes and efficiency through better management 

of the public budget than other public management philosophies. It is believed that this 

goal can be accomplished by bringing competition, as it is known in the private sector, 

to public sector organisations while putting a focus on economic and leadership 

principles. The recipients of public services are referred to by the new public 

management as customers (yet another parallel with the private sector), and people are 

referred to as shareholders. 

The Proponents of the NPM consider this focus on performance as a significant 

departure from previous administrative strategies. They contend that earlier times were 

more suited to Max Weber's (1947) ideal of centralised bureaucratic monopolies, 

where rules and laws mandated standardised services and accountability required 

adherence to protocols (Barzselay 1192, Osborne and Plastrik 1997). These 

administrative traditions have been put to the test in recent decades by significant 

changes in politics, economics, society, and the structure of the government. As 
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globalisation demands adaptive economies supported by nimble public agencies, 

voters and elected officials now demand effective programmes that do not consume 

excessive tax revenues. Diverse citizenries also seek responsive services from 

government, which is also under pressure from cross-cutting political pressures and 

regulatory burdens (Cullen and Cushman 2000; Kent 2000; Peters 1996). 

Many NPM proponents are convinced that the emergence of this form of 

management is not accidental and that it signifies an unavoidable historical transition 

from one paradigm to another in light of these new demands (Osborne and Plastrik, 

1997). A discontinuous concept of change in management strategies and problem-

solving methodologies is consistent with this view of NPM as a universal new 

paradigm. NPM's detractors, including Laurence Lynn, have contended that it is 

neither a unique paradigm nor very novel. Before 1950, federal entities had traits that 

supported efficient government performance at various points in the twentieth century 

(Wolf, 1997). 

NPM is currently deemed "dead," according to critics like Dunleavy et al. 

(2006), who believe that the forefront of change has shifted to digital era governance, 

which focuses on reintegrating concerns into government control, holistic (or joined-

up) government, and digitalization (exploiting the Web and digital storage and 

communication within government). 

NPM IN THE HUMAN SERVICES:  THE UNITED STATES 

EXPERIENCE 

What's new about the New Public Management, according to Stephen Page's 

article? Administrative Change in the Human Services, has revealed that over the past 

20 years, a new wave of human services reforms has evolved in states and localities 

across the United States, parallel to the growth of new Public management (Kagan 
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1993; Waldfogel 1997). By streamlining the implementation of linked programmes 

like child welfare, children's mental health, juvenile justice, etc., these efforts aim to 

increase the performance of human services. These changes consist of at least four 

distinct parts: 

i) Family-friendly services 

ii) Flexible funding by the states and regulatory relief 

iii) Local governance collabourative 

iv) Accountability of collabouration for achieving broad outcomes 

The administrative goal of the reforms is the same, even though the programmatic 

focus varies from site to site. According to the New Public management, the innovative 

states give local outcomes more discretion (Page, 2003). These elements have been 

appearing piecemeal in Alaska, California, Florida, and other states since the late 

1980s. 

CITIZEN’S CHARTER PROGRAMME, UNITED KINGDOM 

The Citizen's Charter, which was established in 1991, urged public entities to 

create, publicise, and adhere to a precise set of service standards. A charter must abide 

by the following six rules: 

i) Establish performance benchmarks and compare real performance to those 

benchmarks 

ii) Provide clear disclosures regarding the services, including actual performance 

relative to goals. 

iii) Consult with service users,  

iv) Be courteous and helpful to consumers. 

v) Be prepared to make amends when something goes wrong, including by 

providing cash compensation. 
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vi) Ascertain value for money 

To sum up, the recent innovations in public management brings out the need for 

redefining the role of the state.  It starts by questioning what should be the ideal role 

of the state theories, areas of governance in which its presence is desirable and areas 

in which its intervention should be minimal.  In this light, the NPM and ROME 

approaches have been evaluated.  Examples of application of these techniques in the 

global context has also been explored. 

MANPOWER PLANNING 

Human resource planning, also known as Manpower Planning, involves 

placing the appropriate quantity and kind of people in the appropriate locations at the 

appropriate times to carry out tasks for which they are qualified.  

Planning for human resources plays a significant role in the industrialization process. 

Manpower Planning must follow a predetermined process and be a systems approach. 

The steps are as follows: 

1. Analysing the current manpower inventory 

2. Making future manpower forecasts 

3. Developing employment programmes 

4. Design training programme 

Steps in Manpower Planning 

1. Analysing the current manpower inventory- A manager must analyse the 

existing Personnel situation before making a forecast of future manpower. For this, the 

following must be taken into consideration: 

• Type of organization 

• Number of departments 
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• Number and quantity of such departments 

• Employees in these work units 

Once these factors are registered by a manager, he goes for the future forecasting. 

2. Making future manpower forecasts- Once the factors affecting the future 

manpower forecasts are known, planning can be done for the future manpower 

requirements in several work units. 

The Manpower forecasting techniques commonly employed by the organizations are 

as follows) Expert Forecasts: This includes informal decisions, formal expert surveys 

and Delphi technique. 

i) Trend Analysis: Estimating the required workforce can be accomplished by 

utilizing methods such as extrapolation (Predicting future patterns based on 

previous trends), indexation (using the base year as basis), and statistical 

analysis (Central tenancy measure). 

ii) Work Load Analysis:  The determining factor for this is the type and amount 

of workload present in a department, branch, or division 

iii) Work Force Analysis:  When analyzing production and time periods, it is 

necessary to make appropriate adjustments in order to obtain an accurate 

measure of net manpower management. 

iv) Other methods:  Computers are used to forecast Personnel demands using a 

variety of mathematical models, including regression analysis, budget and 

planning analysis, and new venture analysis. 

Developing employment programmes- The employment programmes, which will 

include recruitment, selection processes, and placement plans, can be formulated and 

built in response after the present inventory is compared to future estimates. 
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Design training programs- This will depend on the degree of diversification, future 

goals for growth, development initiatives, etc. Programs for training are dependent on 

the level of technological development and advancement. Also, it is done to enhance 

the workers' abilities, knowledge, and skills. 

IMPORTANCE OF MANPOWER PLANNING 

1. Key to managerial functions- The four key managerial functions - planning, 

organizing, directing, and controlling - are dependent on manpower. Human resources 

play a critical role in carrying out these managerial activities, making staffing a crucial 

aspect of all managerial functions.   

2. Efficient utilization- In today's industrialized world, effective management of 

Personnel has become a critical function. Large-scale enterprises require the 

management of significant numbers of workers, which can be accomplished efficiently 

through the staffing function. 

3. Motivation- The staffing function involves not only placing the right 

individuals in the appropriate positions but also developing motivational programs, 

such as incentive plans, to encourage the continued engagement and employment of 

workers in an organization. Consequently, all forms of incentive plans are an essential 

component of the staffing function. 

4. Better human relations- Effective human relations are crucial to the stability 

of an organization. Human relations can be strengthened through clear communication, 

effective supervision, and strong leadership. The staffing function is responsible for 

training and developing the workforce, which fosters cooperation and improves human 

relations within the organization. 

5. Higher productivity- Optimal utilization of resources leads to increased 

productivity levels. Higher productivity can be achieved by minimizing wastage of 
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time, money, effort, and energy. Staffing and its related activities, such as performance 

appraisal, training and development, and remuneration, facilitate this goal by ensuring 

effective resource allocation and utilization. 

NEED FOR MANPOWER PLANNING 

Manpower Planning is a process that involves two phases. The first phase involves 

analyzing the current human resources available, while the second phase entails 

making manpower forecasts and developing employment programs based on those 

forecasts. Manpower Planning is advantageous to the firm in the following manner. 

1. By using Manpower Planning, shortages and surpluses of staff can be detected, 

allowing for prompt action to be taken where needed. 

2. All recruitment and selection programs are grounded in the principles of Manpower 

Planning. 

3. Manpower Planning aids in reducing labour costs by identifying excess staff and 

preventing overstaffing. 

4. Manpower Planning helps to identify talented individuals within an organization, 

enabling the development of targeted training programs. 

5. With the help of Manpower Planning, human resources can be readily available and 

optimally utilized, promoting growth and diversification of the business. 

6. Manpower Planning emphasizes the importance of effective Personnel 

Management, which in turn fosters organizational stability. 

RIGHTSIZING 

One important aspect of deciding in which areas presence is desirable is the 

concept of Rightsizing, or “resizing” as it’s currently known, takes on many different 

meanings within organisations. It can mean reducing the workforce, “Downsizing” or 
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eliminating functions, reducing expenses, or redesigning systems and policies. It can 

also involve “upsizing” (increasing the workforce in certain areas), and “sidesizing” 

(repositioning the workforce to other areas). Unfortunately, it can also include 

“wrongsizing” or losing key talent that a company can’t afford to lose.  

These days, workforce reduction is one of the most common Rightsizing 

activities- a decision sometimes driven by the need for short term profits. According 

to India Today approximately 106,950 employees across the technology industry lost 

their job in January 2023. And it’s not over.  

Regrettably, Rightsizing will have little, if any, influence on the organisation if 

it is only being done to cut expenses. Removing individuals without first having a 

technique for figuring out how many were necessary in the first place is a temporary 

fix that will almost certainly quickly lead to new difficulties. The distinction between 

Rightsizing and Downsizing, according to management expert Anthony Tasca, co-

founder of SKOPELOS, is that the former is a deliberate planning move and the latter 

is merely a response to prior errors. 

Rightsizing is effective when it is a planned re-invention of a company that 

considers its business strategy, financial ramifications, and human resource concerns. 

A successful Rightsizing programme seeks to increase organisational efficiency and 

effectiveness through business process restructuring, as opposed to mass layoffs. 

So, a successful Rightsizing exercise entails much more than just cost or 

headcount savings. Both prices and work are frequently reduced. It frequently entails 

putting forth more effort with fewer resources. By restructuring organisational 

structures and procedures, it aims to lower costs and increase productivity. The desired 

outcome is that resources are concentrated on key capabilities that lead to competitive 

advantage.  
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Long-term success in Rightsizing depends on tying it to the broader plan and 

identifying key growth areas as well as those that require consolidation. Rightsizing is 

a continuous process that requires ongoing assessment. It is impossible to determine a 

precise headcount figure. Instead, in order to achieve strategic goals and boost 

productivity, it is dependent on ongoing process and structural improvements.   

A RIGHTSIZING PROCESS EXAMPLE 

If Rightsizing is required, there is a straightforward procedure that may be used 

to determine the degree of the reductions and minimize the damage. Remember that 

each phase of the process must incorporate the metrics. Without the quantifiable data, 

it is impossible to assess the program's effectiveness. 

The elements of the Rightsizing process are: - 

• Suggest ways of how the firm will appear in the short and long terms based on 

precise business objectives and strategies. What are the effects on staff 

numbers, skills, and the required organisational structure? 

• Analyze the skill sets of the current workforce and the effect of average staff 

turnover rates. Consider the availability, time to fill, and cost of the labour 

market in your assessment of hiring challenges.   

• Try to shift current skilled workers into any unfilled roles or areas where it is 

anticipated that more staff will be needed during the next six to twelve months 

if a workforce surplus is evident. Outplacement services are a great approach 

to "soften the blow" and preserve the employer's reputation if the employees 

cannot be kept.   

• Inform everyone on a regular basis about the organisational structure, business 

environment, and decision-making process that led to the workforce reduction. 
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• Construct the most complete and generous severance package you can. 

Respecting and treating departing employees well benefits the remaining staff 

members and the reputation of the business as a whole.   

• Before talking to the affected employees, explain the severance, outplacement, 

and rehire plans and incentives to all employees. This offers staff members and 

management time to evaluate unique circumstances and, if necessary, make 

adjustments. 

• Have follow-up meetings with employees to discuss the outcomes and 

reconfirm the organization's strategy after the layoffs are finished. 

• Stay in touch with the displaced staff by email, newsletters, direct conversation, 

or an employee information site.   

EXPENDITURE MANAGEMENT- ECONOMY MEASURES AND 

RATIONALISATION OF EXPENDITURE 

The need for Rightsizing has been drawing the attention of the policy makers 

for the last two decades. However, then the problem was seen merely as that of an 

oversized workforce which needed to be pruned down. The attention was on the 

numbers and the sheer size and strength of the bureaucracy. By Downsizing the 

workforce, it was argued simplistically, the problem would be solved. Accordingly, a 

number of measures were taken to ban fresh recruitment of government staff including 

filling up of vacant posts. On the same rationale, posts which were vacant for more 

than one year were deemed abolished, revival being made possible only after fresh 

scrutiny by the administrative Ministry/Department justifying the existence of the post 

and after obtaining the concurrence of the Finance Ministry.  

While these polices did check the further expansion of the bureaucracy to some 

extent, it had little or no impact on Rightsizing. The primary reason for this was that 
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even while posts were undergoing cuts on the one hand, government functions were 

expanding rapidly in new areas. For instance, even though there was a Department of 

Rural Development, a new Department of Panchayati Raj was set up to give focus to 

the plans and schemes falling under Panchayat institutions. A similar development was 

when the Ministry of Overseas Indian Affairs was set up to look into the problems of 

the vast Indian community settled abroad even while the Ministry of External Affairs 

was traditionally responsible for the affairs of the Indian diaspora.  

A second reason why the Rightsizing measures had little or no effect was that 

there was no attempt at scientifically assessing the actual requirement of manpower by 

the Ministry/Departments. In the absence of such a study, the cuts on staff strength 

tended to be ad-hoc and unplanned and perhaps, even harmful since some important 

posts may have been abolished unintentionally.  

Ultimate success of any policy depends on the will of the political leadership. 

The instant policy of Downsizing did not find much favour with the political 

establishment, especially the leftists, through other parties were not let behind. It 

entailed taking hard decisions on sensitive human issues having a major impact on 

employment, security, retrenchment, welfare, etc., that would affect a vast multitude 

of government servants who were also a very committed vote bank. An example of 

such brazen political nepotism is seen in the Ministry of Railways where successive 

Ministers have sanctioned the employment of thousands of casual labours on urgent 

operational grounds; of course, the same causal labour became permanent when they 

were compelled by the Courts to be regularised.  

Another reason for the ineffectuality of Rightsizing measures was the strong 

opposition that came from the government servants themselves. The Association, 

Unions and the Joint Consultative Machinery (JCM) would have none of this 
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Rightsizing and were so vociferous and aggressive in their stance that no executive 

was ready to take on this group. 

Long before the recommendations of the Fifth Central Pay Commission and 

the Expenditure Reforms Commission, the Government had initiated certain measures 

on Expenditure management which included a large component of Rightsizing. These 

measures were intended to curtail non-development Expenditure for releasing 

additional resources for meeting the objectives of the priority schemes and for 

promoting fiscal discipline without restricting operational efficiency of the 

government. In June, 1984, an order was issued by the Finance Ministry imposing ban 

on creation of posts in the central government. This was the first time that instructions 

were issued to the administrative ministries that there would be no creation of posts 

except for posts considered absolutely necessary and justified in the most exceptional 

circumstances in consultation with their Financial Advisors and approval of the 

Finance Ministry. This has continued even today though it has undergone a few 

modifications due to structural changes in the Ministries/Departments, demands of the 

staff associations, labour concerns raised by members of parliament and others.  

Along with the ban on creation of posts, the Government imposed a ban on 

recruitment for filling up vacant posts. In fact, posts which were lying vacant in excess 

of one year considered “deemed” abolished and the administrative 

Ministries/Departments were not permitted to fill up such posts without first obtaining 

approval of the Finance Ministry. The posts in question, however, could be revived by 

the administrative ministry after giving full functional justification and offering 

matching savings by the abolition of other redundant category. In this context the 

present initiative of Indian Railways to redistribute the vacancies where required is the 

step in the right direction.  
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CHAPTER – IV 

DATA ANALYSIS AND DISCUSSION 

 

Manpower Planning consists of putting the right number, right kind of people in 

the right place. There are four key steps to the Manpower Planning process.  

i) Analysing present labour supply 

ii) Forecasting labour demand 

iii) Balancing projected labour demand and supply 

iv) Supporting organisational goal  

The objectives of Manpower Planning is to forecast staffing level need and work 

with company or organisation managers to make sure that each department is properly 

staffed. Effective use of manpower and optimum productivity will reduce un-necessary 

wastage. Therefore, it will lead to Economy of Expenditure.  

TABLE 2: Number of Staff as on 31st March (In Thousands) 

 

Source: Annual Year Book 2021-22 

As can be seen from the above table the Expenditure on staff is Rs. 1,51,754.02 

crore. The trend has been on the increase from the inception itself. But has become 
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worrisome. Therefore, need was to have some austerity measures. In this background 

on 02.07.2020 vide RBE No. 48/2020, the Railway Board announced an Action Plan 

for Rationalisation of Expenditure. The Board decided to freeze new post creation 

except safety till further orders. (Annexure-1) 

In continuation to this vide RBE No. 24/2021 dated 25.03.2021 “it has been 

decided that in view of Department of Expenditure (DoE) letter, creation of posts will 

require approval of DoE. However, GMs may explore the possibilities of redistribution 

of posts at their end taking into account existing vacancies on the Railways, in terms 

of SOP 2018, wherein full powers have been delegated regarding “variation and 

redistribution of non-gazetted posts within the sanctioned strength arrangement for 

redistribution of posts may be made for period of one year in consultation with PCPO 

and PFAs, where after the posts would stand restored to the concerned department” 

(Annexure-2). 

This was a landmark decision, as creation was requiring approval of DoE. 

Therefore, a better option was to redistribute posts at the Zonal Level with the approval 

of the General Manager. This would help to expedite the process and important projects 

like USBRL would not be hampered.  

Vide RBE No. 08/2022 dated 14.01.2022 (Annexure-3), this interim 

arrangement was extended for a year. The Railways have already been preparing for 

this eventuality from 2010 by adopting rules promoting multi skilling. For this purpose, 

a single designation for post whose duties are similar in nature and where the official 

can easily be switched from one task to another was adopted (Annexure4). 
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GRAPH-1: INDEX OF GROWTH OF ORIGINATING PASSENGERS 

  

Source: Annual Year Book 2021-22 

GRAPH-2: INDEX OF GROWTH OF PASSENGER KILOMETRES 

  

Source: Annual Year Book 2021-22 
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As can be seen from the above graphs the originating passenger traffic and 

passenger kilometres is increasing substantially. Though the COVID period does show 

a down slide. Yet it is again on the increase. Therefore, to cater to this bludgeoning 

need, we must, have the proper staffing level to increase productivity and efficiency. 

Rightsizing and Manpower Planning are the need of the hour. 

As we had seen earlier that Manpower Planning involves analysing, forecasting 

and balancing labour demand with supply. As can be seen from the graph below at the 

moment there is a acute need for electrification. Therefore, staff is being re-distributed 

to the Electrical Department, so that, the shortfall can be fulfilled.  

GRAPH-3: ANNUAL RAILWAY ELECTRIFICATION 

 

Source: Annual Year Book 2021-22 
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GRAPH-4: DETAILS OF THE TOTAL NUMBER OF EMPLOYEES IN 

GROUP A, B AND C 

 

Source: Provisional Annual Statistical Statements ,2021-22 (Annexure -7) 

As can be seen from the graph above that the staff strength is highest in 

Northern Railway were mainly this study has been carried out. Therefore, in this 

Railway it becomes our duty to facilitate Economy of Expenditure by redistribution of 

posts where required rather than creation of posts. Creation of posts would increase the 

financial burden and further increase the staff strength at Northern Railways.  
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GRAPH-5: ANNUAL COST FOR EMPLOYEES 

 

Source: Annual Statistical Statements 2021-22, (Annexure -7) 

Three major zones out of 16 zones were analysed in this study. Here, as can be 

seen from above, the highest annual cost for employees was in Northern Railway. 

Therefore, Northern Railway has to implement re-distribution of vacancies in letter 

and spirit. Though they have made a good start, yet there are 1353 posts in Medical 

which are due for re-distribution after outsourcing, this should be expedited. Whereas, 

the South East Central Railway and West Central Railway have shown an incremental 

increase in annual cost for the employees, they also need to focus on re-distribution.  

Need is to study the redistribution done by Northern Railway which has led to 

massive savings of Rs. 72.09 Crores in annual cost of employees. One of the major 

factors contributing to this enormous savings is the effective re-distribution of posts 

which has been successfully implemented by Northern Railways. As can be seen from 

the table below this has led to a savings of Rs. 72.09 Crores. This figure has been 

arrived at by calculating the cost of the post including the leave salary, contribution 

94527779

38928798
33451343

102718262

41954200
36435475

0

20000000

40000000

60000000

80000000

100000000

120000000

Northern West Central South East Central

C
o

st
 (

in
 t

h
o

u
sa

n
d

s 
o

f 
ru

p
e

e
s)

Annual cost for employees employed in class A, B and C in Government 
Railways on March 31, 2021 and March 31, 2022  

2020-21 2021-22



59 | P a g e  
 

toward passage, pensions, provident funds, bonus and special contribution toward 

provident fund which the holder of the post may be entitled to. Therefore, by working 

out the cost of staff average pay, dearness allowance, house rent allowance, transport 

allowance, leave salary, pf, benefit and gratuity is taken into account (Annexure - 6). 

If we look at the redistribution, we can see that 660 posts of various denominations 

have been redistributed to the Electrical Department (Annexure – 5).  We saw earlier 

that Electrical was in dire need as the Electrical assets are on the increase and followed 

by almost proportional decrease in Mechanical area. There are other Departments 

which are under process for redistribution. When these are also completed the final 

savings is going to be even more astounding.  

TABLE 3: Summary of Redistributed Posts of Northern Railway 

 

(In the same format, as received from Accounts Department, Northern Railway, Delhi) 

The other Railways which were studied was the South East Central Railways 

(SECR). In this again it has been seen that 388 posts have been redistributed leading 

to a lot of savings in annual cost of employees. It may be noted that the SECR has 

taken the figures from 01.01.2021 to 06.02.2023 whereas Northern only figures for 
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2022-23 have been taken into account. If we look at the table 4 below, then we see the 

posts which have been redistributed include vehicle drivers, housekeeping, catering, 

box boy. All these mainly have been outsourced and therefore, can be readily 

redistributed to safety categories where required. Thus, from above, we can see that 

the focus is now on core activities and weaning away from non-core activities in 

Railways.    

TABLE 4: Summary of Redistribution posts of SECR from 01.01.2021 to 

06.02.2023 

(In the same format, as received from SECR, Bilaspur) 
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TABLE 5: Details of Posts Re-distribution of WCR as on 31.12.2022 

(In the same format as received from WCR, Jabalpur) 

SN Deptt 

JBP BPL KTT HQ 

Total No of 

Redistributed 

Posts 

No of 

Redistributed 

Posts 

No of 

Redistributed 

Posts 

No of 

Redistributed 

Posts 

1 Civil 200 35 92   327 

2 Comml   4 4 5 13 

3 Elect   25 41   66 

4 TPT     36   36 

5 Mech 119 217 3 1 340 

6 Medical   27 1   28 

7 Personnel   1   1 2 

8 G/Admn     11   11 

9 S&T     5   5 

Total 319 309 193 7 828 

 

Position of Posts Redistributing Done 

M
o

n
th

 

Divn Deptt Category 
No. of 

Posts 

Redistribu

ted as  

Money 

Value 

Redistri

buted to    

S
ep

-2
1
 

BPL 

DSL 

Shed 

ET 

Tech/Machineman-II 1 Tech-II 472752 

MEMU 

Car Shed 

Bina 

13.09.21  Tech/Machineman-III 3 Tech-III 1107108 

Tech/Painter III 3 Tech-III 1107108 
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Diesel Helper 6 Helper 2001960 

J
a
n

-2
2
 

Mech Motor Driver-I 11 
Tech/Artisa

n 
5952012 

DSL 

Shed 

ET 

SSE/JE 2 SSE/JE 1664280 MEMU 

Car Shed 

Bina 

05.01.22  

C&W 

BPL 
SSE/JE 2 SSE/JE 1664280 

Total 28   13969500     

M
a
y

-2
2

 

JBP 

DSL 

Shed 

NKJ 

Helper 4 
Pointsman 

'B' 
1334640 

DSL 

Shed 

NKJ 

09.05.22  

R&M 

DSL 

JE 4 JE/C&W 2624256 

C&W 

(Mech) 

18.05.22  

Tech-III/Engine 23 
Tech-

III/Fitter 
8487828 

Asst.Loco Shed (DSL) 

Helper 
28 

Asst.C&W 

Helper I/II 
9342480 

JE 1 JE/ACTL 656064 

Elect(G) Tech-III/Engine 16 
Tech-

III/ACTL 
5904576 

Asst.Loco Shed (DSL) 

Helper 
13 

Asst.TL&

AC Helper 

I/II 

4337580 

JE 3 JE/TRD 1968192 

Elect(TR

D) 
Tech-III/Engine 16 

Tech-

III/TRD 
5904576 

Asst.Loco Shed (DSL) 

Helper 
11 

Asst.TRD 

Helper I/II 
3670260 

  Total 119   44230452     

J
u

n
-2

2
 

KTT 

Optg./

KTT 
Call/Box Boy 28 

Pointsman'

B' 
9342480 Optg. 

06.06.22  Total 28   9342480   

Comml

./KTT 
Tech. I (Carpenter) 4 CCTC 2164368 Comml 
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Total 4   2164368   

Elect. 

(TRD)/

KTT 

Tech-I (Painter) 1 

Tech.I 

(Electrician

) 

541092 Elect 

Tech-I (Mason) 1 

Tech.I 

(Electrician

) 

541092 Elect 

Sr. Tech (Welder) 1 
Sr. Tech. 

(RC) 
656064 Elect 

Tech -I (Welder) 1 

Tech. I 

(Electrician

) 

541092 Elect 

Sr. Tech.  (Painter) 1 

Sr. 

Tech.  (Ele

ctrician) 

656064 Elect 

Watchman 1 Helper  333660 Elect 

Total 6   3269064   

Mech/

KTT 
SSE (Loco) 1 

SSE 

(C&W) 
832140 Mech 

Mech Sr. Tech. (BM) 1 
Sr. Tech. 

(C&W) 
656064 Mech 

Mech Tech.-I (Elect) 1 
Tech.-I 

(C&W) 
541092 Mech 

Total 3   2029296   

Medica

l 
Stretcher Bearer 1 HA 333660 Medical 

Total 1   333660   

Elect/G 

Sr.Tech(RAC) 5 
Sr.Tech(TL

/AC) 
3290320 Elect 

Tech-I(RAC) 9 
Tech-

I/(TL/AC) 
4869828 Elect 

Tech-II(RAC) 1 
Tech-

II/(TL/AC) 
472752 Elect 

Helper (RAC) 5 
Helper/(TL

/AC) 
1668300 Elect 

Total 20   10301200 
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J
u

n
-2

2
 

KTT 

S&T/K

TT 

Trollyman (Signal) 1 
Helper 

(Signal) 
333660 S&T 

06.06.22 

Trunk Supdt.  1 SSE (Sig.) 832140 S&T 

Tech -I B/Smith 

(Tele.) 
1 

Tech. I 

(Signal) 
541092 S&T 

Total 3   1706892   

Engg 

Helper/Wks 50 TM-IV 16683000 Engg 

Sr.Tech.FPO 1 
Sr.Tech/Bs

mith/PW 
656064 Engg 

Total 51   17339064   

Elect/T

RO 
Call/Box Boy 6 

Helper/TR

S 
2001960 TRS 

Total 6   2001960   

KTT Total 122   48487984     

A
u

g
-2

2
 

HQ 

Comml 

Ch.OS 1 

Ch.Comme

rcial 

Inspector 

856980 
Comml/

HQ 
24.08.22 

OS 4 
Commercia

l Inspector 
2702592 

Total 5   3559572     

Person

nel 
SWI 1 JE/IT 675648 

Personnel

/HQ 
30.08.22  

Total 1   675648     

Mecha

nical 
SSE/MRR 1 

SSE/Works

hop 
856980 

Mechani

cal 
07.10.22 

    1   856980     

HQ Total 7   5092200     

BPL 
Elect/G 

AC Attendent 10 Helper/TL 3436200 TL 29.08.22  
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Total 10   3436200   

Engg 

Cook/TM 26 Helper/TM 8934120 
Track 

Machine 

Safaiwala/Engg 3 Helper/TM 1030860 
Track 

Machine 

Total 29   9964980   

TRO/S

hed 
Office Peon 3 

Store 

Khalasi 
1030860 

TRO/She

d 

Total 3   1030860   

TRD 

Tech-I(Carpenter) 1 
Tech-

I/OHE 
557244 TRD 

Tech-I(Welder) 1 
Tech-

I/OHE 
557244 TRD 

Tech-II(Carpenter) 1 
Tech-

II/OHE 
486864 TRD 

Total 3   1601352   

TRS 

Tech-I(Machinist) 2 
Tech-

I(Fitter) 
1114488 TRS 

Tech-I(Blach Smith) 2 
Tech-

I(Fitter) 
1114488 TRS 

Tech-III(Welder) 4 
Tech-

III(Fitter) 
1520208 TRS 

Total 8   3749184   

Medica

l 
HKA(consvancy)/SW 27 

Hospital 

Attendent 
9277740 Medical 

Total 27   9277740   

C&W AMF 1 
SSE(C&W

) 
856980 C&W 

Total 1   856980   

BPL Total 81   29917296     

S
ep

-

2
2
 

BPL C&W SSE/C&W 2 SSE/GSU 1713960 21.09.22 
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Personn

el 
OS 1 JE/GSU 675648 

Gati 

Shakti 

Unit BPL 

T.Mach

ine 
SSE/TM 6 SSE/GSU 5141880 

TRD SSE/TRD 1 SSE/GSU 856980 

Total 10   8388468     

DSL/E

T 

Sr.Tech/EL 2 

Tower 

Wagon 

Drive 

1351296 

TRD/BP

L 
20.09.22 

Sr.Tech/Welder 2 

Tower 

Wagon 

Drive 

1351296 

Total 4   2702592     

O
ct

-2
2

 

KTT 

Engg 

Helper 

33 Track 

maintaner -

IV 

11339460 

Engg 

13.10.22 

Black Smith-I 
5 Thermit 

Welder-I 
2786220 

Painter-I 
2 Black 

Smith-I 
1114488 

Painter-III 
1 Thermit 

welder-III 
380052 

Total 
41 

  
15620220   

Optg 
Helper 

8 
P/Man'B 2748960 

Optg. 

Total 
8 

    
  

TRD 

Truck/Jeep Driver-III 
3 Tech-

II/OHE 
1140156 

TRD 

Watchman 
6 

Helper 2061720 

Total 
9 

  
3201876 TRD 

S&T 

Painter-I 

1 Sig 

Maintener-

I 

557244 S&T 
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Mason-I 

1 Sig 

Maintener-

I 

557244 

Total 
2 

  
1114488   

G/Adm

n 
OS 

11 
JE/Works 7432128 

Engg/Wk

s 

  
Total 

11 
  

7432128 
    

KTT Total 

71 
  

27368712 
    

JBP Engg Helper/Wks 

200 Track 

maintaner -

IV 

68724000 Engg 19.10.22 

Total 
200 

  
68724000 

    

N
o
v
-2

2
 

BPL 
DSL/E

T 

SSE/Loco 5 

SSE/TRD 

4284900 

TRD/JBP 04.11.22 

SSE/Elect 7 5998860 

Total 12   10283760 

JE/Loco 3 

JE/TRD 

2026944 

JE/Elect 4 2702592 

JE/Drg 1 675648 

Total 8   5405184 

Sr.Tech/M 3 
Sr.Tech/TR

D 
2026944 

Total 3   2026944 

MCM/Crain Dr. 2 
Sr.Tech/TR

D 
1351296 

Total 2   1351296 

Tech-I/M 12 
Tech-

I/TRD 
6686928 



71 | P a g e  
 

Tech-I/EL 13 7244172 

Tech-I/Welder 3 1671732 

Tech-I/Crane Driver. 1 557244 

Total 29   16160076 

Tech-II/M 12 

Tech-

II/TRD 

5842368 

Tech-II/EL 9 4381776 

Tech-II/Welder 3 1460592 

Tech-II/Crane Driver. 1 486864 

Total 25   12171600 

Tech-III/M 2 

Tech-

III/TRD 

760104 

Tech-III/EL 12 4560624 

Tech-III/Welder 2 760104 

Tech-III/Crain Dr. 1 380052 

Total 17   6460884 

Elect Helper/DSL 39 

Genl 

Asst/TRD 

13401180 

DSL/Helper 46 15806520 

Peon/Genl Asst 1 343620 

Total 86   29551320 

  Total 
182   83411064     

BPL Comml CBS/Cash 4 SM/Comml 2702592 Comml 03.11.22 
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Total 
4   2702592     

Grand Total 

828 
  

334994860 
    

Summary 

2021-22 28 
 

  

  

2022-23 800 
 

  

  
 

The above table again shows that Economy of Expenditure has been achieved 

by the West Central Railway, (WCR) in the year, 2021-22 to the tune of Rs. 33.50 

Crores. This exorbitant amount has been arrived by Manpower Planning and 

Rightsizing. So that vacant posts are redistributed to the places required. Again, 

categories like call boy, safaiwala, have been outsourced so that pension liabilities and 

other benefits like bonus etc., can be minimized.  

Thus, as can be seen from the examples of the three Railways Cipolla et al, 

1995 theory is proved. There are four stages in the process of restructuring and 

Rightsizing. Firstly, confronted with pressure for change the organization simply deny 

them. Next, they try to do some incremental adjustments. Thirdly, organization make 

cost driven cuts in their structures, processes and resources. Lastly, the organization 

returned to the fundamentals of performance. At this stage, organization are not merely 

restructuring, reinventing and re-engineering- rethinking their basic mission and goals 

and the means for achieving them. The Indian Railways is now not only driven by cost 

cutting in their organizational structure, resources and processes. But it is also 

rethinking and re-inventing itself to perform better.  

ANALYSIS OF THE OTHER ZONES: 

It was not possible to get details about all posts which were redistributed from all the 

zones due to paucity of time. Yet they can be analyzed on the basis of data available. 
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TABLE 6: Railway Zone wise total Re-distribution achieved till January, 2023 

Railway Zones 
Total Re-distribution achieved till 

January, 2023 

Central Railway (CR) 2899 

North Central Railway (NCR) 7863 

North Eastern Railway (NER) 381 

North Frontier Railway (NFR) 4171 

North Western Railway NWR) 352 

Southern Railway (SR) 1101 

Western Railway (WR) 2823 

Eastern Railway (ER) 260 

East Coast Railway (ECOR) 221 

East Central Railway (ECR) 72 

South Central Railway (SCR) 249 

South Eastern Railway (SER) 0 

South Western Railway (SWR) 31 
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GRAPH-6: CENTRAL RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

Central Railway is one of the larger Railways and has shown substantial 

increase in staff cost, if we look at redistribution figures which shows that 2899 vacant 

posts have been redistributed in Central Railway which is third highest in Indian 

Railways. As can be seen from the table 6 above. Yet seeing their increase percentage, 

they need to focus more on re-distribution of posts. 
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GRAPH-7: EASTERN RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

This shows a substantial increase in staff cost. This is also substantiated by the 

fact that only 260 posts have been redistributed. To control staff cost they need to do 

this re-distribution exercise ardently.  
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GRAPH-8: EAST CENTRAL RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

The East Central Railway shows a substantial increase as can be seen from the 

above graph. This was expected also as they have only re-distributed 72 posts.  
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GRAPH-9: EAST COAST RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

In East Coast Railway the staff cost has increased. There is still a lot of scope 

of redistribution as only 221 posts have been redistributed.  
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GRAPH 10: NORTH CENTRAL RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

The NCR has shown an incremental increase in staff cost. Though 7863 posts 

have been redistributed by NCR which makes it a commendable exercise done by 

NCR. This places them in No. 1 position in Indian Railways in terms of redistribution 

of posts.  
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GRAPH-11: NORTH EASTERN RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

NER as shown above has shown an incremental increase in staff cost, they have 

redistributed 381 posts 
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GRAPH 12: NORTH EAST FRONTIER RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

NFR has shown an incremental increase in staff cost. Though they are the 

second highest in terms of redistribution throughout Indian Railway.  

 

 

 

 

42280481

45555332

40000000

41000000

42000000

43000000

44000000

45000000

46000000

Northeast Frontier

C
o

st
 (

in
 t

h
o

u
sa

n
d

s 
o

f 
ru

p
ee

s)

Annual cost for employees employed in class A, B and C in 
Government Railways on March 31, 2021 and March 31, 2022  

2020-21 2021-22



81 | P a g e  
 

 

 

 

 

GRAPH 13: NORTH WESTERN RAILWAY 

  

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

NWR has increased staff cost it needs to further increase its redistribution 

figures from the present 352. 
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GRAPH 14: SOUTHERN RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

The SR has also shown an increase in staff cost. Though it has redistributed 

1101 posts. Therefore, it is necessary to study which level of posts have been 

redistributed.  
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GRAPH 15: SOUTH CENTRAL RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

The staff cost in South Central has also increased. They have only redistributed 

249 posts. They need to do this exercise of redistribution rigorously.  
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GRAPH 16: SOUTH EASTERN RAILWAY 

  

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

The South Eastern Railway staff cost has increased substantially which is 

alarming. This is due to the fact that SER has not initiated redistribution of post at all 

till January 2023. 
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GRAPH 17: SOUTH WESTERN RAILWAY 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

SWR shows an increase in staff cost which is expected also as they are second 

lowest in redistribution of posts in Indian Railways with a figure of only 31 to their 

credit. 
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GRAPH 18: WESTERN RAILWAYS 

 

Source: Indian Railway Annual Statistical statement 2021-22 (Annexure 7) 

WR has shown an increase, though they have done a good job in redistribution 

of posts with a figure of 2823. The reasons for the increase in staff cost need to be 

studied further.  

To conclude it can be said that the staff cost is increasing across all the sixteen 

zones. Therefore, there is a dire need for Manpower Planning, Rightsizing through re-

distribution of vacancies so that Economy of Expenditure can be achieved.   
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Department where Posts are Required:  

TABLE 7: Position of Rolling Stock 

  

As can be above table, electric locomotives are showing an increase whereas 

steam and diesel are on the decline. This was also reported when we were doing 

Manpower Planning in Northern railways. Posts surrendered from the Mechanical 

Department were redistributed to the Electrical Department. This is the age of 

Electrical Traction; therefore, electrical assets are on the increase and more posts are 

required in the Electrical Department. This is also supported by Graph 3 showing 

Annual Railway Electrification. 

GRAPH 19: NTKMS PER ANNUM PER ROUTE KM 
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TABLE 8: Year wise Total Track Kilometres 

 

As can be seen from graphs 19 and table 8, the total track kilometres have been 

increasing. Therefore, civil engineering also needs more Manpower to look after the 

assets created. Now there is a mandate that only manned level crossings would be kept 

for these also Civil Engineering needs posts. Therefore, in Northern Railway Civil 

Engineering Department was not able to give any posts for redistribution to other 

Departments. It needs to cater to its own burgeoning need. 

TABLE 9: Zone/Headquarter wise Total Track Kilometres 

  



89 | P a g e  
 

 

Lastly, if you look at table 9 it can be seen that Northern Railways is the largest 

Railways in terms of total track kilometres. This study has extensively studied the 

Northern Railway and it is seen that the research questions have been effectively 

answered.  In Northern Railways through the process of Manpower Planning, it was 

identified which are the vacancies which need to be redistributed. We were able to 

identify that Electrical Department was facing an acute shortage Therefore, 660 posts 

were transferred to Electrical Department. This led to Rightsizing in the Departments. 

Economy of Expenditure was achieved as it led to a saving of approximately Rs 72 

Crore in Northern Railways. The major issues and concerns relating to Rightsizing 

were identification of vacancies and diversification to the Department which needed 

it. Last but not the least, this is the start of the redistribution process, efforts are still 

continuing. A lot of work is still pending in the Medical Department as regard 

redistribution of posts.   

It is also seen that the objectives of the study have been fulfilled. The three 

Railways identified the vacancy which could be redistributed. As can be seen from the 

example of the Northern Railway, Electrical Department was identified as the 
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Department lacking posts. Therefore, the 660 posts were re-distributed to Electrical 

Department.  

The third objective was to accomplish Manpower Planning by need-based re-

distribution of vacancies. This has also been achieved as could be seen from the 

interviews of Senior Officials below. Therefore, if we evaluate the strategy of 

Rightsizing, it has proved to be extremely useful in getting the desired goal of 

Economy of Expenditure. Lastly, if we evaluate and monetize the Economy in 

Expenditure through re-distribution of vacancies. Then, Northern Railway has 

achieved a figure of Rs. 72.09 Crores. WCR has achieved a target of Rs. 33.50 Crores 

and SECR has achieved Rs. 18.16 Crores. This together adds up to Rs. 123.75 Crores. 

In the present study due to paucity of time, Northern Railway has been extensively 

studied and Data from two other Railways perused. Yet only three Railways have given 

a figure of Rs. 123.75 Crores. If this measure is implemented in letter and spirit in all 

16 Railways, the Economy in Expenditure will be awe inspiring.  

Thus, since the objectives were fulfilled, need was to ratify the same through 

unstructured interviews so that what has been seen in monetary terms can also be 

collaborated by the views of the Senior officials of Northern Railway and Railway 

Board who were dealing with the subject matter and the Subject Experts. 
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CHAPTER - V 

FEEDBACK ANALYSIS ON RE-DISTRIBUTION 

OF VACANCIES 
 

UNSTRUCTURED INTERVIEWS 

Since this study was in the domain of Indian Railways on the specialized task 

of re distribution of vacancies, top officials in Railway Board and Northern Railway 

who were responsible for this policy decision were interviewed. Therefore, for data 

analysis, unstructured interviews were adopted as data collection method. This is 

dependent about asking participants, questions, to collect data on the topic. This is also 

known as non-directive interview. These questions do not have set pattern and not 

arranged in advance. Therefore, they are qualitative in nature and focus on personal 

experiences. This unstructured interview is especially useful for exploratory research 

as a research tool. It is set to be very informal and flexible.  

Advantages of un-structured interviews: - 

i) This is extremely flexible and fosters an open environment. Therefore, new 

topics and ideas can flow in this.  

ii) There is reduced risk of bias in this format.  

iii) Another important thing is that follow up question can be asked and therefore 

introduces more details and nuances.  

iv) Lastly, the respondents are more at ease and therefore with increased rapport, 

it can be a very dynamic process.  

The only disadvantage is that it is very time consuming, since, it is one to one and takes 

time.  
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CONTENT ANALYSIS OF UNSTRUCTURED INTERVIEWS 

The key officials involved in making implementing and approving the policy 

of re distribution of vacancies were extensively interviewed to understand the impact 

of this policy and how it has been received. In total 11 people were interviewed but 

since there was a convergence of their views, this was decided as an appropriate sample 

size for unstructured interviews. The following Officers/Experts were interviewed:  

TABLE 10: List of Top Officials / Experts Interviewed for the Study 

S. No Post /Designation 

1. Director General (Human Resource), Railway Board 

2. Principal Executive Director (Manpower Planning), Railway Board 

3. Executive Director (Manpower Planning), Railway Board 

4. General Manager, Northern Railways 

5. Principal Chief Personnel Officer, Northern Railways 

6. Financial Advisor and Chief Accounts Officer (General), Northern 

Railways 

7. Expert in Human Resource Management 

8. Experts in Public Finance 

9. Experts in Public Administration (03) 

 

The highest officer in Railway Board dealing with Human Resource was 

interviewed regarding this. He was emphatic about the fact that re-distribution of post 

is very much needed and there is a lot of potential for re-distribution of posts. It was 
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emphasized that there is still a lot of flabs which can be removed, if the officers 

concerned are committed to the cause. The Principal Executive Director looking after 

Manpower Planning at Railway Board was also extensively interviewed regarding re-

distribution of posts. Madam was of the opinion that benchmarking has to be reviewed. 

There has to be gainful utilization of work, we have to use manpower in such a way 

where it is actually needed. Madam was of the view that Manpower Planning is the 

tool which will lead to Rightsizing. We need to go down to the micro level till the 

sheds to improve efficiency by Manpower Planning. This has to be done keeping in 

mind the future direction and adequate planning. We have to keep in mind, the 

technology required and recruit accordingly or train in the required domain. The skills 

have to be upgraded to make it more relevant to the organization. The redundant 

processes can be outsourced. Madam also stressed that the Manpower Planning has to 

be strategic and it involves policy, talent, scouting and productivity increase. The main 

crux is adequate Manpower Planning and re-distribution of post where needed. It will 

lead to Rightsizing.  

Another high official, the Executive Director of Manpower Planning was 

interviewed at Railway Board. According to her, re-distributing of post does lead to 

Economy of Expenditure, if viewed in larger perspective. Through this, post may be 

diverted from non-core activities to core activities where better utilization is possible 

and known core work may be managed through other economical ways. She also said, 

that it leads to Rightsizing through Manpower Planning because instead of creating 

new post, posts are re-distributed to core areas where activities cannot be done through 

contract/outsourcing This will result into Rightsizing. Since, Rightsizing does not 

mean reduction in post or manpower only, rather, it is optimal utilization of human 

resources.  
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The highest authority on Northern Railway i.e., General Manager was 

interviewed regarding re-distribution of posts. He is the approving authority for re-

distribution of posts. Therefore, the best judge for the procedure. According to him, re-

distribution should happen but norms should be strict with adequate checks and 

balances. He emphasized that re-distribution should cut across all departments, fat 

should not remain in any department. Every department should do a diligent exercise 

in cutting the excess or re-distributing the same. If a Department, needs to have more 

manpower in one project then it should try finding, the redistribution required within 

its department.   

According to him, re-distribution of post will lead to Economy in Expenditure 

because if a vacant post persists in the Department where it is not required then there 

is always a temptation to recruit against it. Creation of course, leads to Expenditure 

therefore, this is a good initiative, to take vacant post to where required. Re-distribution 

of post will lead to Rightsizing with right Manpower Planning but it has to be seen that 

the pyramid of organizational structure does not get lopsided. Therefore, important is 

to implement in a pragmatic manner without making it disproportionate. It leads to 

reducing the flab. 

The PCPO (Principal Chief Personnel Officer) of Northern Railway who was 

spearheading the movement for re-distribution of vacancies in Northern Railway gave 

an elaborate discussion /view on the above subject: - 

“Manpower Planning has always been a priority concern to me as PHoD of 

Personnel Department. Targets for annual surrender of posts has already been laid 

down by Board. To meet this target, there is always a continuous assessment of 

unutilised posts/ feasible outsourcing of manpower areas etc undertaken through work 

study across all Departments by a dedicated team of Work Study Inspectors. We have 
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been meeting up with the minimum 1% surrender so far as per requirement of Board, 

however, I would like to draw attention to the following changes that has transformed 

the working of Railways and its manpower requirement since the implementation of 

6th PC recommendations: 

A) Areas that have led to decrease in existing manpower due to digitisation/ 

technology advancement: 

• Payment of salary through Bank through ECS instead of Cash: This has 

led to cut down in existing manpower and zero intake of Cashiers by re-

deploying them in areas where they can be effectively utilised. 

• Introduction of ‘Crew Management System’(CMS) for Running staff: This 

has been an effective program to monitor the crew by the click of a button, 

including sign-in and sign-off, breath-analyser, faulty working, generation of 

mileage for TA and other allowances admissible to such staff etc. This has led 

to cut down in economy to a large extent and also manpower. 

• Merger of many categories into one single category: Certain NTPC that were 

merged included- WLIs/PIs/HOER Inspectors into one category called S&WI 

which required performing skills of all three categories; similarly, 

CC/TC/E&RC have been unified to perform all three tasks; 

Gangman/Gateman/Keyman/Trolleyman have been unified into one category 

called ‘Track Maintainer’ and they will now be required to perform all the four 

jobs, Typists cadre has been merged with Clerks as ‘Clerk-cum-Typist’; to 

name a few. Such unification of cadres have also led to reduction in manpower 

and utilisation of manpower effectively. 

• Multi-skilling of tasks: The 6th CPC recommendations introduced multi-

skilling, with one employee performing jobs hitherto performed by different 
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Group 'D' employees (DoPT OM No.AB-140171612009-Estl (RR) dated 

30.04.2010)(Annexure 4).They have now been designated as MTS with 

changed RRs. 

• Outsourcing of certain activities: Certain activities on Railways have been 

contracted out through outsourcing viz sanitation work, driving of official 

vehicles, cleanliness work, maintenance of stations & tracks, catering etc. This 

has led to surrender / re-distribution of posts and thus re-deployment/ cut-down 

of manpower. 

• Redundant category posts:  The merger of cadres and outsourcing of certain 

activities as explained above has led to certain categories being redundant. 

Such manpower can be utilised in other departments where core activities are 

being performed and no fresh intake is taking place. 

(B)  Areas that have led to increase/ intake of manpower due to advancement in 

technology/ new projects: 

Electrification of routes: It has been a dream to electrify whole of Indian Railways 

network and so far, we have achieved around 83%. Moving forward, we need trained 

manpower and resources in this sector for slowly switching over from power to electric 

networking.  

Railway Board have delegated powers to General Managers to re-distribute vacant 

posts in non-safety categories to other departments where there is requirement, within 

the sanctioned strength of the grade, vide letter No. No. E(MPP)/2021/1/13 dated 

25.03.2021(RBE 24/2021) This interim arrangement for re-distribution can be done in 

consultation with PCPO and PFA and as of now such arrangement has been extended 

by Board upto 24.03.2023, whereafter these posts would stand restored to the 

concerned department.(Annexure 2) 
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This interim arrangement was issued by Board since creation of posts have been 

withheld on account of instructions issued by Board under RBE No. 48/2020 circulated 

under letter no. E(MPP) 2018/1/1 dated 02.07.2020 (Annexure 1). 

Requirement of staff for USBRL: The USBRL (Udhampur Srinagar Baramulla Rail 

Link) is a national project undertaken by the Indian Railways for construction of broad-

gauge Railway line through the Himalayas, with the aim of connecting the Kashmir 

region with rest of the country. This Project has brought in employment, prosperity 

and connectivity to the people. More than 500 lacs mandays of employment generated 

so far. This has provided connectivity to 73 villages of far-flung areas benefitting 

around 1.5 lacs people. 

Such new upcoming projects will require posting of manpower which will have 

to be taken care of through redistribution of posts from redundant categories or upon 

outsourcing of activities etc.” 

The Financial Advisor and Chief Accounts Officer of the Northern Railway 

was interviewed and he gave a very important point that this re-distribution of posts in 

account alone where 170 posts have been re-distributed to electrical department where 

it was required has led to a saving of Rs. 15.77 crores per annum. He was of the opinion 

with the increase in technology and method of operation certain posts which required 

cash dealing have now become redundant. Since, cash transactions have been 

digitalized, therefore, all those functionaries dealing with cash and pay offices have 

now become surfeit. These posts have not been filled up and could be effectively re-

distributed to electrical which was an immediate need for creation of posts. Therefore, 

Economy of Expenditure has occurred because there is a shift in technology used. As 

creation of posts is a herculean task therefore re-distribution of posts is answer to it.  

All non-core activates can be outsourced.  
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Beside the officers experts in Public administration, Human Resource 

Management and Public finance were also interviewed. An expert in Public 

Administration commented that world over Rightsizing leads to reduction in liabilities 

relating to pension. There has to be right mix of outsourcing of non-core activities and 

keeping the core activities with oneself. Rightsizing has to be done with benchmarking. 

It has to be ensured that quality does not fall. This was an important idea shared 

because for Railway together with quality the safety should also not be compromised. 

Another expert in Public Administration was interviewed, Madam agreed that re-

distribution of posts will lead to huge saving. She also commented that it will cut the 

flab leading to Rightsizing. Madam also emphasized that safety should not be 

compromised. Before, redistribution of the vacant posts, the pros and cons should be 

studied. It should also be seen if technology can take up the mantle. There should be a 

practical approach to employees and also to see that the security aspect is also not 

affected. According to her prudent approach needs to be adopted. Public 

Administration aspect is important in this dissertation; therefore, third expert was also 

interviewed who was of the opinion that re-arranging, re-distribution stops additional 

Expenditure and additional manpower to be employed. It is the diversion of manpower 

to where required. In a monolithic like Railway huge benefits can accrue through 

Rightsizing. Then a Public Finance expert was interviewed. He was categorical in 

stating that utilizing vacant posts will lead to Economy of Expenditure. But it should 

be a properly planned decision, and it has to be kept in mind that the re-distributed post 

will not be required in future. Due analysis has to be done before the redistribution. 

First choice should be to see that the Department is able to exercise diligence and take 

posts were not required to where it is required. This will lead to Rightsizing. The last 

person interviewed was a Human Resource Management specialist. She said that 
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Economy of Expenditure would be substantial with utilization of vacant posts. 

Railways is a huge organization but there are a lot of activities which can be done on 

PPP model or given to private vendor to accomplish Rightsizing and emphasized this 

would remove excess flab, need is to re-distribute the post. So that Railway can sustain 

itself. Evolution is the key; this pragmatic approach of redistribution will lead to 

Economy of Expenditure.  

Therefore, to conclude the important points which have come forward from 

these unstructured interviews are as below: - 

1. Creation of posts after the ban on creation and proposal to be submitted to DoE 

have become very difficult. Therefore, re-distribution of posts is the only alternative.  

2. Activities which are non-core can be outsourced to avoid undue liabilities on 

the Railways. 

3.  If the vacant posts are not re-distributed on time, then there will a temptation 

to recruit against them leading to Expenditure which could have been avoided.  

4. Another important point is that Manpower Planning through re-distribution of 

posts has huge potential for Rightsizing in Railways.  

5. Multiskilling has always been emphasized in Railways and therefore, re-

distribution of posts will lead to utilization of manpower wherever required.  

6. Benchmarking is important to help in the process of re-distribution of posts to 

the right department.  

7. Evolution is the key and re-arrangement has to be an ongoing dynamic process 

to avoid redundant posts to become burden on Railways.  

8. The exercise of re-distribution of posts has to be a prudent one to avoid safety 

in Railways to be compromised.  
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9.  Beside safety the quality aspects also have to be kept in mind while 

redistributing the posts.  

10.  In Northern Railway specifically, there are important project like USBRL 

which are at an important juncture and urgently need posts. The judicious distribution 

of posts can hugely benefit projects like this.  

11. Last but not the least, all Departments should do this exercise diligently firstly 

searching for re-distribution within their own department and then approaching other 

departments if not available in their own. Therefore, need is for due diligence in the 

exercise of re-distribution of posts.    

To conclude with the research objectives fulfilled, the research questions have 

also been effectively answered.  

1. The vacancies which could be outsourced or have become redundant with 

technology have been outsourced.  

2. As could be seen from the data above, Electrical Department is facing an acute 

shortage due to increase in Railway Electrification.  

3. Rightsizing is being achieved by re-distribution of posts as the posts are being 

diverted from non-core to core activities.  

4. Manpower Planning is being accomplished as PHODs are sitting together and 

identifying the posts which can be redistributed, staff required is being analyzed and 

placed where ever required.  

5. The savings of Rs. 123.75 Crores from only three out of 16 zones proves that 

it is an exceptional method for Economy of Expenditure.  

6. The major issues of Rightsizing as identified by stakeholders was that non-core 

activities which are outsourced should not compromise safety or quality. The staff 
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should not be overburdened with extra work. The morale of the staff should be 

enhanced.  

7. Northern Railway has achieved considerable success in the effort to Rightsize 

through redistribution of vacancies. SECR and WCR have also shown commendable 

performance in Rightsizing.  
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CHAPTER - VI 

SUMMARY AND CONCLUSION 

 
Manpower Planning must have been applied in a general sense ever since 

people have collaborated in working groups to undertake tasks. The idea itself is, 

therefore, certainly not new. What is new is the emergence of the term as part of the 

vocabulary of management, the ever-increasing awareness of its crucial importance, 

and the development of a scientific approach to the use of human resources. The field 

as we know it today emerged from studies on labour waste and turnover conducted 

shortly after the end of the last war by the Tavistock Institute of Human Relationships, 

as well as from operational research, which initially focused on using scientific and 

mathematical principles to solve operational issues in industrial and military 

organisations. It was eventually realised that the human resources aspect of these issues 

could not be disregarded. As a result, the Manpower Study Group split out from the 

Operational Research Society in 1967, later evolving into the Manpower Society. 

About the same time, in 1969, the London School of Economics and the University of 

Sussex joined forces to form the research organisation known as the Institute of 

Manpower Studies. 

There has never been any doubt about the significance of planning an 

enterprise's material resources, and much work has gone into maximising financial and 

capital resources. Ironically, the human resource hasn't gotten as much attention 

despite being ultimately the most significant and unpredictable asset. Manpower 

Planning continues to spark some scepticism despite significant advancements and 

recent shifts in attitudes. This is likely because the sceptics believe that either a process 

that should largely be common sense has become unnecessarily complex or that the 
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many variable factors in an uncertain future make the returns for the investment of 

effort of very doubtful worth. However, such opinions show a lack of understanding 

of the nature and objectives of Personnel planning. Personnel planning has 

undoubtedly developed into a specialised area of study for statisticians, economists, 

and other academics. But it is also a major worry for every management in an 

organisation, particularly the senior staff who are in charge of policy, resource 

commitments, and achievement responsibility. Making decisions in a risky and 

uncertain environment is fundamental to management. Effective management uses the 

best knowledge that is currently available and a system to reduce risk and uncertainty 

to the extent that this is possible in an imperfect world. A manifestation of this idea in 

the most crucial area of all, the use of human resources, is Manpower Planning. 

Whatever doubts may still exist, there are compelling signs that the momentum that 

Personnel planning has already gained will manifest itself in managerial practise more 

and more. Organizations of all types are under pressure from economic, technological, 

and social considerations to investigate the costs and human elements of labour 

considerably more deeply and meticulously than ever before. The Central Government 

will continue to place a high value on this issue for the same reason, and it will 

inevitably have a significant influencing role. Although the basic goal of Manpower 

Planning has been discussed, there are other specific goals in important management 

domains that Manpower Planning supports, including: 

1. “Balancing the cost between the utilization of plant and manpower: this involves 

comparing costs of these two resources in different combinations and selecting the 

optimum. This is especially important to making sound decisions when costing 

projects”.  
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2. “Determining recruitment needs; it is an essential prerequisite to the process of 

recruitment, i.e., to avoid problems of unexpected shortages, wastage, blockages in the 

promotion-flow, and needless redundancies”. 

3. “Determining training needs: it is fundamentally important to planning training 

programmes, for which it is necessary to assess not only quantity but also quality in 

terms of the skills required by the organization”.  

4. “Management development: a succession of trained and experienced managers is 

essential to the effectiveness of the organisation and this depends on accurate 

information about present and future situations in all management posts”.  

5. “Industrial relations: the corporate plan will of necessity make assumptions about 

productivity and the manpower implications of merger, acquisition, and divestment 

decisions will have an impact of the organisation's industrial relations strategies”. 

In practice, Manpower Planning is concerned with the demand and supply of 

labour and problems arising from the process of reconciling these factors. Whilst there 

is a consensus amongst the specialists about the general purpose and basic elements of 

Manpower Planning, they sometimes show slight variations in the shape of their 

proposed systems. Any system has to be based on analyses of demand and supply and 

the plans and decisions which follow these analyses. 

A SYSTEM OF MANPOWER PLANNING 

The main elements of a system of Manpower Planning are:  

1. “Defining or redefining organisational objectives”.  

2. “Determining and implementing the basic requirements for sound Manpower 

Planning”.  

3. “Assessing future requirements to meet objectives (demand)”.  
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4. “Assessing current resources and availability of resources in the future (supply)”. 

5. “Producing and implementing the manpower plan in detail, i.e., balancing forecasts 

for demand and supply, related to short-term and/or long-term time-scales”.  

6. “Monitoring the system and amending as indicated”. 

The first two of these stages are preparatory; the last three are directed towards the 

detailed production and implementation of the plan itself. 

Thus, in the present study efforts were made in the Railways to do effective Manpower 

Planning and Rightsizing through re-distribution of vacancies.  

DEFINITION OR REDEFINITION OF ORGANISATIONAL 

OBJECTIVES 

How well the organisation has thought through and planned its corporate 

strategy and integrated the goals of its component departments will determine how 

effective the Personnel plan is. The senior directing staff of the organisation can assess 

the ramifications in terms of human resources once these specifics have been carefully 

considered and resolved. The business strategy and objectives will need to be 

continuously monitored and revised from time to time due to the always changing 

environment in which all work organisations operate, whether they advertise a product 

or provide a service. This calls for a corresponding, ongoing evaluation of the system 

for planning human resources. 

In the present scenario, keeping the Expenditure in mind cooperate strategy and 

objective of the railway is to reduce cost. In this as the present study shows, railways 

has been successful as a saving of Rs. 123.75 Crore has been achieved and this is the 

tip of the iceberg as only three zones out of sixteen could be studied due to paucity of 

time. 
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DETERMINING AND IMPLEMENTING BASIC REQUIREMENTS 

FOR MANPOWER PLANNING 

Sound Manpower Planning needs to be based on the following principles and actions: 

1. It has to be fully integrated into the other areas of the organisation's strategy 

and planning. 

2. Senior management must give a lead in stressing its importance throughout the 

organisation.  

3. In larger organisations a central Manpower Planning unit responsible to senior 

management needs to be established. The main objectives of this unit are to co-ordinate 

and reconcile the demands for human resources from different departments, to 

standardise and supervise departmental assessments of requirements and to produce a 

comprehensive organisational plan. In practice the Personnel department would 

normally play a leading role in the task. In smaller organisations these responsibilities 

would probably be carried out by a senior member of staff, e.g., the Senior Personnel 

Manager or even the Managing Director. 

4. The time-span to be covered by the plan needs to be defined. Because of the 

abiding problem of making forecasts involving imponderable factors, a compromise is 

often adopted in which a general plan is produced to cover a period of several years, 

and a detailed plan for the first year. If the system is operated as a continuous, 

overlapping plan, the five-year period of general forecasting is maintained and each 

first year is used in turn for purposes of review and revision for the future. For example, 

1980-5, 1981-6, 1982-7, 1983-8, 1984-9, 1985-90 is a series of 5-year rolling plans 

covering a total of ten years.  

5. The scope and details of the plan have to be determined. For large organisations 

separate plans and forecasts may well be needed for various subsidiary units and 
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functions. In smaller organisations, one comprehensive plan will probably suffice for 

all employees. Where particular skills or occupations may pose future problems in 

recruitment or training special provisions will be required in the planning. 

6. Manpower Planning must be based on the most comprehensive and accurate 

information that is possible and necessary. Such Personnel information is essential in 

any case for the effective management of the organisation. Details of format and 

contents will naturally vary, but they will normally need to include details of age, sex, 

qualifications and experience and of trends likely to affect future forecasts, such as 

labour wastage, changes in jobs, salaries, etc. Apart from the routine collection of data 

for Personnel records, special analyses may sometimes be necessary to provide 

particular information. 

Railways has done a commendable job in Manpower Planning by integrating 

it into the other areas of organization’s planning. Indian Railways has a Centralized 

Manpower Planning division in the Railway Board and corresponding in each zone 

and division. As on date, Indian Railways had been given time till March, 2023 to 

complete the process of re-distribution of vacancies. 

THE ASSESSMENT OF FUTURE REQUIREMENTS (DEMAND) 

Estimating the amount and calibre of human resources necessary to achieve the 

organization's goals is the focus of this task. There are a variety of forecasting 

techniques that are frequently used, some of which are straightforward and non-

technical and others sophisticated and requiring specialised mathematical and 

statistical knowledge and skills, such as estimates based on managers' experience, 

opinions, and calculations; statistical techniques; work-study techniques; and forecasts 

based on productivity measures. In actuality, these approaches are frequently 
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combined, especially in bigger organisations. The following succinct summary of each 

type's key characteristics. 

1. Estimates made by management: Due to its simplicity, this form of assessment is 

the most widely used, particularly in small organisations. The estimates made by 

individual line managers and the corporate estimates created by senior management on 

the advice of the Personnel department serve as the two main sources for these types 

of assessments. These projections have a clear potential subjectivity flaw because they 

solely depend on individual judgements. This can be lessened, however, in two ways: 

first, when submitting assessments, managers should provide justifications for their 

claims; and second, these so-called bottom-up assessments should be compared with 

those created by senior management, possibly by an ad hoc manpower committee, with 

the aim of addressing and resolving discrepancies. 

2. Statistical methods: Today, forecasting is done using a variety of statistical 

techniques that range in complexity. This is a job for specially trained Personnel, 

therefore major organisations of a certain kind, for which Manpower Planning presents 

challenging issues, are the main users of such methods. Simple extrapolation, 

regression analysis, based on assumptions about the stability of particular 

relationships, and econometric models, in which past statistical data are studied, on the 

assumption that relationships between a number of variables will continue in the future, 

are some of the techniques that are most frequently used. These techniques attempt to 

forecast growth or decline of a variable or set of variables for a period of time. 

3. Work-study methods: Work-study techniques are particularly appropriate for 

estimating manpower requirements for work which is directed towards end products. 

Work study is a methodical investigation of work in terms of people, skills, materials, 

and equipment, with a focus on the number of man-hours required for each output unit 
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to produce the most output with the least amount of labour. Work-study data can be 

used to forecast productivity, create precise production schedules for specific time 

periods in the plan, and calculate the approximate number of workers required to reach 

production goals within a certain time frame. The production schedules may include 

the following information: product quantities, production processes, required and 

available machinery, times for separate activities, and the quantity and calibre of 

labour. Work-study methods are especially suitable for determining the number of 

workers needed for tasks that are focused on final goods. 

In Indian Railways, the job study method is adopted which is a systematic 

analysis of work in terms of people, skills, materials, machines and manhours needed 

per output unit to achieve productivity. These techniques are important for estimating 

manpower requirements for the organization. Besides estimates are also made by the 

management, keeping in mind the projects in hands and the employees required for the 

same. 

ASSESSMENT OF CURRENT RESOURCES AND 

AVAILABILITY OF RESOURCES IN THE FUTURE (SUPPLY) 

Available resources a thorough and comprehensive description of the existing 

situation is required as a foundation for projecting the future supply of labour. 

Although precise and thorough information is crucial for Manpower Planning, there is 

a risk of producing records that are overly detailed, which could make it harder to grasp 

the big picture, use up precious resources, and raise the likelihood that information 

won't be maintained up to date. However, some broad bases can be established for 

analysing the resources that are already available, such as operational functions, 

occupations, status and skill levels, and other specific categories. In the end, each 
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organisation must determine for itself the quantity and quality of information that it 

needs (e.g., qualifications, trainees, age-distribution, etc.). 

Operational Activities Based on the categorization of Personnel into functional 

units, a preliminary count of all employees is done (e.g., sales department, stores 

branch, repair workshop etc.). If desired, specific categories resulting from further 

studies may be associated to these units. 

Occupations, Occupational groups are used to categorise workers. In terms of 

the level of detail necessary, these categories may be particularly relevant to important 

vocations and anticipated recruitment issues. Although broad homogeneous groups 

typically suffice, comprehensive and specific categorisations may be required for some 

important jobs. The Classification of Occupations and Directory of Occupational Titles 

(CODOT) is published in three volumes on behalf of the Department of Employment 

to simplify and standardise the process of occupational analysis and definition. 

Managers, supervisors, professional staff, technical employees, clerical staff, 

manual and other staff are the general categories typically utilised for occupational 

analysis (skilled; semi-skilled; and unskilled). 

Rank and level of expertise in some ways, classifying employees according to 

their jobs also involves classifying them according to status and skill level. But it might 

also be essential to draw additional distinctions between, for instance, senior, middle, 

and junior managers; senior and junior secretaries; administrative and technical 

supervisors; etc. This kind of study is particularly pertinent to the process of gathering 

information for high level succession planning. 

Additional Particular Groups in addition to the fundamental analyses 

mentioned above, other specific types of information are typically required to be 

produced, particularly for important groups and occupations. Examples of such 



111 | P a g e  
 

information include employee qualifications, records of employees undergoing 

training, age groups, and distribution. 

In addition to keeping complete records of each employee's qualifications, 

experience, and unique skills and aptitudes that are pertinent to the organization's aims 

and functions, Manpower Planning purposes necessitate this. This will put it in a better 

position to plan for hiring and selection, transfers, promotions, training, retirements, 

etc. since it will be able to evaluate the strengths and weaknesses in both its overall 

pools of talents and experience and in specific areas. 

“Training is systematically integrated with and dependent other important areas 

of Personnel management such as job analysis, recruitment and selection and 

performance appraisal. It is an extremely costly and time-consuming activity and must 

be taken into account when the supply of manpower is being analysed. For the period 

to be covered by the plan, the analysis will project the flow of numbers of employees 

passing through all forms of training programmes, both internal and external”. 

The age distribution of employees in an organisation has a strong influence on 

questions of promotion, retirement and especially wastage. It is most important that an 

organisation should always be aware of the current and future age structure of its 

employees. It is essential information, if employers are to take timely measures to 

anticipate and remedy the effects of any imbalance in experience, excessive losses of 

all kinds of employees or those in key occupations because of simultaneous 

retirements. 

If we look at the present study, we can gather that operational necessity like the 

USBRL project and the electrification of routes has made Northern Railway think of 

major supply gap in the electrical department. Therefore, posts from other departments 

like Mechanical, Personnel, Accounts have been diverted/re-distributed to Electrical 
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Department (Annexure - 5). Therefore, through this elaborate process of Manpower 

Planning, Indian Railways is trying to achieve Rightsizing and Economy in 

Expenditure. 

CONCLUSION 

From the data analysis, it was clear that Economy of Expenditure has occurred 

due to the Manpower Planning and Rightsizing strategies adopted by the Railways. 

Here, we will enumerate the Rightsizing strategies adopted and implemented by the 

three Railways  

(1) Statutory Control on creation of new posts except safety 

(2)    Outsourcing  

(3) Reduction due to induction of technology 

(a) Computerization  

(b) Office automation 

(c) Creation of paperless office- We have adopted E-office 

(d) Changes in office system and file management 

(4) Multiskilling  

(5) Benchmarking  

All these have been judiciously adopted by Northern Railways which is the 

main focus of our study. Northern Railway has effectively implemented e-office 

leading to the redundancy of a number of functions. It has also been a pioneer in 

multiskilling so that staff can be redeployed as required (Annexure - 4). There has been 

effective outsourcing of the non-core activities like housekeeping, security, box boy, 

call boy.  

There has been a statutory control on creation only redistribution of posts has been 

resorted to leading to immense savings. Benchmarking is also being done to know the 
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number of employees needed for productivity and efficiency. Thus, Northern Railway 

has proved that Manpower Planning and Rightsizing can lead to Economy of 

Expenditure.   
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CHAPTER - VII 

WAY FORWARD 

 

As could be seen from the discussion and data analysis. A lot of activities are 

being outsourced. The objective of the outsourcing is to identify, and contract out those 

functions which are not central or core to the Government’s functioning, thereby 

relieving it from financial and administrative burden, while simultaneously improving 

efficiency and productivity.  

FUNCTIONS AMENABLE TO OUTSOURCING 

A broad list of functions which can be considered for outsourcing in Railway are 

reproduced below: - 

1. Watch and Ward/Security Services 

2. Catering Services 

3. Vehicles & Drivers 

4. House Keeping Services 

5. Travel and ticketing services 

6. Construction of offices and installations and residential complexes 

7. Maintenance of Government building, residential flats 

8. Horticulture 

9. Messenger Services 

If we look at these functions they have been successfully outsourced by Indian 

Railways. Security Services in buildings are being done by private security agencies. 

Vehicles are on contractual basis with drivers. Cleaning and housekeeping even on 

stations have been outsourced. Ticketing online is being done by IRCTC. Construction 
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involves contractors and maintenance of government buildings has been outsourced. 

The horticulture of even DRM office garden has been outsourced. Messenger services 

like call boy have been dispensed with. Therefore, we can see that Railway has done 

considerable job in moving away from non-core activities. But there are certain 

concerns which Railway should keep in mind while doing the outsourcing.  

OUTSOURCING- ISSUES AND CONCERNS 

(1) While outsourcing the work, ensure that cost of outsourcing is significantly 

lesser than the erstwhile cost.  

(2) Modification to existing rules/regulations, standing order etc., regarding 

manner of performing the function after its outsourcing.  

(3) Redesigning the chain of command for the activity.  

(4) Providing for proper interface between the office/section in charge for 

monitoring the process of outsourcing, the supplier of service (contractor) and the users 

of the service.  

(5) Providing for effective monitoring of delivery of service by the contractor. 

It is noted that large many efforts at outsourcing have not succeeded because the 

agency contacted could not fulfil its contractual obligations. The study suggests 

specific reforms in the procurement process of contractors that includes: -  

i) Select the agency/contractor very prudently and judiciously, not letting factors 

other than merits interfere in the decision making.  

ii) Clearly define and standardize the requirement of work/functions expected 

from the contractor. 

iii) Quality control mechanism should be effectively designed.  

iv) Release of payment should be linked to the quality and timeliness of delivery 

of service. Failure clause should be effectively build in the contract. 
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v) Accountability and pin pointing of responsibility should be clearly prescribed 

in the contract.  

In line with recommendations of the Second National Labour Commission, it 

is also suggested that: - 

1. Functions should be classified as core and non-core functions as also perennial 

functions and seasonal functions. At the same time contract labour should not be 

engaged for core production/service activities.  

2. It is further suggested that perennial non-core services like canteen, watch and 

ward, cleaning etc., need to be offloaded subject to the following three conditions: 

(a) Perennial core services are not transferred to other agencies. 

(b) Where employees are working on perennial non-core activities which 

are proposed to be outsourced, no outsourcing should be done without 

consulting unions.  

(c) Where outsourcing of such activities does not involve any employee 

who is currently in service, management will be free to entrust the service to 

the outside agency.  

(d) Government would be the Principal Employer in case of work which is 

contracted out.  

(e) Contract labour should need to be remunerated at the rate of a regular 

worker engaged in the same organization, doing work of comparable nature.  

(f) Onus and responsibility of proof to show and ensure that the employer 

(contractor) is paying such contract workers the wages of a regular employee 

doing comparable work or in its absence that of the lowest skilled regular 

employee would be on the Principal Employer.  



117 | P a g e  
 

(g) The Principal Employer should also ensure that the prescribed security 

and other benefits are extended to the contract labour.  

WAY FORWARD 

In line with the emphasis on creation of new infrastructure including new lines, 

multi tracking works and another asset being created. It will be necessary to provide 

manpower for operation and maintenance. Further, with an increase in traffic intensity 

(Graph 1 & 2) and the policy on manning of all gates, there is a need for additional 

manpower to be provided for these core activities. As these have safety implications, 

the importance of manning these posts is self-evident.  

Two major projects for new lines of USBRL and UNRK are under completion 

in Northern Railway for which new posts are to be created. Apart from that, 

Electrification has led to a substantial increase in staff for Electrical/TRD. Since, new 

creations are not allowed at Zonal level, posts for new assets are being arranged by 

redistribution of vacant posts. Total 1,931 posts for USBRL and further 1,745 posts for 

other requirements are under various stages of redistribution of posts. If these are also 

accomplished the saving in terms of Economy of Expenditure to Railways will be 

mammoth.  

Thus, the way forward, is to redistribute the posts to where required so that 

Rightsizing, Manpower Planning and Economy of Expenditure can be effectively 

achieved.  

In this context the way forward is to expedite the 1363 posts in Medical 

Department in Northern Railways  which have to be redistributed once the 

housekeeping work is outsourced Therefore to conclude it can safely be said that this 

measure of redistribution of vacant  posts has proved to be effective in Rightsizing 

.The test of the pudding is in the taste , same was applicable here the test of this measure 
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was whether it has accrued savings in Expenditure .In one year of its implementation 

in Northern Railways it has garnered Rs. 72.09 crores of savings. The same is true for 

WCR where 33.50 crores have been saved and Rs. 18.16 crores in SECR.  

The lifeline of common Indian Man is Indian Railways is Asia’s biggest Rail 

Network as well as it is the 4th biggest Rail Network in the World. Indian railways is 

operational in 16 zones across the Country. In the present study only 3 zones figures 

could be evaluated. If all zones are taken in terms of Economy of Expenditure, the 

savings will be awe spiring.  

The graph below gives the present status of redistribution in the other zones. 

GRAPH- 20: Total Redistribution Achieved 

 

  All zones have actively done the Manpower Planning by assessing the demand 

and supply of the employee requirement. They have prudently re-distributed the 

vacancies from where not required to the Departments which are facing acute shortage 

of Staff. 
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To summarize, if an evaluation of the policy of re-distribution of vacancies is 

done then this study has effectively proved that the policy has been successful in its 

objective of Rightsizing and Economy of Expenditure through the process of 

Manpower Planning. 
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