No: SNEA/CHQ/DIR(CM)/2018-21/02                 Dated 07.10.2019.

To
Shri Sheetla Prasad Tripathi,

Director (CM), 
BSNL Board, New Delhi.
Sub: Issues related to poor SIM sales, Reduction in revenue, revenue leakage and the unwarranted threat of Salary deduction reg: 
Respected Sir,
It is seen that through many DO letters, Employees are targeted by the management and threatening them with Salary cut based on the target for SIM sales. When the employees are not paid the salary, Executives are maintaining the system by spending from their own pockets, such type of threatening letters, addressed to all the employees is exposing the management that they are not even aware of the ground realities how BSNL functions. It is really demotivating and demoralizing for the workers. Only due to the hard work of employees, we could achieve positive growth and become the second operator of the Telecom market showing positive growth in SIM sale, next to R-Jio.  But it can be seen that BSNL SIM sale growth is only 3%. It means, even though employees are hardworking in the field through different campaigning, our SIM sale growth is very less due to various reasons. 
We know the main reason is lack of PAN India 4G network, but some other reasons are also there, seriously affecting our SIM sales. We invite your kind attention to following few points about Sanchar Aadhar App to take corrective action to improve SIM Sale. 

1. There are many complaints from our Channel Partners regarding SIM activations. All other Pvt Telecom operators are researching how to simplify the SIM activation methods, but BSNL is experimenting with frequent software updates of the Sanchar Aadhar App and make things further complicated for the user rather than making it more user friendly. For example, capturing of photograph of customer, we need to ask the customer to turn his/her face to the right in addition to closing and opening of eyes, which irritates good number of customers. The same has to be repeated for the agents as well. Agent photo need to be uploaded with each SIM activation which the retailers and DSAs are finding it very inconvenient whereas this procedure is not required for other TSPs.

2. In the case of other TSPs, SIM is getting activated within few minutes where as in BSNL it takes 24 to 48 hours for SIM activation inviting customer complaints. After the CAF is approved in Sanchar Aadhar, there is considerable delay with the Sanchar Soft interface for initiating televerification process. Delay is observed at every stage in between such as initial activation, televerification, final activation, FRC etc. To avoid this delay, the two stages of DKYC approval and televerification process during the activation of CAF may be integrated (as in the case of MNP CAF) at the approval stage itself and made accessible through public IP to reduce the delay considerably. When other TSP’s SIMs can be activated within 10-15 minutes, long delay in activating BSNL SIMs is creating negative impression among customers, retailers and DSAs. Naturally retailers and DSAs would prefer to sell other TSP’s SIM to the customers who visit their premises for a new SIM without any particular choice of any TSP. The customer would be delighted only if he/she gets an activated SIM with FRC loaded within minutes of visiting the shop completing all the formalities. From the field reports, it is visible that, Retailers are choosing other TSP’s SIM due to easy activation practices followed by them to the customers visiting their shops with a request to get a new SIM urgently. 

3. Enforcing white background always for capturing customer/ agent photograph would be difficult while conducting melas and also for many DSAs.

4. Frequent interruption of Sanchar Adhaar App is affecting sales during melas and SIM activation as well. CYMN error, OTP not getting, location problem while moving to other locations(GPS), unable to proceed after submission of CAF etc are some of the  problems observed more frequently. 

5. At present the field units and CSC/marketing team is not getting adequate support or response from Sanchar Aadhar help desk during many occasions. A proper and efficient complaint booking and redressal menu in the dash board of Sanchar Aadhar would be helpful. A senior nodal officer at Circle Office is necessary for coordination and timely redressal of issues. It is suggested to carryout prior validation of Apps with the support of field units well before launch of fresh updates in such Applications.

6. An option to view the CAF while editing / before saving at the approval stage is required to ensure that corrections made has been incorporated in the system.

7. It would be useful if SIM replacement facility also can be integrated in the Sanchar Adhaar App.

8. Individual televerification link is not available in Sanchar Soft. Televerification by calling 1507 is a time consuming process for customers and BSNL is forced to give tender rate amount for each calls terminating at these calls centers. Customer who call 1507 need to note the OTP and update the same. Many BSNL mobile customers are unable to identify OTP and act accordingly without help of a third person. Televerification is easily done by other TSPs but in BSNL it is making much delay for activation. Hence SSA wise Televerifiation team may be formed for easy activation of SIMs.
9. Insisting photograph of the agent for each SIM activation doesn’t make sense and it irritates the agent as the identity of the agent is already verified through the C Top up SIM.
10. We feel that assessing the performance of a Circle or SSA only based on the number of SIM activated during a particular month is not a correct approach. We can see that some Circles have more than one Crore connections but revenue is very less and ARPU is near to Rs 15. Such Circles are not counted as poor performance Circles but practically Circles with 1/3rd connections with ARPU Rs 40 will be equal to the revenue of the above Circle. So we may start assessing the performance of the Circle mostly on revenue basis, not simply on number of SIM activation. 

11. It is also a concern that, due to the pressure, SIM Sales are just happening without generating any revenue. This resulted in additional expenditure like CAF Commission for Retailers/ Franchisees, Trade Scheme etc. This is very important as there is substantial decrease in revenue in this financial year. In fact, there is approximately 50% decline in revenue in comparison to FY 2017-18 though SIM sale in FY 2018-19.

In this context, following is being suggested in the interest of the Company:

i) There must be financial audit of various trade schemes in respect of profit/loss to the Company. It is a matter of great concern that certain small SSAs are selling more SIMs & big SSAs are unable to sell less as per the assigned targets. Reasons must be find out & appropriate action must be taken in the interest of Company.

ii) In certain small SSAs, SIM activation has been more than 10, 000 in a month, these SSAs must be critically monitored whether there is any real increase of revenue, in how many days these SIMs have been sold/activated entirely? What is the average duration of these SIMs remains active in ‘VLR’, whether ‘2nd recharge’ has been done on these SIMs & what is the percentage? 

A) Incoming Value: Cost of SIM to customer: Rs.20, 1st FRC by Customer: Rs.54 and Total return to BSNL is Rs.74.


B) Outgoing Value: Trade Scheme: Franchise after SIM activation: Rs.08 (max.), Retailer after SIM activation: Rs.40 (max.), ATM to Franchise & Retailer both on 1st FRC by Customer: Rs.45 approx, Average FOS/SIM in the Circle for year 2018-19: Rs.20 approx., Total: Rs 113.
C) Talk value to Customer after 1st FRC-
Rs.50

D) Purchase cost of SIM by BSNL
Rs.28 approx.

E) CAF Commission to Franchise
Rs.10

F) Total expenditure of BSNL: (B+C+D+E) = Rs.201

From the above tables, it is clear that there is a difference of (-) Rs. 127/- per SIM approx. Full incentive should not be given at one installment to avoid misuse of trade schemes & other incentives given to a franchise, incentives must be given over a period of time.

12. As SIM sale is directly related to availability of network in real sense, it is a matter of concern that the SSAs which are having less network availability but having more SIMs sales. It must be checked to avoid pilferage of precious revenue in the form of incentives to franchises on fake SIM activation.

13. Most of the new connections activated due to the pressure of top management are appeared in GP1/GP2 category which are detached from VLR also. So improving the VLR count may be the better option for increasing the revenue than adding further SIMs atleast in saturated Circle/SSAs. We may start analyzing the penetration of our Mobile connections and necessary measures may be taken to entrust the teams for concentrating more on activating GP1/GP2 customers with proper follow up through SMS/Call to alternate numbers for informing them about new offers. 
14. MNP may be more vehemently concentrated since most of basic customers are fed up with monthly recharging as well as poor network quality of other 2G operators. It is seen that about 25 to 40 Lakh customers are leaving those networks per month, this may be properly utilized by giving more MNP through our channel partners. MNP may be promoted through Channel partners by offering attractive commission/incentives. Penalty has been imposed on certain franchises because after MNP, customer has not done 1st FRC. This must be checked and appropriate action must be taken.

15. The franchisee policy which set benchmark as 50% of the target for franchisees and provisions for migration to those have achieved 50% bench mark, undue weightage to existing franchisees, fixed commission structure, paying commission for FOS who are really in the marketing to the franchisee etc need a total revisit to ensure that the franchisees are really doing the SIM activation as in the case of other TSPs.

16. Attractive Plans may be properly studied and implemented. Changing of Plans intermittently may not give good results in attracting customers. We should have plans to all class of customers like basic voice phone customers, Youths, Professionals etc. New Plans may be released with proper Ads, and our field team may be well aware about the Plan well in advance. 
17. Auction of Vanity Numbers: Frequency of ‘Auction of Vanity Numbers’ should be increased at least twice-thrice in the month. Even auction dates have also not advertised well among the customers. It also needs a policy review as it can also become good revenue earner in the form of VAS. 

18. BSNL is procuring new SIMs at cost of Rs 20 and it is reliably learnt that other operator are purchasing 4G SIM at cost of Rs 10. Hence possibility may be explored to reduce the cost of BSNL SIM.

The above mentioned points may be examined and the issues may to be addressed at the earliest so that SIM sale and revenue generation can be enhanced and revenue leakage can be checked. The employees are to be motivated to perform better instead of threatening them, which will be counterproductive. 
With kind regards, 

(Sebastin. K)

Copy to: Shri. P. K. Purwar, CMD/BSNL for information and n/a please. 









