SNEA/CHQ/CMD/2018-21/58
              Dated 04th December, 2019.

To

Shri. P. K. Purwar,



         
Chairman & Managing Director, 
   
BSNL, New Delhi.



   
Sub: Suggestions regarding Post VRS BSNL:

Respected Sir,


Government has approved “BSNL Revival Package” and VRS is one of the proposal in the package. In the post VRS scenario after staff reduction, establishments are to be reduced for effective monitoring and supervision of the work. Establishment cost reduction will happen only if the top level posts at CGM and GM level is reduced considerably purely as per requirement. Lot of office accommodation can be made spare by this and rented out as a major source of income. BSNL offices located at main business centers are to be shifted to BSNL Quarters so that commercial value offices can be rented out. No offices should function in rented buildings.
I.




Post VRS HR activities:
The following suggestions are made on various HR related activities: 
i.   Project Circles should be merged with Maintenance Regions. The employees posted in Project Circles are more or less idle now. NCNGN and INSP Circles can be merged with respective Territorial Circles. 

ii.  There is no justification for small Circles after so much staff reduction. Small Circles can be merged without any difficulty and the remaining employees will be sufficient to man the merged Circle. Kolkata TD, Telecom Store and WB Circles are co-located and can be merged without involving any staff dislocation. The staff shortage of both Circles can be addressed by the merger. Similarly, Chennai TD with TN Circle also. Crores of rupees on establishment cost can be saved in addition to the revenue from rentals of vacant Offices. 
iii. The Officers on deputation from DoT should be kept the barest minimum. BSNL is having a pool of talented, well experienced and well qualified officers at AGM/ CAO/ EE grades. The Officers working as AGM/CAO/EE in E6 scale can be promoted as DGM by onetime relaxation in qualifying service as all of them got sufficient experience as AGM/CAO/EE with officiating plus regular service. By this huge amount can be saved. Majority of the SSAs having less than 20,000 DELs can be headed by TDMs and TDEs and PGM/GMs posted in these SSAs are to be redeployed or send back to DoT. PGM/GMs posted more than one in an SSA can be reviewed and redeployed to other SSAs or to the Circle Offices on need basis. CFA, CM and EB verticals in small and medium Circles can be merged there by reducing the establishment cost. Remaining Officers can be send back to DoT as per their request. Unnecessary financial burden need not be on BSNL. 

iv. At BSNLCO, the number of PGM/GM level Officers are to be reduced by 50% so that other establishment costs also can be reduced. BSNLCO has to become a role model for other Circles. Posting to BSNLCO should be made only after proper screening. 

v.  After VRS, many positions may become vacant. Those are to be filled immediately on regular basis through promotion. Look after arrangement should be discontinued. Executives with sufficient experience are working in the higher scales and just by re-designation, they can be effectively utilised in the higher grades without any financial implications. This mechanism is already approved by the BSNL Board, just implementation is required. 

vi. For getting more Executives available in the field level for operations, JTO, SDE, Sr SDE equivalent Grades are to be utilized independently, directly reporting to AGM/CAO as recommended by the Consultant M/s Deloittee and approved by the BSNL Board. Presently highly qualified Executives with 15 to 20 years experience are demoralized. Internal Executives talent is to be recognized and promoted to SDE/AGM/DGM/GM equivalent Grades.  
vii. HR related activities, account section, planning etc to be centralised to Circle or Business Area. However, disciplinary powers, Power to transfer the employees within the SSA, direct allotment of store and fund to the SSAs, sanction of temporary advances, all issues related to operation and maintenance, provision of new connections etc should be with the respective Head of SSA either TDM or TDE to facilitate them to deliver the best and make them accountable. On these aspects, they should be directly linked with the Circle Head instead of BA Head. Issues related to planning, approval of works above the powers of TDM or TDE only should go to the BA Head. 
viii. Some Training Centers can be closed, maintaining two training centers per zone. Training Centre infrastructure can be leased out to educational/technical institutions and staff can be redeployed to field units.
ix. Post VRS deployment of Executives to the field units should be smooth with barest minimum disturbance. The deployment to the field units should be completed by 15th December so that the newly posted Executives will get some time to familarise with the system and network. The cable/route diagrams and other datas can be easily collected during this period. 
x. The Administrative Offices should be manned with minimum Executives at the level of SDE/AO equivalent grades and above and having sufficient filed exposure. 
xi. The services of the employees going on VRS who are experts, well experienced and skilled in different areas can be availed on contract basis with the prior approval of the SSA Head and with the recommendation of the concerned section in charge.
xii. Well experienced and the best officers should be identified and posted to planning sections. Suitability is to be ascertained before posting to key sections like planning.

xiii. Paperless work to be introduced without further delay utilising IT tools, CDR, ERP etc. Duplication of reports should be avoided. Respective offices should be directed to take the report directly from the system. Reports from field units may be asked for the data which are not available or can’t be extracted from the system. Office work can be easily outsourced. 
xiv. CSC activities can be easily supervised by Executives from Finance/Civil/Elect/Arch etc. Telecom side Executives can be redeployed to field units.

xv. Executives from Civil/Elect/Arch etc can be utilised directly under the control of SSA Head, without dual reporting to CE/SE/EE etc. Executives of Accounts/ Civil/ Electrical/ TF/ Arch can be posted  to ay post presently manned by telecom wing Executives  like CSC, marketing etc, except core technical areas like NIB, MSC, Transmission system etc. Dual reporting required only for the Executives working with Civil/Electrical/Arch related works.

xvi. In future, the talented and outstanding officers should be recognized by way of faster promotion / increments/honorarium etc.

II. 






Staffing Norms: 

a) Dependency on Officers on deputation is to be reduced to barest minimum and the work can be executed by the BSNL Officers itself by promoting them to higher posts. BSNL is having a pool of talented, well experienced and well qualified officers at AGM/CAO equivalent grades. They can be effectively utilised as DGM/GM as per the requirement. BSNL is not having sufficient officers at GM/CGM level and majority of the positions are manned by the Officers on deputation from DoT. That number also coming down every year. This point is to be taken into consideration during restructuring of BSNL. 
b)  In 2014, the Consultant M/s Deloittee appointed by BSNL also recommended for sanction of more posts at the level of AGM and DGM by reducing the posts at GM level. Many GM level SSAs are to be downgraded to TDM level based on the working connections.
c) As recommended by the Consultant M/s Deloittee JTO, SDE, Sr SDE and AGM equivalent Grades are to be clubbed together for the purposes of staffing norms. Further as recommended by the Consultant M/s Deloittee JTO, SDE, Sr SDE equivalent Grades are to be utilized interchangeable, directly reporting to AGM/CAO. This proposal is already approved by the BSNL Board. So, common norms are to be framed for the cluster consisting of JTO, SDE, Sr SDE and AGM equivalent Grades for each wing as decided by the Board.

c) The staffing norms for land line sector may be based on i) number of connections, ii) Network/Geographical area and iii) Revenue.

d)  Separate norms (or suitable weightage) required for i) multi Exchange areas like Metros and State/Dist HQs (upto 2,000 DELs per Exchange), ii) Medium exchanges in Taluk HQs (from 5,00 to 2,000 DELs per exchange) and iii) scattered assets in Rural areas (below 500 DELs per Exchange), North East, Tenure and difficult (eg: NE Region, Assam, J&K, A&N, HP, UKD, Lakshadweep etc). 

e) The proposed norm of 2705 DELs recommended by M/s Deloittee can be considered for multi Exchange areas. For other areas, norms are to be further liberalised for effective supervision.

f) Separate norms are required for Transmission Maintenance Regions like NTR/STR/ETR/WTR, Project Circles like NTP/STP/ETP/WTP/ NETF/ITPC/NFS, other common circles like Inspection Circle, BBNW, Training centres, Data centre etc. 

g) Separate norms are required for Wi-Max, FTTH, Leased Circuits, MPLS Circuits etc. It is proposed that one Executive can be posted for every 200 numbers of FTTH/Leased Circuits/MPLS Circuits/ Wi-Max connections or fraction thereof. 

h) Norms for Broad Band provisioning and maintenance is to be separately framed. It is suggested that 50% weightage of a land line can be given for a Broad Band connection.

i) For Finance stream, TR units justification can be on DELs. Modifying the present work profile in Accounts wing like maintaining only Finance, TR, Pay sections etc.
III. 




Outsourcing of work: 

It sound good and seem panacea for all the problems in BSNL. Outsourcing should not drain out the BSNL kitty and Outsourcing should not become a new source of corruption. Further it has its own complexity like minimum wages, labour laws, company law, present liquidity etc. This concept must be incorporated very judiciously on merit considering availability of staff, significance of work, working connections, geographical areas etc. Guidelines, procedures and framework must be finalised by Corporate Office but implementation should be done by Circle and SSAs. Outsourcing should be done with the strict supervision of BSNL employees. For the time being, BSNL should allow the number of labours employed to the level of Jan- 2019 or the minimum requirement at the earliest and the payment for at least 6 months to be released to them to ensure their joining back to BSNL and par ticipating in the outsourcing work. Instruct all the SSA heads to extend the available tender for PP/DG/AC/HKs/Vehicles etc at least for next six months, if they are completing within that period. 
IV.




OFC Cable Maintenance: 

All OFC maintenance activities should be under the direct control of BSNL employees. 

1. Where ever sufficient employees are available, outsourcing can be limited to work contract. 

2. In other cases composite tenders with SLA conditions, patrolling, seeking permissions with Local authorities, paying charges if any, attending joints for cut and shifting, protection accessories and arranging vehicle etc are to be called District wise.  The charges to public authorities are to be reimbursed to contractors.  
3. In any case atleast for the long distance routes, OFC maintenance team should be available with all resources in case of any emergency like failure of the vendor in repair work etc. 100% Vendor dependency is not advisable in main routes. 
V. 




Marketing and EB

1. Duplication of Sales and Marketing activities in the name of CFA, CM and EB products to be avoided. The schemes/tariff of different verticals should not compete each other 
2. Under any circumstances, Marketing and EB should not be handed over to any third party because, Database of our Customers should be that much confidential and any leakage of that information may allow Competitors to approach them with better offers.

3. Entire Marketing & EB Team strengthened and may be included with persons who has aptitude in Marketing, making effective Customer Relations and liaison with all sections to solve any issues related to the services of these cream customers.

4. Better to have a Tie-up with all equipment manufacturer related to customer premises equipments of ADSL, FTTH, ISDN PRI etc, so that we can provide the service at the earliest with the help of these OEM or its dealers by offering EMI scheme also for equipment to feel a Lesser initial charges for customers. 

5. Tariff Structure may be implemented by avoiding confusion among customers and wrong Recharges. 

6. Visibility activities may be designed, printed and distributed centrally from a single point in the Circle so that printing charges can be reduced and uniformity in display materials can be maintained. 

7. Attractive Ads may be made in Regional Language emphasizing the BSNL presence in Natural Calamities, Rural Areas etc. It will attract more Customers.  

8. A Special Team (Own or on contract) may be associated with EB team for provisioning and maintaining (24 x 7) the EB Customers. 
9. CSC, Billing counters and related activity may be offered to channel partners/ Franchisee/ Retailers on commission basis for each transaction through Expression of Interest with practical terms and conditions. Counters can be outsourced with the supervision of BSNL employees which is a must for customer satisfaction. 
VI. 





Points on CFA segment:
1.  Most complicated and challenging job is the maintenance of landline connections, which is one of the major revenue earning businesses for BSNL. Right from the introduction of mobile services, this segment lost attention and the investments done only in mobile segment. Timely upgradation of external plant, replacing of UG Cable with OF cable to the maximum possible extent for reducing the UG cable network to 2 to 3 KM should be on priority. Landline with BB is still having good business potential in the present scenario. 
2.  Methodology for maintenance of landline sector may vary from Circle to Circle, SSA to SSA and even exchange to exchange. A combination of per line expenditure and revenue sharing model, depends upon the field requirements can be an effective alternative to the present system. BSNL CO should only guide, not to impose their idea on the Circles/SSAs on landline sector, giving more freedom to Circle and SSAs to decide.
3.  Regarding landline Mtce of Exchanges, the Exchanges are to be segregated Revenue basis and categorize it as Business and Service Types. Business Type Exchanges will be exclusively managed by BSNL but Service Type Exchanges may be supported by Government to compensate the losses to continue the service to the Rural India or may be allow to shutdown loss making Services in such areas for avoiding more losses.   

4.  Regarding Mtce of Exchanges, all Loss Making Exchanges can be offered for Type IV TSP outsourcing model as in FTTH (Revenue sharing model). All maintenance of the Exchange including Passive infra like Battery, Power Plant, DG, earthing etc, Diesel filling and EB Payment may be entrusted as the responsibility of the Vendor. BSNL should continue the maintenance of active Infra like Switches, Txmn Eqpt, BTSs, BSNL OLTs etc. 

5.  Request may be given to Government to allot Budgetary provisions for ensuring Rural Telecom Services by BSNL to run the Service without loss to the company. If Govt is not supporting the loss making Exchanges or No TSPs are taking up the mtce through revenue sharing model as explained, all loss making Exchanges after analysing the previous one year trend of revenue may be closed down with alternate arrangements for continuing Txmn Systems, OLTs, BTSs/Data Cct/ISDN/ILL etc. 

6.  For Maintaining Exchanges following man power deployment can be adopted. 

a. Experienced vendors (Present Casual Labours) or calling retired BSNL Employee (Or Group of Employees) for maintaining the system through above model with the assurance of timely Payment. (Advantage: With the experienced hands, especially Cable Maintenance will be easier, and since it is based on Revenue sharing model, they will be more interested to increase the revenue). Concerned BA/SSA Heads may be given authority to approve to take interested VRS optees back for work on contract basis to deploy at OD/CSCs (Retiring/Retired staff can be used for such activities)  

b. Calling for Apprenticeship trainees as per GOI Rules of Stipend or Industrial Trainees with a Lump Sum amount of Payment for six months to One year with strict Contract conditions as other PSUs do. They can be utilised in Offices as well as CSCs.
c. Since necessary cable diagrams of both UG Cable and OFC are not available in many places, necessary records may be made with the help of VRS optees on contract basis during post VRS era for keeping continuity. 

d. The Maintenance may be included the efforts of changing high end copper cable customers to FTTH through BSNL exclusive LCO mechanism with Triple Play Service, so that customers who are highly paying and having frequent faults or either of these conditions can be converted to give more stable connection. 

e. After formulating a General Guidelines, concerned BA/SSA Heads may be given authority to make flexibility based on Geography, Revenue Generating Opportunity and Serving Area Size etc.  

7. All customers having high ARPU may be converted to FTTH and may be try to allot the same number as 100% NGN is going to happen. 

8. All ISDN PRI, Data Ccts also may be converted to Fiber for interruption free Service.

9. Sufficient OLTs may be installed at every Exchange.

10. NGN Remote Units may be purchased and installed at promising BTS sites where Copper/Fiber Network can be used to extend connections when Exchanges are closing. 

11. Suitable agreement may be made with Electricity Board/Companies for using their poles for drawing BSNL Fiber. Instruction from DoT also may be sought for issuing a General instruction to all States/UTs.

12. There should be strict conditions on any contract for pro-rata deduction of amount for the poor performance and delayed fault clearance etc. 

13. There should be an MOU with Equipment manufactures of different customer equipment such as Modem, Routers, ISDN PABX, Surveillance System etc on EMI based or one time purchase basis with after sales service so that BSNL can offer connections with suitable Equipment immediately as per customer requirement. 

14. All type of provision of CFA connections may be outsourced with handsome commission. 

15. All Interested Sales Partners may be invited such as Retailer/Whole Sale dealers of ADSL, FTTH, ISDN PRI modems for making a contract with BSNL to increase the business of both. Necessary commission also may be offered for the leads came through such channel partners. 

16. Outstanding dues pursuit may be outsourced with handsome commission structure so that realization of amount can be faster. 

VII. 





Points on CM Segment:

1.  Maintenance of all Passive Infra Elements of CM such as Battery, Power Plant, Tower, Earth, Engine and Diesel filling may be outsourced Circle/SSA wise for the existing sites as of now. BSNL employees may supervise the proper working of Battery, Power Plant, DG, Diesel Filling Cleanliness of the Sites etc. BTSs/Non BSNL sites can be managed by watch & ward agreement with the land owners as of now. 

2.  For all the new sites, procurement and maintenance of all Passive Infra Elements of CM such as Battery, Power Plant, Tower, Earth, Engine and Diesel filling may be fully outsourced. All the existing sites where Battery and Power Plant is to be replaced also can be added in this.
3.  PRBT bundling has to be stopped at least for popular schemes and instead of that PRBT can be provided as per customer requirements. 

4.  Performance based billing may be ensured for all types of contract system.  

5.  EMF Related activities or all such TERM Cell Activities may be outsourced. 

6.  Enough Employees may be entrusted with Marketing activities and to attend Channel Partners. Since 85% of the Revenue is coming from Retail Network, More Emphasis may be given to Retail Network. Attractive offers may be given to Retailers to enhance the business.
7. Special Task Force may be formed for remedial actions such as solutions for EB Customers, Urgent Installations on VIP Visits, Regular BTS/Antenna/Feeder Cable mtce etc through contract labours and the team can be headed by a BSNL Executive. .

8.  Suitable team may be formed for taking Bench Mark Drives with all operators SIMs and regular report may be given to Marketing Team for boosting the business at BSNL’s strong areas as well as wherever competitors are weak.    

9.  Necessary Information may be passed to Special Task Force (BSS) Team by NQM Team for correcting/adding any Network element based on Drive Test. Drive Test part can be outsourced and analysis of network quality and suggestions on corrective actions for BSNL network can be done by BSNL Executives. This Team may be Centrally monitored from LSA and also All India Level to ensure PAN India Network Quality.

10.  Proposals for Coverage Solutions may be speeded up based on the report of NQM team wherever mass complaints are happening through sector addition, antenna reorientation or new site acquisition. Indoor BTS installation and Mtce with private partnership may be installed for covering high buildings Apartments and Malls. 

11. A tie-up may be done with different coverage solution equipment manufactures so that If any customer ready to purchase their equipment can be suggested even through EMI, which will create a Win-Win Situation and faster solutions. 

12. S&D Policy may be emphasised on Revenue from the Franchisees. Under performing Franchises may be suitably penalized or cautioned. Dynamic allotment of commission based on the business/target achievement to be implemented. Exclusive Franchise concept for underperforming Franchisee  to be withdrawn by allowing nearby Franchisee to operate in the area of under performers. The provision for migration of existing Franchisee after the tender period and undue weightage to existing Franchisees are unheard in a tender procedure.
13. AMC may be suitably scripted to get maximum output from Vendors. There should not be any tender with AMC conditions based on entire PO cost. AMC should be limited only to Active Infra or only necessary items which need regular maintenance support of vendor. 

14. SIM Activation tools may be made as much as simpler with proper video tutorials and scripts in all languages for the easy use of Retailers/ Channel Partners. The delay in SIM activation to be reduced by channelizing different entities like Pyro, sancharsoft, IN etc under one umbrella.
15. All MSC/OMCR related activities may be monitored centrally. Sufficient number of dedicated staff made available for replacing any faulty cards or attending any physical faults. 

16. It may be ensured that Major Centers as MSCs, GGSNs, IN etc having dedicated System (Own Staff or Contract Staff) for ensuring the working of Power Plant/DG.
With kind regards,

(Sebastin. K)

Copy to: 
1. Shri Anshu Prakash, Secretary/DoT, Sanchar Bhavan, New Delhi for kind information pl.
2. Shri Aravind Vadnerkar, Director(HR), BSNL Board for information and n/a pl.
3. Shri. S. K. Gupta, DIR(Fin), BSNL Board for information and n/a pl.

4. Shri. Vivek Banzal, DIR(CFA), BSNL Board for information and n/a pl. 

5. Shri. B. L. Varshney, DIR(EB), BSNL Board for information and n/a pl.

