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C” o 7’) CONFIDENTIAL

TO BE OPENED BY THE ADDRES SEE ONLY

To: Prof.S.Dhawan cct Shril ¥YS Das
Chairman, ISRC Member Secretary (F)
. ISRO Council

From: YS Rajan
Asst, Scientific Secretary, ISRO

23 AUGUST 1977

Subt- Personnel promotion policy in ISRO and general
technical management in IS RO,

As cne interested in ISRO, I am getting concerned
more and more about the managerial crisis towards
which we are going. It is partly because the ISRO
system has grown at a very fast pace and also
greatly because of the past hang-over of general
managerial indiscipline which was considered to
be "freedom®™. I am not trying to do any poste
mortem, but with some analysis of what had happened
and is happening in the background of my mind, I
am suggesting some solutions and also posing a
few questions. This is a matter which Chairman,
ISRO and ISRO council have to grapple with very
soon if we are not to run into, sorry to say,
disaster.

Even while vacancy premotions for the technical

cadre would be demoralising and alsop&t is difficult
to define vacancy in terms of grade for a technical
job, the present system of reviewing periodically
and giving promotions to scientists is possibly

the best poliey to adopt. However if we see the
general pattern of the promotions to 'SE', 'SF'

and beyond, by and large, those who have waited

long enough in a grade or those who?spcnt sufficient

o '2/"




.,

number of years somewhere in ISRO or outside ISRO,
are getting promoted as a matter of course at various
levels like SE, 8F, 8G & G, This phenomenon is
disconcerting because one could very glaringly see
that many of the upper echlons are not in a position
to comrand the situation when need arises. Whenever
some critical activities are to be done in ISRO or for
ISRO, we are always in search of right pecple; many
in the top layers seem to have cutlived their utility,
in other words, have become some "toxic product® of
the system. '

At the same time there are some people in the higher
levels who are scientifically and technically very
good: however are managerially bad, dJust purely for
their technical and scientific contributions, they
would deserve promot*ons. however as Managers (1.0.
Project Directors, Heads of Divicions etec) they would
note.

Given the two situations above mentioned in para 2
and 3, one has to pose a serious policy guestion as to
(1) whether the promotions in ISRO are meant for
recognition of long and efficient service eof
the persons have put, oOr

is it just a thing to be done to £111 up vacancies
arising out of certain specific task {(which is
in a way the spirit behind the vacancy promotion) ?

Also, is it necessary that a set of people who
are in similar grades or perhaps higher should

always report to persons much higher?

act it is this

31U - | amou nanagerial
crisls and coord;natigg crisis in IoRO.




In about a year or two, we would be having

about 200 people in SF grade and beyond; if we
consider the SE grade and atove it will be about
400 persons. This being so, given the situation
when everybody aspires to report to the big bosses,
one can imagine how a managerial functional hierarchy
can develop and how ordinary tasks can be fulfilled.
One way would be to"administratively empower® the
layers of S8Gs & Gs and make these people in SF and
below to report to thems But many a time it is found
that the people who could handle efficiently the
various tasks are at levels SF, SE etc, the intezb

vening &G, G etc., may complicate and perhaps muck up
matters, 1 need not quote specific examples here, This
existence of 200-300 high level persons aspiring to
report only to big bosses makes reporting system very
complicated when a SF person is, say for example, a

Project Director. So many other co-equals or those

who are above them in grade they think that they are
bigrer in the Organisation. Cooperation from them
towards Project Director would be lacking a great deal,
since everybody would be looking forward to pirector
or Chairman as the case may be. This problem is going
to multiply further as further promotions take place.

If this psychosis is allowed to continue we would be

an atomistic or amoebic organisation where everything
splits into small units. This may be alright 4if there
are a number of small research problems for each one

to tackle. Unfortunately ISRO tasks remiire bigger
systems and hence in the overall ISRC, one c¢ould have
only 10 or 15 such major systems going, Hence one

could think of not more than 30 to 40 technical managers
in line role and another 3C to 40 senior persons
could function in the form of staff or advisory capacity.
By senior I mean here mostly from SF and beyond. In a




few cases it may even be SE also. In such a situation
how to make the system workable as the supply of senior
managers at least in numbers would be much higher

than the required number, Ip fact this numerieal

surplus coupled with general inefficiency or narrow
speciality of many in the higher brackets and psychosis

that each one should have an independent empiye leads

to unmanacable manacerial crisis. In fact this is the
crux of the problem in today's ISRO gectivitiee and I

belisve that general slow down of ISRO is because of this
situation which leads to gaps in coordination, communie-
cation etc, Each little problem gets escalated to very
highest levels for solutions. This frictions in the
Centres happens between Projects and Divisions and in the
ISRO level between various Centres.

It is to stem this erisis ISRO has to evolve some
major policies with respect to the technical managers.

(1) First of all ISRO should meke up its mind as to
what is the fole of the technical managerafénd
what ara thelr powersuw -

What is the philosophy of promotion? Is it to
reward the good serviges and general contribution
of the employee or is it an indication of status?

Is it necessary that persons in the equal grade

or grades above gannot be managerjally controlled
by those who are in the same grade or even below?
This ig a peculiarity of secience management where

a senior specialist cannot always be made a Manager
or Project pirector and at the same time the
Project Director will need the services of the
Senior Scientist in some cases.

0105/"
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What to do with people with narrow speciality
or who generally lack managerial expertise though
they would be (Bueful to the organisation? If they
are promoted, dées it mean they have function
independently, reporting to Directors or Chairman?

If high salaried people cannot co-exist in the
Organisation without escalating eVery issue to the
highest bosses, then either promotion has to be made
strictly in terms of keeping good technical managers
on the top of the salary structure, which could
suffocate quite a few good scientists who may not
be aspiring to become managers, or it has to be
clearly laid down that salaries/grades need not

be indicators at least above certain level for
reporting structures,

B. To the above questions which I have raised, I suggest

some radical sclutions, namely:

ISRO decides to develop a cadre of technical
managers who would decide policy matters and
would do executive functions of running the
project activities of ISRO, They will have the
top managerial back-up, commnand manpowar
resources etec, irrespective of grade, Such manpéér
which they will command will be defined by the top
manavers for each individual situation. There
should be ¢lear instructions teo 2ll that there
will ke no flouting of lines just because of
grades etc. This radical solution would allow for
a reascnable efficiency system even while the
promotion opportunities to scientists are not
unduly restricted since the executive prowvers

and salarie® are reasonalbly deccupled.




o

The alternative to this is to do a vacancy
promotion in which case the hierarchy gets
built up: however what one would do with the
past hang-over and toxic products is something
to be thought ofs

I am raising this issue after cobserving cautiously
with concern the present developments in ISRO which
are not altogether rosye. I trust some decisions
in this regard would be done by ISRO very soon,

Regards
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IRDIAN SPACE SEARCH ORGANISATIOR
HEADQUARTERS

MEMORANDUM

Prof S Dhawan, Chairman, ISRO/ ‘ . aloalis
Secretary, DOS. EWe/Rgﬁ;j%fggyLJ

Date: September 5, 1977

¥ S
SR

SCIENCE POLICY FOR THE COUNTRY.

Sometimes I wonder why I should worry about this at all
in the circumstances prevailing in the country (past and
present). However various trash that appears in the
newspaper daily in the name of discussions On science
matters really increases nausea and depression. The .
issue seems to have boiled down to CSIR, Scientists
versus IAS, procedures of consultation etc while the
real problems are almost untouched. As a Government
servant myself, there is very little I can do in thas
matter. I cannot analyse the issues and express any
views because it can always be interpreted as public
criticism of the Government. Also considering the
general state of elite in the country, mostly it will
be infructuocus to write one or two guarded letters or
articles. If I can express my views to the powers-
that-be, I hope at least I would have done something

in this regard. I happen to be fortunate to be able

to address this to a Science-boss, who would at least
listen. Hence I am putting forth my ideas on the
subject to youy; I am doing it partly to relieve myself

of some of the burden '

One of the greatest tragedies which have taken place in
the Indian Science over the past few years is to mix up
science and technology in an undue hurry. Self-seeking
scientists and scientists-politicians have used these

as exchangeable words; thelr short term goals have been
to seek funds for their laboratories or projects by
fooling the politicians & administrators. This has
created a state of confusion where the subtle but
important difference between long term scientific
research and quick-result-oriented development activities
has been ignored and almost not understood at all.

Import substitution, completion of erection & installation
of imported hardware and facilities, etc have passed in
the name of science and technology. This has done consi-
derable damage to both science and technology. The
administrators have not been educated about the processes
of science & research and have been fooled to expect sOme
quick results by showing some of the activities which are
neither development nor research i.e. building of a
laboratory and installation of an eguipment or computer
system and so on. On the other side the importation goes
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unchecked both by the scientiste concerned and also
other sectors of the economy. Thus without the true
nature of science not being discussed or understood
at all, much of the elitist show-business that has
gone on so far, has not made a dent in the social/
economic scfenge of India.

Yet another grave damage to the system has been done
by many of the scientists and science bosses whom,

I am sorry to say, I would not categorise as scientists
because many have not even caught in their daily life
the right philosophy of science which is observation,
empiricism, and theory based on observation; also in
the entire process of science and technology there is an
implicit faith in this world and more so in the material
nature of human activities and development of human
society. This subtle factor when not understood and
imbifhed, leads them to treat science as ‘PFooja’ or a
madic wand. The resultant conseguences in a tradition-
bound and superstition-ridden society have been
disastrous. Though I agree that basic productian
activities, even the largely imported machineries etc
used in the commercial sector would slowly lead to the
changes in the attitudes of the society, the ca@yal
relations can be "reversed"; i:.8. if the correct
attitudes are consciously imbiéed in the society, the
industrialisation can be made faster. When the
scientists and technologists take unscientific
attitudes towards life, or don't even understand the
basic premise of science, it is too much to expect the
politicians especially the bulk of the staid and
obscurantist ones to understand the inner dynamics

of the present day societal development Ruwmam and human

progress.

There is a confusion about the entire development
process in the country: the mixture of ideas that float
around range anywhere between an obscure and revivalist

interpretation of Gandhism to the populist intrepre-
tation suggesting various panacel.

Recently I saw an article about the defence science
which has justified the entire defence science
activities because of the immediate utilisation function
resulting from the differences in the environmental
conditions in which the foreign equipment are made

and those prevailing in Ingia ! We know the disastrous
results of the mechanistic interpretation of impert
substitution as practiged by DRDO and the Services-

The author does not realise that the direct result of
such a simple interpretation is to condemn the entire
defence Science in India to a modifier of an equipment
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imported or producer of the necessary spares from
"indigenous" sources. Thig is an essential technology
function needed on the short run for a country which
is (hopefully %) trying to catch up with the rest of
the world in terms of some basic asgsured living for
its people ¢ But can it be called sc science at all?

I don't say that such popular articles don' + have a
role., But issues on sciehce policy in the country are

not discussed anything beyond this level

The same confusion can be seen in the whole controversy
about CSIR, S&I are mixed up in the minds of people who
citiegize and suggest changes. I am not for a moment
suggesting that science & technology should be decoupled
and separated into watertight compartments. Not at all.
They cannot be as they have organic linkages. Technology
is the outward sign of a changing society; &_ . sign

of the changes in the productive forces that are taking
place in the society. We have to acquire it - imported
and indigenous only as a ghort term process; but
acqguisition of @ sign can at best be a short term effect
that cannot be sustained without intermal dynamics
leading naturally to the outward signs. In other words,
the contradiction or hiatus that exists in today's India
between the rate of technological growth and the
"internal will" of the masses cannot last long.

Either the internal will of the society should correspond
to the technological growth or else the growth is bound
to stagnate whatever be the amount of external or foreign
transplatation.

It is in this context the science (@and all the implicit
philosophy and methodology behind it) has relevance.
Science is the provider of the internal will to a society
to make material progress:; it observes material nature;
it believes in the material origin of life and therefore
man's ability to observe, understand and control it.
Having said so much, I do not want to shy away from the
statement that the development and growth of science in

a society cannot be decoupled from its social movements
or social dynamics. It cannot be grown in an ivory tower
with formulas (though occasionally one can produce a
Raman or Ramanujam); the general social role of science
is not just to produce eminence but to propel a society
(or tc be one of the important ingredients that propel

a society towards material progress). How much the
Indian science has contributed towards this end? Would
the Indian scientists turn their minds to the roots of
some of these issues - the social origins and the

social necessities of science andg not necessarily
populist panacea?
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I view the reports of the re-organisation of CSIR, DAE
etc in this light. There is no use teking a tribalist
approach to the problem by reducing it to the level of

a fight between bureaucrats versus scientists and to the
procedures of consultation. I still, even in these days,
believe that the assertion that the scientists alcne
chould decide about themselves and their organisation is
Hot correct in principle as it 1s the society that
custains them. Society exerts itself through various
channels and one should take note of all these and allow
for these. The real issue is whether India wants to grow
materially or not, and whether Indian society will develop
the inner mechanism of this development for which Scilence
is an essential ingredient. This means fixing some goals
of development, certain vision of the future, and certain
philosophical attitudes towards the world and its growth.
From this broad canvas Cne can derive the plan of action
with lote of debate, of course. Without this theme in
mind, the whole issue of debate by the scientists as it is
conceived in the case of CSIR etc is likely to fizzle out
as to who gets the lolly-pop and who gets a brick-bat.

Though I am reasonably clear about the issues I am
concerned whether the situation can be reversed and
politicians/administraters could be educated by well-
meaning scientists; in this process 1 do not consider
the whole "tribe" to be useful. Today by and large the
national perspective is lacking ang the issues are seen
as protecting the empires. Today a great deal of
emeeifizg "Scientists” look at their work as meang to
carn in order to fulfil the middle-class yearning for
luxury goods (I don't preach asceticism by any means %
Unfortunately science is not seen as & tool in scientists
are to be blamed. How would one correct the situation?
‘This is a guestion I am just leaving with you, at least
for the present, for the reasons I have mentioned in the
beginning.

With regards,

T don't in any way under—rate the little
operational fights some well-meaning
scientists would carry on various issues,
while I describe the broad scenario. World
or society does not come to a standgstill
waiting for a great-leap forward or for an
all powerful mig-wife to pull out the
revolutionary baby. But the broader scene
chould be remembered often so that the little
issues don't become an end in themselves.
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For

C/ s SONFIDENTIAL

¢ Chairman, ISRO

From ¢ Y S Rajan 8 October 1977

1.0

For cuite sometime I have been concerned about some
of the negative features developing in our Organisa-
tion. Therefore assuming the occasional gad-fly
role I wish to point out the problems and perhaps
some solutions in this note., I have already spoken
to you on this subject rather sporadically on a few
occasions and also lately during our journey back
from Trivandrum.

My impressions are not purely subjective and I wish
to quote a few objective instances which are some
indicatbrs about the health of the organisation.
They are as unders

i. FPor the first time in the last year there was
a fairly heavy surrencer of money by ISRO.
Though various reasons like foreign exchange,
non-availability, Govemment rules etc have
been quoted, it is not the full faect. This
year's experience shows that even when the
foreign exchange is available in plenty there
is still no increase in the spending which has
perhaps worsened.

There are serious slippages developing in va-
rious programmes in SI¥V, Avionics items, NOAA
terminal, APPLE, MONEX related items etc.
Generally pecple complain of manpower and the
rest. A close scrutiny would reveal that not
all the problems are related to the non-avail-
ability of manpower. Mostly the problems are
due to the lack of coordination between indi-
viduals, reluctance to work out details, etc,
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iii. A general alienation amongst many,
manifesting in terms of strikes, rumours
and a general slow-down.

There are serious delays in programme direc-
tions, e.g. in launch vehicle area, earth sta-
tion productionisation, etc.

3.0 I have thought seriously about these matters and I
cenclude that if some positive action is not taken
soon it is likely that in another couple of years
we would have serious problems and would probably
goe the way of many national laboratories (having
some generalised activities without having a focus
or a theme).

3.1 I do not propose to be a prophet of doom. My
criticism is that of a concermed person who fer-
vently hopes that his criticism would be proved
wrong. Though, at the broad national level, I
visualise quite a bit of problems and I am also
aware that the general socio=-cultural environment
in the country is not specifically suited to the
growth of healthy scientific institutions, I still
fimmly believe that some oases can be built in the
desert and preserved well, What I find in the past
few years is that an oasis is not developing and
whatever green pasture that has grown is becoming
parched.,

T shall attempt to point out below a few reasons why
things are shaping this way, with some suggestion on
how to rectify the situation.

4.1 Some major lacunagin our management system are

as under:




DOERS, by and large, tend to be neglected since
they would be busy with working out details and
executing them, be it software or hardware.

A set of people are developing in ISRO who pass
general remarks, and use very often lots of
management cliches; these persons are seen in
very good light by the management. Many of them
happen to be in positions of power or on the
right side of authority. For the purpose of
this note I just term them as TALKERS,

There is a big hiatus developing between the
TALKERS and DOERS; unlike the conditions that
prevailed in the earlier stages of organisation,
TALKERS and DOERS are becoming separate entities
competing with each other. Still there are a
few DOERS who also happen t© have positions as
TAIKERS (and Managers) thus combining both the
roles, e.g.

But such persons who have a dual role and who can
to some extent bridge the gap between talk and
deed are fast losing their grip on the organi-
satien. The hiatus between the TALKERS and the
DOERS would be toctal in a cowle of years.

The reward the TAIXERS get are cons iderably more
than DOERS in some places. These DOERS and
TAIKERS seem to be concentrated in pockets in a
few Centres. For example, VSSC due to its higher
management policies geverely restricts TALKERS
and SAC has tended to encourage TALKERS a great

deal; and as a result, in general, VSSC gets ne-
glected in many ISRO decisions. This alienates
quite a bit of yvoung DOERS who are in the prime
of their youth, If after some time these DCERS

sseseMOXe
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shut themselves off, the prime energy which
propels ISRO will be gone and after a few
ears we would be a talkin ation
out corresponding deeds to baek it wp.

Another item which is equally serious is the
general indiscipline which has developed in
middle management and higher management levels.
Those who violate protocols, those who violate
higher management decisions etc somehow seem to
get rewarded. This has been true in many in-
stances, be it in the sanction of manpower or
trying to take up some positions or trying to
get contacts outside ISRO/DOS or going to the
public to get into limelight etc. If some person
can manage to do things even in open violation

of the management directive, he is never punished
and perhaps he not only gets away with bloody
murder, but also gets a rise in the management
structure, There are many instances which I can
quote, but o r brevity I am not quoting here.
This will slowly tend to percolate among the en-
gineers at different levels also. In fact it has
started percolating and it is one of the reasons
why delays are generally taking place in ISRO
activities, For example, a person, be it a Direc-
tor or an engineer, often flouts management deci-
sions, causes delays, and waits till the situation
turmns to their advantage. In general flouting of
directiﬁas and hard bargaining etc seem to pay
off,

Responsible persons whe generally percolate and
disseminate cynical and gloomy ideas seem to be
increasing even while they are mnjoying all the
protections.




Even while some senior managersand engineers
work very hard for ISRO programmes, thewe are
some who neglect ISRO/DOS work they are res-
pongible for and spend considerable time in
outside lobbying, PR etc to boost their future.
Such people are on the increase.

I do not suggest that there should be an iron clad
discipline without dissent., However there has to
be certain norms of discipline in the organisation.
As peinted out in the above, lack of such norms in
the organisation is fast corroding its strength and
great many of the DOERS would soon join the bulk in
the organisation which is normally apathetic. This
apathetic group acts as a buffer between the DOERS
and TALKERS. Finally in a few vears we would just
have a bulk apathetic group with TALKERS at the helm
of affairs. Then the results are ocbvious,

What can one would do in such circumstances - leave
things to fate, or attempt to inculcate some general
sense of discipline and belonging? I feel the latter
can still be done by rewarding the DOERS, while try-
ing to avoid rewarding mere TALKERS. This can be done,

provided Chairman devotes more time considering these

agpects rather critically and reverses some of the pre-

sent management pattemns even if this results in things
becoring a little messy in terms of paper work, re-

views etc for a while. One should go back in figurative
sense "to the fields" and try to get some fresh crops

of DOERS as Managers. Also there should be certain
exemplary punishments of the indisciplined people
especially at higher management levels so that some
fear of God would be inculcated into the Organisation
in general,

s ¢ 2 giNOYXE
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7.0 Attempting to do this, no doubt, could cause some
confusion and perhaps lots of changes, for a while,
but I think it will be worthwhile attempting a
change. As I had always maintained it is not
necessary that s few persons will remain always
DOERS or TALKERS. In the organisation which is
growing and dynamic, there shoulé be a constant
review of the roles of persons so that the orga-
nisation can rejuvenate itself; if it is not done
biological senility will take over. I feel that
ISRO is toc young to grow senile., (However, in
the Indian context, the average age for an orga-
nisation to grow senile seems to be around 20
years. We seem to be approaching pretty dange-
rously to that period!) I only wish, with some
healthy scientific scepticism that I will be
proved wrong and some silver lining will appéar in
the meanwhile,

I request Chairman to give some sSerious thought to
this matter of rejuvenating our organisation by
getting rid of some of the negative features.

Regards .

\o‘l°‘71
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For: Prof. S.Dhawan
Chairman, ISRO

From: YS Rajan

I enclose herewith a document prepared by me
regarding *Military Space Activities - A Preliminary
System Ovyer-view'. You have quickly glanced through
it at the airport when you were going to Calcutta.
Recently you mentioned that you would again read it
before going to the CofS meeting. Hence the document
is put before the Chairman.

The immediate stress from India‘'s view point
would be the following:

1) The development of small air-transportable
terminals for satellite communications in
conjunction with a synchronous satellite such
as APFPLE will greatly facilitate the physical
movement of Forces. In fact this logistic
flexibility has been a major constraint to our
army's planning. This technology will ke a
follow-out from STEP, Also man-pack for sate-
llite-based communication at these fregquencies
can be done with certain coding technicues.

The development of 8hip-rorne Communication
system which will give a great flexibility to
the Navy.

3) Space meteorology systems using US/USSR sate~
llites and also development of Indian satellite
systems for the same.

4) Development of Recon satellite systems.

If a system development starts on the above lines,
which essentially I term as Phase-1, I think the military
space systems can develop healthily in the country. This
development should include development of lsunchers to be
self-reliant. Even if the initial works are little crude,
it is necessary that this plese has to be done, kecause
otherwise trained personnel to handle the system will not
be available. Hence it is essential that almost immediately
we should start on this system.




wﬂ)-

I wonder whether Chairman would like to
give some copies of thie document to Prof. Menon
C's of S since it is written in an Executive summary
forme. Of course Chairman can, while giving the
document, mention that this is only a preliminary
over-view and lot of thinking in systematic fashion
need to be deone. If chairman wishes, 1 can bring
along with me a few copies when I come to Delhi.
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