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Karamchari To Karamyogi

Meritocracy has transformed cricket, streaming & PE. A lesson for civil service reform
Manish Sabharwal, [ The writer is Co-founder, Teamlease Services ]

Covid is a human tragedy but accelerated revolutions - IPL, streaming platforms and private equity (PE) -
for cricketers, actors and entrepreneurs. These revolutions feel independent but are powered by the same
force; the shift of power from vertical hierarchies controlled by traditional elite to horizontal networks that
value talent.

We must use lessons from these meritocracies to the last remaining binding constraint for India’s
prosperity and inclusiveness; our 25+ million civil servants (they would be the 50th largest country by
population).

As 2022 starts, an average IPL cricket team is worth Rs 6,500 crore (it was Rs 500 crore in 2014), India’s
30+ content streaming platforms have 350 millionusers (thiswas 20 millionin 2014), and private equity
investments will cross$70 billion this year (this was $5 billion in 2014).

These networks have become capital magnets and talent nurseries that the Ranji Trophy, cable television
and banks couldn’t. It's impossible to know if merit attracts resources or resources attract merit but clearly
magic happens when they dance together via competition, innovation, specialisation, experimentation and
differentiation.

The book The Chessboard and The Web by scholar Anne-Marie Slaughter suggests updating our mental
maps of power. Traditionally power was exercised through vertical hierarchies; a chessboard on which the
elite played games of power via single centres, gatekeepers, rulemaking, institutions and coercion.

But power is dispersing to horizontal networks that value nonhierarchical mindsets, flexibility,
decentralisation, unbundling and competence over opening balances (Pratik Gandhiin Scam 1992 OTT
series is such a better Harshad Mehta than Abhishek Bachchan in The Big Bull movie). Networks are more
valuable than old-fashioned hierarchies - particularly in young countries - because they help the
powerless become powerful, value outside voices from edges, and corrode resistanceto change.

India needs a higher per capita GDP; this needs ending the execution deficit in education, healthcare,
urbanisation, manufacturing, policing and regulatory UPI, DBT, NEP and privatisation are magnificently
changing our trajectory but a meritocratic civil service is a meta reform that will simultaneously raise the
productivity of India’s regions, firms and citizens.
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Meritocracy in civil servant selection is uncontroversial; it's the subsequent human capital regime that
needs ten systems must create differentiation via a fear of falling and hope of rising; our current civil
service HR system treats gadha and godha equally. Consequently, the gadha celebrates and the godha gets
frustrated.

The large pool of “promotable but not postable” civil servants - stagnating individuals with low
productivity that no department wants - needs retiring them at age 50. Top-heaviness breeds 25 secretary-
ranked people must exist in Delhi and only 2 DGP’s must exist in demand-driven. Training must influence
specialisation and careers.

Autonomy and accountability are sabotaged by sprawl; the 51 ministries and 100+ departments in Delhi
must be cut to 25 and 50. The perpetual 25% gap between sanctioned and actual strength must end; this
means good people are overworked, work isn’t getting done, redundant positions.

A cost-to-government framework that monetises benefits will blunt the headline of compensation
inadequacy. Civil servants are highly cognitively diverse at entry but this superpower diminishes with time.
Lateral entry will renew imagination, skills and energy. Most importantly, performance management must
recognise the uncertain outcomes of risk-taking; we won'’t get an audacious state if we fail to distinguish
between fraud, incompetence, negligence, bad luck and a bad situation.

It's a toxic myth that governments can’t manage performance because compensation is a weak tool;
postings, promotions, transfers and training are powerful currencies. Additionally, most people who join
the government to make a difference lose the romance of policy over time because the current HR system
fails to use the intellectual, the social, and the spiritual, and, therefore, impact returns that only public
service can offer.

The new Capacity Building Commission is a great idea; it aims to convert Karamcharis to Karamyogis by
integrating reforms across staffing, structure, training, performance management, compensation and
culture. Rabindranath Tagore’s warning that life should not be the infinite elongation of a straight line is
particularly relevant for civil servant careers; especially since the first Indian to join the Indian Civil Service
was in 1863.

Some sociologists believe hierarchies (chessboard) and network (webs) are a distinction without a
difference; most networks are hierarchical and few hierarchies are not part of wider networks. But history
suggests that hierarchies (chessboards) are better at getting things done and networks (webs) are better
at creativity. India needs a civil service that is both creative and strategic; this is impossible without a bold
HR reboot.

India’s Constitution, political parties and civil service created the world’s largest democracy on the infertile
soil of the world’s most hierarchical society.

But the steel frame of India@0 has become the steel cage of India@75 because of a human capital regime
that prevents the identifying, nurturing, and flourishing of civil service equivalents of IPL cricketer Rishab
Pant, Maharani series actor Huma Qureshi and Flipkart founder Sachin Bansal.

They represent the magic of meritocracies; applying their lessons to a new civil servant HR regime will
accelerate our India@100 goal of putting poverty in the museum it belongs.
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The Economic TIMES
EC, Walk the Talk Firmly, Skilfully

Flouting its directives will diminish its stature
ET Editorials

In a 2005 interview, T N Seshan stated, ‘Good government is not an accident. It needs skilful work.’ What
the former chief election commissioner held true for governance also holds true for the ‘superintendence,
direction and control’ of holding elections. One day before the Election Commission (EC) announced an
extension to the prohibition of all electoral gatherings to January 22, ‘hundreds’ gathered outside the
Samajwadi Party (SP) office in Lucknow flouting EC guidelines — not to mention Covid norms. The EC had
stated that its rules banning election gatherings under the Representation of the People Act would
‘complement... the mandate of the Disaster Management Act’. In effect, district magistrates must use either
rulebook, ‘whichever is more stringent’, to ensure that the EC’s word is taken seriously.

An FIR has reportedly been registered against SP supporters who had gathered on Friday at the ‘virtual
rally’, ironically making the whole point of ‘virtual rallies’ during the third wave redundant. This won’t do
if the EC is to be taken seriously. Holding the district magistrate responsible, as the EC had announced, for
breach of EC rules must be followed up visibly. The EC making its intent clear with action is not just about
maintaining Covid protocol for the sake of public health, but also about protecting the sanctity of the
electoral institution itself. Whataboutery, already evident in SP’s Uttar Pradesh chief subsequently
suggestion that the EC is targeting his party, while allegedly turning a blind eye to the political gatherings
of another party, must be nipped in the bud.

If the EC has now extended the ban on electoral gatherings, then it should ensure that it has its district
officials do their intended job without fear or favour. To not do so — or to not have the wherewithal to do
so — will not just risk other stakeholders testing the efficacy of the EC’s words, but it will also seriously

chip away the institution’s ability to act as a robust, independent entity, going much beyond upholding
pandemic measures.

el A

THE HINDU

Date:17-01-22

Friend in need
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India and Sri Lanka have shown an ability to quickly act on promises to each other
Editorial

External Affairs Minister S. Jaishankar’s virtual meeting with Sri Lanka’s Finance Minister Basil Rajapaksa
on Saturday, with an assurance that India will support Sri Lanka “in all possible ways for overcoming the
economic and other challenges posed by COVID-19 pandemic”, was significant and timely. A crucial week
lies ahead for the Sri Lankan economy, when President Gotabaya Rajapaksa must make a decision on
whether to service debts to bonds with an instalment of $500 million due on January 18, or to default for
the first time ever, given the island’s precarious finances. Mr. Gotabaya is expected to address Parliament
this week on how he will deal with the economic crisis. This includes a credit crunch, a slump in GDP
spurred by COVID-19 losses to tourism, exports and remittances, foreign reserves that dwindled from $7.5
bn in 2019 to $1.6 bn in November 2021, and pending debt repayments of more than $7 bn expected in
2022. The most immediate problems come from rising unrest. In the preceding weeks, the Rajapaksa
government reached out to India and China, which are most likely to help given their respective interests
in the island. Mr. Gotabaya even received a visit from Chinese Foreign Minister Wang Yi, who discussed a
full debt restructure of Sri Lankan borrowings. Beijing has also extended a currency swap arrangement of
$1.5 billion. It was to India, however, that Mr. Rajapaksa turned with a humanitarian appeal and SOS. Mr.
Jaishankar, Finance Minister Nirmala Sitharaman and Mr. Basil decided on a “four-pronged” initiative, that
included Lines of Credit (LoC) towards the import of fuel, food and medicines, currency swap and debt
deferrals from India to Sri Lanka, as well as the conclusion of the Trinco-oil farms project.

Matters have moved swiftly since Mr. Basil’s visit and it is heartening that the Trincomalee project MoU
was signed earlier this month after decades of delays. Subsequently, India has extended $400 million under
the “SAARC currency swap” arrangement and agreed to a partial deferral of a $500 million settlement from
Sri Lanka by two months; the $1.5 bn LoC for essential imports is reportedly under way. It would be naive
to assume that New Delhi’s assistance will paper over other problems in the complex relations between
India and Sri Lanka. Amongst other issues, the friction over fishermen’s rights and pending political
solution for war-torn Tamil areas remain sticking points, while concerns over Colombo’s strategic ties with
China have often led to open disagreements. It is important to note, however, that in times of peril, New
Delhi and Colombo have established a robust channel of communication and demonstrated an ability to act
on promises quickly, proving that adage about friends (and neighbours) in need.

Date:17-01-22
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FI ST dela Y ST
S

50 Y AT § HAF Terrd TIE gl & HROT WHR A ey Bufd Sga¥ g3 &1 FA i el w7
IR 3 aotE @ i afafafeal & syerqye 1 WX UGS dAfhd $H a¥ H HAE T AIS TS
TR T@T T MM & ST fF dem 3 g2d §, dAdeR & 3id # Hg THR H ISR "eT ol
AT & 46.3 BHE & SR AT a¥ 2019-20 H JelellcAs FN I TE 37hsT 114.8 HrEdr ATl Ig@T,
AT & SEcR Toled HIE o AR fIHMET & 37816 H HIS Hell 761 3= & AR 38 el amg i
derrer ST @ AT faa a¥ 7 38 RS drere 7 o @ 1 o fF 56 gAeR oF o 8 9 wede
SR TRaT T, 319 T 98197 & 32,000 IS T0d Hed T MOl 3 & IaT oFI-T &l T§ 3¢ Selel
arell &1 & o & fq9Tmer Ig giafiRed e & folv Ageid oY @1 ¢ 1o &7 i U1 X GHIT olfchel Tg
AT HEcaquT § FGIAT3N & AT S 3eTarg IRUMHA HHS o 3T

ST ST §eT TAX & & SN Tatial HT T H IR S &1 gleliich Y HaIg H $H a¥ Sl JuUR
§3ﬂ%ﬁﬁm3¢ﬁﬁu€é\mmQW%%mmmmmﬁmm%maﬁammmam
Hehol ] 3cUTG (SIS 3HeIuTe GERT & I 1| R T A AR T A8 3equrd Seary fad @
e STeraT & 3R e vd ToT EIHRT T fqohre ATt W gy T HaaeT H WAT Hr g1 aF] vd
JAAT X & HFHSR Y& o golld I WIS a7 fhar § a1 AIe vcgeT X JIg W 3R 31/ carg srer gl
gl & gul & H AAET F 7 JeR JAWHR AT a0 §, 39¢ 7 IJg Ia1 Joidr gl Frel g AR Sy
IS T I T & o oo giforar &efst & 3ramar g sfafags 2017 off e sfowRar @t 58 afdea
¥ qFd &l & & T el =arareg & goer @i Y & 3as fov w5 ol @isr F31 3maegs g1
ORI Y 3T Tg 3MRR < fear /7 § oh 3R 3o U 30 IR & o1 Foel ¢ fob fid et ast &
3T HT 3Thele] [UTAT AT § dF 3 AT ST &) Tohd g1 398 ST T TR d6l ¢ IR T S1d deransit
& gaTfad et

Tg HIoToll T foh T AT o7 S $o 3SR FhaT & 38T T Biel o dm € TSThIY d Tgaam | 3greor
& faw afg 2018-19 & 38 3,500 & 34T AA Bige U IR Haer 105 # fHAT ey g3l Fgransi
& Ty o [T & +s [Aae g W@ g1 WHR o 2020 F [Fae & e Jiear g $r o arfe o= o
a3t AFet A 9.7 @ w3 TUF 1 fqaried IR &1 AYerT fhar ST EHh| SRR & Hdlfdd Th
o FUS 9T Hed & ATHA [AUeIT ST Heh| SgIETel, S0 @ SR} fdarg orér Ui & § 31 99 &eran
Y FET 3ATT| FHHT Teh Tolg U6 81 Hehll § [ Io¢ ARG ol T 3e1ehT A Al ¢ 3R T o5 Hhd ¢
937 dielc & U faarg 7 dad #7 3R fAfadar &1 ARla sara § S sger afige sfesw s@q =R+
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3hT HAT A HIg Tie gl oo, #S, 7% 7A, AvsT FRg H §olRl S AFRS 3R & fawra &
qeteTe & @ g1 gisT fAue R, gisT Aezamsiad, AR, ol Bl head, @ dou fAfA., sefha AR
RHSAAT, AT 331 A, AT J9139T af gl ST FUfaAl & IR & Affea et J fua v’y
AR Bt F S FH S §l T ARAHA F IGH eU A A g & HROT Gl A 81 5ol
Sraiferdt 7 off T @R & €1 ¥ ede fAdend g €1 §gFd aRar i dEr & oh #Agd oo g
TS ST THEER & AT T/ 8, a9 T FR ol Fh g GHR ST T8 X &1 o g Tohd & & 30
AR R gt gait B Afdwdre Ferd-gpedr §1 ARad §7 & Je oRa FF AW B #7 &S g 1 59
A I AN ool H $9TaT aMaH getr & 3mefiaie off g1 ST ST HRA @ 310 &l #Taelicds &R
W AT Uil gl S F ART H g T olki I AT A et 43 A A arel T 3ma gl
AT SEEIISE-ARATI-ARIUE ST & ARATT H TAH el o geticd e ot & §G 9T Tgol
3ucer fear url siey IR &7 MaH Jou H TEATYEN AN H AR AV FETHTIGS gl SEErT-
TTIR-ATeieT Afhe 2 & WHAEE Tded Tl F AT SATaT §1 ATl & SEUET Ui F fa g aifa
Y T YTEAT Al § HIog ATl FAd: A g1 1956 & HRA 3 915 i, #RA iR e el a1 Hle
Y Selel & NS V| ARG I & &€ TgT W 39hT FAeT 37 i § o9 &6 Y 38y g W 98 1 [y
o fom R A @ER #T meAicHs favd % AW €1 URT Yarg T sierer g1 3eglel @ giley
AT FHIhT TTed Hlothd of T TG 2| aF TIUAT H TWHR HI T_WE J gl arell T Frdar Famait
1 TSR ST @ TURY 397 §| WM 30 Sierady H el & Sfcie fda@ W IsEe A gl arelr wrder
AT F #7 omer Sl gl § b IRa-oure A 3 §, FifR SHeRT TUR HerdleT e §, S 6N & B

HRA-STIA FHLT TR ST IS §U Aell TCHIVT T ASRIIEGTST Tgl fohaT ST HehelT| ST & ITTUTAFA 5
dlk X aRY 3/ 2006 F HRA & gk W AT F| 3T IFd 3egld Hgl AT, ‘AT & 1500 Trelt T o samer
gad O sfAgTd &1 0T IS ITHAT FAGT § SIF T & 1T §ART I ST T afl 38 &7, IR 3R A=
& HY off g AT AL A ST TRl DT A HRA B EART Tehs THIA T hooT STAIAT EIM & A
HRA o o Ifchecal &7 AT off § o IRa-SidreT 1 =et o oien Ul off oemerer wa g1 safaw aen
cRit r =T 1 oY §T TR TR Fehreerr i = gham|
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