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Report on Grouping of Departments into Clusters for Better
Coordination/Implementation.

The proposal under consideration is for the clustering of different departments for evolving

realistic policies characterized by pragmatism and a medium/long term perspective.

However, some initial clarifications require to be indicated.

First, by just adding one more layer in the hierarchy, without evolving dynamic systems of

interdepartmental and inter-sectoral consultation, may not be very productive.

Secondly, in Punjab, there is a dual (Secretariat and Directorate) system. A large number of FRs
and proposals originate from the Directorates which provide the professional & technical inputs,
the Secretariat does not have any independent professional manpower, unlike the Ministries in
the Govt. of India. The Secretariat-level merger of the departments, therefore, would not result

in any material change.

The clustered departments would, of course, indicate in the Standing Committee any of the new
schemes/initiatives likely to be launched by the relevant Ministry in the Government of India in

the next Financial Year of the Five Year Plan.

Appropriate care will also have to be taken not to stifle the initiatives of the departments. As
such, clear operational rules are needed to avoid that possibility. The proposals for clustering
need to go beyond simply nominating a coordinating Secretary and lay down appropriate

institutions and systems especially ;



b.)

d.)

A Standing Committee consisting of Secretaries and Heads of the Departments of
the clustered Departments would primarily consider the proposals/new schemes
involving more than a specified outlay, or a specific policy before it is taken up for
consideration, by the concerned department with Planning, Finance Departments
etc. This will itself ensure that half-baked schemes/overlapping of the schemes by

more than one department, are not included in the Annual Plans of the departments.

Optimizing interdepartmental coordination and monitoring through regular
meetings of the Standing Committees on policy outputs and activities. These inputs
can be used by the departments to enrich the policy and overcome
interdepartmental bottlenecks. Secretary to take final decisions.

There is an inherent element of tentativemess about the proposed clusters. As such,
the departments proposed to be under a particular cluster are not sacrosanct and

within any watertight compartments.

The senior most officer to be appointed/designated by any distinctive nomenclature,
being the presiding officer of the Cluster, should also, ideally, be the Principal

Secretary/Financial Commissioner of an independent department.

The clusters proposed are at Appendix-I.



APPENDIX-I

CLUSTER -1

1. Social Development, Welfare and Security

a.) As of now, the entire education sector is singularly unidirectional, with each
discipline carrying on its own mandate, unmindful of the imperative need to coordinate
and compliment other branches of knowledge generation. It is on a strong, sturdy and
comprehensive foundation after school education that the subsequent specialized
branches would be able to facilitate the nurturing of genuinely sound interests whether in
Medical Science, Engineering, Social Science etc. As such, the entire education sector

has been clustered together.

The proposed cluster on ‘Social Development, Welfare and Security’ :

)] School Education

i) Higher Education

iii) Technical Education and Industrial Training

iv) Health and Family Welfare (M.E.R.)
(Close coordination with the Department of Medical Education and Research for
initiating courses/programmes that the changed health care system requires).

V) Sports and Youth Services/C-PYTE

vi) Labour

vii)  Employment Generation

viii)  Social Security, Women and Child Development
(Combating the Menace of Female Foeticide through Wider Awareness and a
system of incentives)

iX) Welfare of SCs/BCs/OBCs



X) Defence Welfare
Xi) Freedom Fighters

xii)  Distribution of Atta/Daal Scheme (only)
(Department of Food Supplies and Consumer Affairs)

xiii)  Pensions/Grievances of the Pensioners

CLUSTER-2

2. Economic and Infrastructural Development

As all these years, the departmentalized approach by each department literally
remained compartmentalized with no interaction, integration on compatibility in policy
formulation, execution and monitoring with line-departments. For instance, the drainage
department, with top heavy invested pyramid of the hierarchy of over half of the staff
headquartered resulting in abysmally poor, virtually absent monitoring in the field, has
played havoc with the drainage system. The obvious result has been severe water logging
of thousands acres of the precious agricultural land. One wonders, where have the crores
of funds gone that have been released year after year on the special intervention of the
Hon’ble CM/Irrigation Minister, etc.

As such, it is the crying need of the day to ensure proper coordination amongst the

key departments from the initial stages.

The Proposed Cluster

)] Power
i) Industry and Commerce
iii) Investment Promotion

iv) Information Technology



Xii)
Xiii)
Xiv)
XV)
XVi)

XVii)

Science and Technology (R & D)
Non-Conventional/Renewal Energy (R & D)
Environment and Forests.

Irrigation/Water Management/Drainage
Agriculture

Food Procurement/Distribution — Supplies and Consumer Affairs.
Horticulture, Food and Agro-Processing
Animal Husbandry, Fisheries

Cooperation

Dairy Development

Civil Aviation

Public Works Department (Building and Roads)

Transport.

CLUSTER-3

Urban and Rural Development

In order to ensure proper and planned development in rural as well as urban areas,

the various Government departments are requested to work in tandem with other line

departments.

) Local Government and the Punjab Water Supply and Sewerage Board
i) Housing, Urban Development and Town Planning

iii) Rural Development and Panchayats

iv) Water Supply and Sanitation

V) Epidemiology Wing of the Health Department



CLUSTER-4

4. Fiscal Management

For raising of financial resources for planned policy formation, the following
Departments are proposed to be clustered under Public Finance, Economic Development

and optimizing the resources with matching outcomes.

The Proposed Cluster:

) Finance

i) Planning

iii) Excise & Taxation

iv) Registration & Stamp Duty (Revenue)

V) Revenue.

CLUSTER-5

5. General Administration And Regulatory Mechanism

To have the smooth control and administrative set up with coordination and
appropriate accountability, with a view to minimizing litigation by the employees, the

following departments are proposed to be clustered:-

i) GAD

i) Personnel

i)  Vigilance

iv) Coordination

V) Parliamentary Affairs

vi) Home Affairs and Justice



vii)  Home (Legal Remembrancer and Prosecution and Litigation)
viii)  Governance Reforms/ Grievances Redressal

iX) Information and Public Relations

X) Printing and Stationery

Xi) Hospitality Wing

xii)  Culture and Tourism

xiii)  Surface Transport

xiv)  Drugs, Food, Milk Adulteration etc.

XV) NRI Affairs






Punjab Governance Reforms Commission

Report on
Transfer Policy and Grievances Redressal Forum
in the Departments of
Health & Family Welfare and Education



The Punjab Goﬁernance Reforms Commission vide. its order no
PGRC/Sub.Gp/2013/1888 of 13" November, 2013 has constituted a Sub Group
comprising of the following members to give its inputs to the Commission on (a)
formulation of transfer policy for the Departments of Health & Family Wéifare and
Education: and (b) convergence of multiple grievance redressal forums:-

(@) Shri Suresh Kumar IAS, Financial Commissioner, Development,
Punjab; . ' -

(b) Shri C. Roul, IAS, Principal Secretary, Governance Reforms,
Punjab;

(¢) Ms. Vini Mahajan, IAS, Principal Secretary, Health and  Family
Welfare and Medical Education and Research, Punjab; and

(d) Ms. Anjali Bhawra, IAS, Principal Secretary, Education, Punjab

2.0 The sub-Group met on 18.11.2013 and 17.12.2013 and discussed
the assigned issues for its inputs to the Commission. Summary record of.
deliberations and report of the Group is as follows:

A) * Formulation_of Transfer Policy for the Departments of Health &
Family Welfare and Education

3.0 The Group observed that the transfer is a lateral shift causing of
movement of individuals from one position to another and it does not involve any
major changes in duties, resmnsibiliiie’s, skills needed or compensation given for
the job. The transfer can be made either by the employer on its own volition or at
~ the request of the employee. In State Government, broad policy guidelines for
" transfer of employees are issued by the Department of Personnel with following

key objectives:-
» to increase efficiency and effectiveness of employees;
 toincrease versatility and competence of employees;
« to deal with fluctuations and variations in work requirements;
» to check and remove incompatibilities in employees relations;
¢ tocheckand correét wrong placements;
» to check and avoid monotony at work; and

« to adjust workforce to achieve the given task and at times to punish

the employees.



4.0 Within the overall objectives as noted above, some of the key
reasons identified for employees transfer are noted as following:-

» to check and avoid favoritism and nepotism:

» to check and avoid excess dependence on particular employees
and resultant loss of control over subordinates:;

e toensure transparency among the employees and their work; and

* to make employees conversant with different kind~ of work
minimizing their influence and control over a particular seat or task.

5.0 Both the Principal Secretary Health & Family Welfare (PSHFW) and
the Principal Secretary, Education (PSE) presented placement/ transfer policies
of their respective d‘epanments, maintaining that apart from the objectives and
reasons noted above these were framed to take care of the special context of the
department. For instance the fact that there are a large number of vacancies in
the Health Department, and doctors have a manifest preference for certain large
cities have combined to result in a severe lack of manpower in many districts of

the state, adversely impacting service delivery. A copy each of the policy of these
departments are attached as annex-I and annex-II.

6.0 The transfer/placement policies of the Departments of Health &"
Family Welfare and Education clearly lay down the detailed administrative
instructions for transfer of employees to meet with their respective specific
professional requirements, within the broad guidelines for transfer/ placement of
employees issued by State Department of Personnel (annexure-/if). Some of the
specific requirements of these departments were observed to be maintenance of
* discipline and punctuality, weightage to seniority and merit, sufficiency of tenures
and coverage of uncovered and under-served areas. These existing policies
were considergd to be sufficient to ensure effective quality services to the
_ general public with optimal utiﬁzation of available human resource. The Group
felt that more important issue thus was not the formulation or reformulation of
transfer policy but it is effective implementation and enforcement of the policy.
The departments have to make extra efforts to enforce the policy and achieve its
adequate, if not full, compliance.

7.0 There is always an effort by some to get adjustments/ placements
done or made, which are otherwise not fully covered under the policy. Some
times these adjustments are considered essential or at least said to be in public
interest, but many a times such adjustments are seen as accommodation on
compassionate or some other extraneous grounds. Difference in quality of life at
various locations also compels some employees to seek a change for a better

location, in whatever manner it is possible. The Group felt that these
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Departments would benefit from a statutory framework whereby transfers of
employees/ officials, teachers and doctors in government educational and health
institutions are not seen merely as a routine matter but are instead considered a
function mandated within a legislative framework or statutory rules.

8.0 Given the existing policies of these Departments, the Group
observed that some of the key issues concerning transfers, more specifically
implementation of transfer policies can be summarized as under:-

e~

a) Non-adherence of condition of minimum tenure;

b) Non-adherence of time schedule given for the posting and

transfers; :

c) Fr'equeﬁt transfers as a result of a large number of vacant
positions; -

d) Non-compliance of hierarchical channels for application and orders
of transfers; -

e) Side-tracking or supercession of seniority and merit, more often
than it is complied in making transfers:

) Lack of inviolable policy and law on transfers;

a) Hesitation of employees/ officials to go to distant, under-served
rural areas; and

h) Lack of motivation and incentives to work in un-served or
' underserved areas.

9.0 For the above noted reasons the Group felt that transfer of an
employee instead of becoming a tool of discipline or maintenance of efficiency,
has become a bane, clearly impinging upon good governance in government
educational and health institutions. Therg is certainly a need to set a framework
which enables the department; to implement their respective policies which they
consider to be in their best professional and public interest. While it is difficult to
find fault with the transfer policies (annex-/ and Il of these. departments, it is
always possible to do something more to strengthen the departmental
hierarchical controls and regulations to ensure that these policies were if possible

not violated and if violated, these violations were exceptions on merit and in

public interest. Some of the suggested possible ways to achieve this are as

=

following:-

L.-‘



ii)

iii)

iv)

V)

vi)

vii)

Viii)

X)

Transfer policy should be an outcome of an enforceable legislation,
meaning thereby that there should be a law defining core principles
for transfer of employees including teachers and doctors;

The enabling statutory framework -defining core principles for
transfer of employees of Departments of Education and Health,
particularly teachers and doctors should be so formulated that it
provides enough flexibility to the departments to address special
concerns such as disabled employees and single women etc.,:

The contractual employees should not be transferred as’"fhey are

and should be recruited for a particular institution or for a particular
job;

Transfer policy should provide for incentives for special/ difficult and
unserved or under-served areas such as Mand, Bet, Border areas,
etc;

State Government should allow regular recruitment of doctors,
teachers and other professionals in the Departments of Education,
Health & Family Welfare and Medical Education & Research on

annual basis in order to make up the shortfall in far-flung, distant
unserved and under-served areas.

The statutory framework defining the core principles for transfer of
employees should clearly define the competent authorities and the
applications/ requests for transfer received in violation of the
defined authorities, structures or channels should not be allowed.

bl

The professionals including teachers, doctors and other specialist
officers/officials in these departments should not be assigned duties
not concerned with their respective profession/ occupation and
efforts should be made to provide adequate ministerial and other
support staff, wherever required, by the government.

Seniority and merit should be two cardinal principles in making

transfers and violation of these principles should not be allowed, as
far as possible.

Existence of a large number of vacancies has caused more
damage than it appears to:be. It has had a direct bearing on the
quality of governance alongside the non-availability of adequate
services to the general public. Invariably the employees/ officials
find excuses to get themselves transferred against vacant posts,
which exist in abundance. As said earlier, there is no reason to
leave any of the teaching and medical/health posts vacant in health
and educational institutions, but in case as a result of financial
constraint it is considered unavoidable, the Government should
decide right sizing of the institutions and provide critical minimum
staff in all cadres including professional, ministerial and support
staff to the institutions to run these at optimal level. It would mean
that a thorough review of the existing deployment in health and
educational institutions should be done and the staffing should be
redetermined with a clear mandate to the departments to fill vacant
posts on regular basis

Provincialisation of professional posts/cadres in health and
educational institutions has done more dis-service to the institutions
and more importantly to the general public. In the existing system,
where a teacher or a doctor is recruited for the state by the
government, he/ she does not belong to a particular institution, as a



B)

iii.

result there is no accountability and effective local management
and supervision of the institutions over its employees, resultantly
their quality and delivery of services is adversely affected. Ideally,
these departments should gradually move away from the existing
system of provincial cadres of teachers and doctors and evolve a
system to recruit school teachers and hospital doctors, preferably
under the management and supervision of local
communities/PRIs/ULBs. In case a teacher or doctor wants to move
away from one institution to another, he should resign and go to
other institution, not get himself transferred at his convenience
ignoring the much desired convenience and need of the general
public. However, this can happen only when the Government
agrees in principle to evolve an education/school system which
allows for school management, school budget and school teachers.
Likewise health systems should also be so developed and guided
that it allows for hospital management, hospital budget and hospital
doctors. This kind of a local educational and health governance
system can help to improve the quality of these institutions much to
the liking of the general public but the existing employees, who
enjoy the most for being in government and deliver the least to the
benefit of the public, would resist such a system. The Group felt
that though it may be an ideal situation to de-provincialize posts/
cadres in the Departments of Health & Family Welfare and
Education, but it does not seem feasible and practical at present. It
mag be a long-term objective in keeping with the basic objectives of
747 Constitutional amendment, but to achieve the goals of
universalization of elementary education and health for all, this kind

of arrangemient may not work in short to medium term. :

Xi) In the case of Education Department, it is observed that there was
also a need to rationalize locations of some of the schools in
keeping with the existing policy of government i.e. a Primary school
at every one kilometer and a Middle and High School at every 3
and 5 kilometers. In order to achieve a more rationale location of
schools ensuring the availability of quality schools at convenient
places, merger / amalgamation of some of the schools may be
necessary. In addition, rational deployment/ re-deployment of
existing staff of the schools in keeping with the contextual
specificities and requirements would also be necessary.

L3

Convergence of multiple Grievance Redressal forums

. The Existing Institutional Framework:

The Department of Grievances is the Nodal Agency for overall monitoring,
coordinating and policy formulation with regard to redressal of grievances
of general public with respect to their interaction/transaction/expectation

with/from the Government. In this regard, the Departrent has a small
Directorate too.

At the District level, each Deputy Commissioner is assisted by an
Assistant Commissioner (Grievances) to act as a Nodal Agency for
redressal of grievance of general citizens.

Some of the major Departments and PSUs, having significant
interaction/transactions with the citizens, have created their own grievance



cells to deal with such matters. For example, the Punjab State
Transmission  Corporation  Ltd.(PSTCL) has their individual
grievance/compiaint disposal mechanism.

iv.  Recently, the Department of Grievances, Govt. of Punjab, in collaboration
with NIC and the Department of Governance Reforms, has rolled out an
online grievance redressal mechanism namely, ‘PB-PG GRAMS'. Citizens
are lodging their complaints online on this portal. Since, its State wide roll

out w.e.f. 15%/2013, 4500 complaints/ grievances have been lodged
online till 12.12.2013.

v. The Integrated 'Workflow and Document Management System (lWDMS)
has been infroduced in all the Secretariat branches in all the 47
Departments. Capturing and monitoring grievances is one of the common
software module developed by the System Integrator and made functional
w.e.f. August, 2012. The NIC and System Integrator for IWDMS have
worked jointly-to capture the grievances from each other’s portal. The PB-
PG GRAMS remains the Nodal Portal for redressal of grievances for MIS
at a converging/nodal agency level. The IWDMS grievances’ module is for
monitoring the disposal of grievances within the departments. Hence, both
the software systems are complementing each other.

vi. There are some statutory and other forums created by the Government to
redress grievances pertaining to a specific nature. For example, The RTS
Commission and the first and 2™ appellate Authorities have power to
redress gnevances w.r.t. non- delivery or delay in delivery of citizen-
centric services. Similarly, the Punjab State Information Commission deals
with grievances pertaining to provisions of the RTI Act. Similarly,.
Government of Punjab on its own as per the statutory provision or court
directives have established nearly 15 commissions to look into grievances,
along with other matters, pertaining to their respective areas of jurisdiction.

vii. Sevottam- Under the sevottam scheme, introduced by the Department of
Administrative Reforms, Grievances and Pensions, Government of India,
each Department/Organization should establish robust grievance
redressal mechanism within their Department/Organization. This should
be part and parcel of their Citizen Charters.

Government of Punjab has adopted the Sevottam Scheme. A Sevottam
Division has been created in MGSIPA which is guiding individual
Departments to formulate their Citizen Charters and grievance redressal
mechanisms. To start with 5 Departments namely, the Departments of
Revenue, Health & Family Welfare, Social Security, Water Supply &
Sanitation and School Education have formulated their Citizen Charters
and as part of the Charter, formalized grievance redressal mechanisms for
within Departments/Organizations monitoring and disposal of grievances.
These Departments are in the Implementing phase of the Citizen Charters
and the respective grievance redressal mechanisms. In the next phase 5
more Departments are formulating their Citizen Charters along with
redressal mechanisms. There are departments like Dairy Development,

Animal Husbandry, Industry & Commerce, Technical Education and Rural
Development & Panchayats.

2. Are there multiple redressal forums in the State of Punjab?

10.0 As explained above, the Department of Grievance and its PB-PG
GRAMS portal is the Nodal grievance redressal agency in the State. The other
institutional mechanisms are internal and/or subject specific or established under

statutory provisions to redress grievances. Without the internal monitoring of



grievance by Departments through IWDMS module or specific grievance cells in
certain Departments having significant/frequent interaction/transaction with
citizens, the institutional mechanism will not be effective in redressing grievances
of people. Similar is the case with specified commissions or the institution of
Assistant Commissioner (Grievances) in the O/o Deputy Comniissioner.'

11.0

Moreover, the lower level of institutional mechanisms are

‘supposed to be linked to PB-PG GRAMS, hence there is a convergence of
system for redressal of grievances. This is perfectly in line with the*éd_hcept of
Citizen Charters and Sevottam. '

3.

Deficiencies in the existing Grievances Redressal Mechan_isms.

Lack of awareness among general public about online Grievance
Redressal mechanism like PB-PG GRAMS.

Lack of enthusiasm on the part of Administrative Departments in the
Secretariat fo use PB-PG GRAMS and /or IWNDMS grievance monitoring

* modules.

Absence of grievance redressal cells in many Departments, having
significant/frequent interaction/transaction with citizens.

Lack of formal forum for redressal of grievances of Government

employees numbering 3.5 lakhs in the State. Most of the court cases-
involving the State Government relates to grievances of employees.
b

WAY FORWARD

All  Administrative Departments should necessarily use the PB-PG
GRAMS and IWDMS grievance modules for disposal and monitoring
(MIS) of citizen grievances.

. All the Departments/Organizations having significant transaction with

citizens should establish formal forums in their Departments to

monitor/dispose citizen grievances as per Sevottam/Citizen Charter
concept. i S '
The State Government may consider establishing a State Administrative
Tribunal to redress employee related grievances. The Members of the
Tribunal may be drawn from the Departments, which generate maximum
number of employee grievances. However, the Chairman of SAT may be
a retired Judge, or a retired Civil Servant of appropriate Stature.

All the Departments in the Directorates and field offices should be directed

to feed their complaints to the PB- PG GRAMS system for
centralised/converged monitoring.

Once the State Administrative Tribunal is established, the employee
related grievances should be de-emphasized in the PB- PG GRAMS
system. Nevertheless, the door of this additional forum of PB- PG GRAMS
should not be completely shut for the employees facing harassment for
getting their rightful dues/benefits.
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